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

REGULAR MEETING 
MARCH 22, 2024 – 9:00 AM 

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

METRO Admin Office 
110 Vernon Street 

Santa Cruz, CA 

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

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

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

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

1 CALL TO ORDER 

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

3 RECESS TO SCCIC MEETING 
Board Chair Brown 

4 RECONVENE TO BOARD OF DIRECTORS MEETING 

5 ANNOUNCEMENTS 
5.1 Today’s meeting is being broadcast by Community Television of Santa Cruz 

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

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

6 BOARD OF DIRECTORS COMMENTS 

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

7.1 Email dated 2/28/24 from Jacob Odette with METRO response 
7.2 Email dated 3/2/24 from Thairie Ritchie 
7.3 Email dated 3/17/24 from Michele Claussen 

8 LABOR ORGANIZATION COMMUNICATIONS 

9 ADDITIONAL DOCUMENTATION TO SUPPORT EXISTING AGENDA ITEMS 
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CONSENT AGENDA 

All items appearing on the Consent Agenda are recommended actions which are 
considered to be routine and will be acted upon as one motion. All items removed will be 
considered later in the agenda. The Board Chair will allow public input prior to the 
approval of the Consent Agenda items. 

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

10.2 ACCEPT AND FILE MINUTES OF: 
A. FEBRUARY 21, 2024 METRO ADVISORY COMMITTEE MEETING
B. FEBRUARY 23, 2024 BOARD OF DIRECTORS MEETING
C. MARCH 8, 2024 SPECIAL BOARD OF DIRECTORS MEETING
Daniel Zaragoza, Interim CEO/General Manager

10.3 ACCEPT AND FILE:  THE YEAR TO DATE MONTHLY FINANCIAL REPORT 
AS OF FEBRUARY 29, 2024 
Chuck Farmer, Chief Financial Officer  

10.4 RECOMMENDED ACTION ON TORT CLAIMS 
Gregory Strecker, Safety, Security and Risk Management Director 

10.5 ACCEPT AND FILE:  ONE RIDE AT A TIME COMPREHENSIVE REPORT 
Danielle Glagola, Marketing and Communications Director 

REGULAR AGENDA 

11 PRESENTATION OF EMPLOYEE LONGEVITY AWARDS FOR: 
(25 YEARS) ISAAC HOLLY, IT AND ITS DIRECTOR, AND ELMER TORRES, 
LEAD FACILITIES MAINTENANCE WORKER 
Board Chair Brown  

12 APPROVE:  FY25 AND FY26 PRELIMINARY OPERATING BUDGETS AND 
FY25 CAPITAL BUDGET-PORTFOLIO FOR REVIEW AND TDA/STA CLAIMS 
PURPOSES 
Chuck Farmer, Chief Financial Officer 

13 STATE LEGISLATIVE UPDATE FROM SHAW, YODER, ANTWIH, 
SCHMELZER AND LANGE 
Michael Pimentel, Shaw, Yoder, Antwih, Schmelzer and Lange 

14 FEDERAL LEGISLATIVE UPDATE FROM CAPITAL EDGE 
Chris Giglio, Capital Edge 

15 APPROVE:  EMPLOYMENT AGREEMENT – CEO/GENERAL MANAGER 
Julie Sherman, General Counsel 



Board of Directors Agenda 
March 22, 2024 
Page 4 of 5 
 

16 APPROVE:  REVISED SALARY SCHEDULE FOR CEO/GENERAL MANAGER 
POSITION 
Julie Sherman, General Counsel 

17 PUBLIC HEARING TO RECEIVE PUBLIC COMMENTS ON THE PROPOSED 
REIMAGINE METRO PHASE 2 SERVICE PROPOSALS FOR IMPLEMENTA-
TION IN JUNE AND SEPTEMBER 2024 WILL COMMENCE AT 9:00 AM OR AS 
SOON THEREAFTER AS THE MATTER CAN BE HEARD  
John Urgo, Planning and Development Director 

18 INTERIM CEO/GM ORAL REPORT 
Daniel Zaragoza, Interim CEO/General Manager 

19 ANNOUNCEMENT OF NEXT MEETING: FRIDAY, APRIL 26, 2024 AT 9 AM AT 
THE METRO ADMIN OFFICE, 110 VERNON STREET, SANTA CRUZ 
Board Chair Brown 

20 ADJOURNMENT 
Board Chair Brown 
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TITLE 6 - INTERPRETATION SERVICES/TÍTULO 6 - SERVICIOS DE TRADUCCIÓN 
Spanish language interpretation and Spanish language copies of the agenda packet 
are available on an as-needed basis. Please make advance arrangements with the 
Executive Assistant at 831-426-6080. Interpretación en español y traducciones en 
español del paquete de la agenda están disponibles sobre una base como-necesaria. 
Por favor, hacer arreglos por adelantado con Coordinador de Servicios Administrativos 
al numero 831-426-6080. 

ACCESSIBILITY FOR INDIVIDUALS WITH DISABILITIES 
This document has been created with accessibility in mind. With the exception of 
certain 3rd party and other attachments, it passes the Adobe Acrobat XI Accessibility 
Full Check. If you have any questions about the accessibility of this document, 
please email your inquiry to accessibility@scmtd.com. Upon request, Santa Cruz 
METRO will provide written agenda materials in appropriate alternative formats, or 
disability-related modification or accommodation, including auxiliary aids or services, to 
enable individuals with disabilities to participate in and provide comments at/related to 
public meetings. Please submit a request, including your name, phone number and/or 
email address, and a description of the modification, accommodation, auxiliary aid, 
service or alternative format requested at least two days before the meeting.  Requests 
should be emailed to boardinquiries@scmtd.com or submitted by phone to the Executive 
Assistant at 831-426-6080.  Requests made by mail (sent to the Executive Assistant, 
Santa Cruz METRO, 110 Vernon Street, Santa Cruz, CA 95060) must be received at 
least two days before the meeting. Requests will be granted whenever possible and 
resolved in favor of accessibility. 

PUBLIC COMMENT 
If you wish to address the Board, please follow the directions at the top of the agenda.  
If you have anything that you wish distributed to the Board and included for the official 
record, please include it in your email. Comments that require a response may be 
deferred for staff reply.    

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

mailto:accessibility@scmtd.com
mailto:boardinquiries@scmtd.com
http://www.scmtd.com/
http://www.scmtd.com/
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SANTA CRUZ CIVIC IMPROVEMENT CORPORATION (SCCIC) AGENDA
ANNUAL BOARD OF DIRECTORS MEETING 

MARCH 22, 2024 
9:00 AM OR AS SOON THEREAFTER AS POSSIBLE 

HYBRID MEETING 

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

METRO Admin Office 
110 Vernon Street 

Santa Cruz, CA 

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

Meeting ID:  823 2842 5369 

The SCCIC agenda packet can be found online at www.SCMTD.com and is 
available for inspection at Santa Cruz METRO’s Administrative Office at 110 
Vernon Street, Santa Cruz, CA. 

Public comment may be submitted via email to boardinquiries@scmtd.com.  
Please indicate in your email the agenda item to which your comment applies. 
Comments submitted before the meeting will be provided to the Directors before or 
during the meeting. Comments submitted after the meeting is called to order will be 
included in the Board’s correspondence that is posted online at the Board 
meeting packet link.  Oral public comments will also be accepted during the 
meeting through Zoom.  Each public comment is limited to three minutes or 
less.  Board and Committee Chairs have the discretion to manage the public 
comment process in a manner that achieves the purpose of public communication 
and assures the orderly conduct of the meeting. 

BOARD OF DIRECTORS APPOINTEES 

President  Director Bruce McPherson 
Vice President Director Shebreh Kalantari-Johnson 
Secretary  Director Manu Koenig 
Treasurer  Director Larry Pageler  
Director Director Rebecca Downing 

SECTION 1:  OPEN SESSION 

1 CALL TO ORDER 

2 ACKNOWLEDGEMENT OF DIRECTOR PAGELER’S APPOINTMENT TO 
SERVE AS A SCCIC BOARD OFFICER (ATTACHMENT A, 2024-2025 
SCCIC ROSTER) 

3 ROLL CALL 

3.1
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4 ORAL AND WRITTEN COMMUNICATIONS 

5 ADDITIONS AND DELETIONS TO THE AGENDA 

6 APPROVE PRIOR YEAR MINUTES OF MARCH 24, 2023 (ATTACHMENT B) 

7 ACCEPTANCE OF FINANCIAL STATEMENT FOR FY23 (ATTACHMENT C) 

8 ADJOURN TO THE NEXT SCCIC BOARD OF DIRECTORS MEETING 

ACCESSIBILITY FOR INDIVIDUALS WITH DISABILITIES 
This document has been created with accessibility in mind. With the exception of certain 
3rd party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check. 
If you have any questions about the accessibility of this document, please email your 
inquiry to accessibility@scmtd.com. Upon request, Santa Cruz METRO will provide for 
written agenda materials in appropriate alternative formats, or disability-related 
modification or accommodation, including auxiliary aids or services, to enable individuals 
with disabilities to participate in and provide comments at/related to public meetings. 
Please submit a request, including your name, phone number and/or email address, and a 
description of the modification, accommodation, auxiliary aid, service or alternative format 
requested at least two days before the meeting.  Requests should be emailed to 
boardinquiries@scmtd.com or submitted by phone to the Executive Assistant at 
831-426-6080.  Requests made by mail (sent to the Executive Assistant, Santa
Cruz METRO, 110 Vernon Street, Santa Cruz, CA 95060) must be received at least
two days before the meeting. Requests will be granted whenever possible and resolved
in favor of accessibility.

3.2
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SANTA CRUZ CIVIC IMPROVEMENT CORPORATION 
BOARD OF DIRECTORS MEETING MINUTES* 

MARCH 24, 2023 

The annual meeting of the Board of Directors of the Santa Cruz Civic Improvement 
Corporation (SCCIC) was convened on the above date as a hybrid meeting. *Minutes 
are “summary” minutes, not verbatim minutes. 
1 CALL TO ORDER 

Director McPherson called the meeting to order at 9:07 AM.  He requested Director 
Rotkin to give a brief statement on the creation and purpose of the Santa Cruz Civic 
Improvement Corporation (SCCIC). 

2 CONSIDERATION OF APPOINTING DIRECTORS DOWNING, KALANTARI-
JOHNSON, KOENIG, MCPHERSON AND PAGELER TO SERVE AS SCCIC 
BOARD OFFICERS 
Director McPherson acknowledged the appoin ment of METRO Board of Directors to 
serve as SCCIC Board Officers.  Due to five Direct rs having termed-out or vacated 
their positions on the SCCIC Board, the following Board Members were appointed at 
the METRO Board of Directors Febru ry 24, 202  Meeting to serve in the following 
positions on the SCCIC Board of Direc ors: 
Director McPherson, President 
Director Kalantari-Johnson, Vice Pr siden  
Director Koenig, Secretary 
Director Pageler, Treasurer 
Director Downing 
Four of the positions will se ve an additional two year term to March 2025 and one 
position will comp te a term acated to March 2024 as highlighted on Attachment A 
of the agenda. 

3 ROLL CALL:  The follow ng members indicated they were present, representing a 
quorum: 

Director Bruce McPherson  President 
Director Kalantari-Johnson Vice President 
Director Manu Koenig  Secretary 
Director Larry Pageler  Treasurer 
Director Rebecca Downing Director 

4 ORAL AND WRITTEN COMMUNICATIONS 
Having none, Director McPherson moved to the next item. 

5 ADDITIONS AND DELETIONS TO THE AGENDA 
Having none, Director McPherson moved to the next item. 

Attachment B

3.6B.1

DRAFT
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6 APPROVE PRIOR YEAR MINUTES OF MARCH 25, 2022 
ACTION:  MOTION TO APPROVE THE MINUTES OF MARCH 25, 2022 AS 
PRESENTED 
MOTION:  DIRECTOR PAGELER SECOND:  DIRECTOR MCPHERSON 
The voting members present unanimously approved the minutes of March 25, 2022 
as presented. 
7 ACCEPTANCE OF FINANCIAL STATEMENT FOR FY22 
ACTION:  MOTION TO APPROVE THE FINANCIAL STATEMENT FOR FY22 AS 
PRESENTED 
MOTION:  DIRECTOR KOENIG   SECOND:  D RECTOR PAGELER 
The voting members present unanimously approved h  statement as presented. 
8 ADJOURNMENT 

SCCIC President McPherson adjourned the me ting at 9:12 AM  
Respectfully submitted, 
Donna Bauer 
Executive Assistant 

Attachment B

3.6B.2

DRAFT



2023 2022

TOTAL ASSETS -$  -$   

TOTAL LIABILIITES -  -  

NET ASSETS
 Invested in Capital Assets, Net of Related Debt -  -  
 Restricted Net Assets -  -  
 Unrestricted Net Assets -  -  

Total Net Assets -  -  

TOTAL LIABILITIES & NET ASSETS -$  -$   

2023 2022

OPERATING REVENUES

Interest Income -$  -$   
Other Revenue 295.00  250.00  

Total Operating Revenues 295.00$   250.00$   

OPERATING EXPENSES
Accounting & Audit Fees 250.00$   250.00$   
Administrative & Bank Fees

 SI-100 Statement of Information Filing Fee 20.00  -  
 CA Form 199 Filing Fee -  -  
 RRF-1 Registry of Charitable Trusts Renewal Fee 25.00  -  

Postage -  -  

Total Operating Expenses 295.00$   250.00$   

Net Operating Loss/Decrease in Net Assets -  -  

Total Net Assets, Beginning of Year -  -  

Total Net Assets, End of Year -$  -$   

June 30, 2023 and 2022

SANTA CRUZ CIVIC IMPROVEMENT CORPORATION
STATEMENTS OF FINANCIAL POSITION

June 30, 2023 and 2022

SANTA CRUZ CIVIC IMPROVEMENT CORPORATION
STATEMENTS OF ACTIVITIES AND CHANGES IN NET ASSETS

Attachment C

3.7C.1
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From: Margo Ross
To:
Cc: Donna Bauer
Subject: Loop buses complaint
Date: Monday, March 11, 2024 1:22:17 PM
Attachments: Outlook-ORAT Email.png

Good afternoon Jacob,
My name is Margo Ross, I am the Chief Operations Officer for METRO. I am reaching out
to you regarding a complaint we received on February 28th regarding a unsafe bus
operator. METRO  does not currently operate in the loop, which means the operator
works for TAPS which is operated by UCSC.  I will pass on the observation to UCSC staff. 
Kind regards,
Margo

Margo Ross
Chief Operations Officer
Santa Cruz Metropolitan Transit District
831-420-2577
www.scmtd.com

From:
To:
Subject:
Date:

Jacob 
boardinquiries
Bus Driver of Loop Bus
Wednesday, February 28, 2024 2:48:30 PM

Hello,

I’m writing in regards to complain about a bus driver who drives one of the loop busses. I’ve rode on her bus both
the 27th and 28th of February, and I believe she is being relatively unsafe. She opens the doors of the bus while still
being in motion at speeds greater 5mph maybe up to 10mph, not even pulled into the bus station entirely. She’s
vocal, and yells at students to hurry up and get on the bus, or to get off, they’re wasting time, etc. I never got her
name, but she was a middle aged woman driving I believe bus 938.

Jacob,

COMMUNICATIONS TO THE BOARD OF DIRECTORS

7.1.1
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COMMUNICATIONS TO THE BOARD OF DIRECTORS

7.3.1
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ITEM 7 - ADDL. COMM. TO THE BOARD OF DIRECTORS RECD. 3.21.24

7.4.1
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DATE: 

TO: 

FROM: 

March 22, 2024   

Board of Directors 

Chuck Farmer, Chief Financial Officer 

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

I. RECOMMENDED ACTION

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

II. SUMMARY

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

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

III. DISCUSSION/BACKGROUND

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

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

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT

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

V. FINANCIAL CONSIDERATIONS/IMPACT

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

VI. CHANGES FROM COMMITTEE

N/A.

Santa Cruz Metropolitan 
Transit District 

10.1.1
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FEBRUARY 2024 Check Journal 

VII. ALTERNATIVES CONSIDERED

None.

VIII. ATTACHMENTS

Attachment A: Check Journal Detail for the month of February 2024 

Prepared by: Holly Alcorn, Accounting Specialist 

10.1.2



10.1.3
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MINUTES* 
MAC MEETING OF FEBRUARY 21, 2024 

The METRO Advisory Committee (MAC) met on Wednesday, February 21, 2024.  The meeting was 
held as a hybrid meeting.  *Minutes are “summary” minutes, not verbatim minutes. 
1. CALLED TO ORDER at 6:01 PM by Chair Elsea.
2. ROLL CALL - The following MAC Members were present, representing a quorum:

Veronica Elsea, Chair Michael Pisano 
Joseph Martinez, Vice Chair Becky Taylor 
James Cruse James Von Hendy 
Jessica de Wit AR 6:05 PM 

3. COMMUNICATIONS TO THE METRO ADVISORY COMMITTEE
Mr. Pisano commented on a new bus shelter that was broken. Chair Elsea thanked Ms. de Wit for
her service as the MAC Chair for the 2023 year.
Hearing nothing further, Chair Elsea moved to the next agenda item.

4. RECEIVE AND FILE MINUTES FROM THE METRO ADVISORY COMMITTEE MEETING OF
OCTOBER 18, 2023
MOTION:  ACCEPT AND FILE THE MINUTES FROM THE METRO ADVISORY COMMITTEE
MEETING OF OCTOBER 18, 2023 AS PRESENTED
MOTION:  PISANO SECOND:  VON HENDY
MOTION PASSED WITH 7 AYES:  Elsea, Martinez, Cruse, de Wit, Pisano, Taylor, Von
Hendy

5. COMMUNICATIONS FROM METRO ADVISORY COMMITTEE
Ms. de Wit reported that she provided the MAC update to the Board of Directors (Board) at the
December 15, 2023 Board meeting.
Hearing nothing further, Chair Elsea moved to the next agenda item.

6. INTRODUCTION OF MICHAEL BOIS, CUSTOMER EXPERIENCE MANAGER, AND JESSE
LEYVA, MOBILITY TRAINING COORDINATOR
Margo Ross, COO, introduced Michael Bois as METRO’s Customer Experience Manager and
Jesse Leyva as the new Mobility Training Coordinator. Each provided a brief background of their
experience, and they look forward to working with everyone. Mr. Cruse asked for Mr. Leyva’s email
to be included in the minutes. (Jesse Leyva’s email is: jleyva@scmtd.com). The MAC members
welcomed them both.
Hearing nothing further, Chair Elsea moved to the next agenda item.

7. UPDATE ON CEO/GENERAL MANAGER SEARCH
Margo Ross, COO, reported that a recruitment firm was hired to conduct a search for a new
CEO/General Manager. She mentioned that the CEO Ad Hoc Committee was formed. Discussion
continued on when the search would begin and the possibility of a MAC member sitting in on the
interviews to help advise the Board on this matter. COO Margo said that she would pass that
question along to staff and have someone get back to her.
Hearing nothing further, Chair Elsea moved to the next agenda item.
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8. UPDATE ON TICKET VENDING MACHINES (TVM’S)
Margo Ross, COO, reported that all ticket vending machines (TVM’s) have been removed from all
transit centers. She said that they are very costly to repair. Chair Elsea asked what options are
available for someone such as a tourist that does not have the app to purchase a bus pass/ticket.
Discussion ensued on bus passes/tickets.
Hearing nothing further, Chair Elsea moved to the next agenda item.

9. SERVICE PLANNING UPDATE
The quarterly ridership report and update on Reimagine METRO will be presented to the Board at
the Board meeting on February 23, 2024. MAC members spoke about their experience with the
temporary River Front Transit Center. Mr. Cruse mentioned buses displaying wrong numbers.
Discussion ensued on bus head signs and Real-Time Track By Text not reporting correct
information. Discussion followed on transponders due to buses being too quiet. Mr. Martinez asked
if METRO is fully staffed with bus operators now and COO Ross responded that METRO is fully
staffed. Mr. Pisano mentioned adding bus shelters by the CVS and Oswald’s bus stop and COO
Ross responded that there is no space for a bus shelter. Discussion ensued on bus shelters.
Discussion ensued on bus shelters and the distance between the bus stops at the River Front
Transit Center. Mr. Cruse asked what was going to happen with the METRO Pacific Station
complex. COO Ross mentioned that it will be redeveloped. Discussion ensued on the
redevelopment of Pacific Station and the construction of affordable housing.
Hearing nothing further, Chair Elsea moved to the next agenda item.

10. COMMUNICATIONS TO THE METRO INTERIM CEO/GENERAL MANAGER
None.

11. COMMUNICATIONS TO THE METRO BOARD OF DIRECTORS
None.

12. ITEMS FOR NEXT MEETING AGENDA
• Service Planning Updates
• Quarterly Ridership Report
• Update on Reimagine METRO
• Update on Braille Bus Stop Signage
• Extending Route 4 to go to Dignity Health
• Preliminary Budget Review

13. DISTRIBUTION OF VOUCHERS
Vouchers distributed by Elizabeth Rocha, Administrative Specialist.

14. ANNOUNCEMENT OF NEXT MEETING
Chair Elsea announced the next MAC Meeting will be held on Wednesday, April 17, 2024 at 6:00
PM at the METRO Admin Office, 110 Vernon Street, Santa Cruz.

15. ADJOURNMENT
Chair Elsea adjourned the meeting at 7:02 PM.
Respectfully submitted,
Elizabeth Rocha
Administrative Specialist
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
BOARD OF DIRECTORS MEETING MINUTES* 

FEBRUARY 23, 2024 – 9:00 AM 
A regular meeting of the Board of Directors of the Santa Cruz Metropolitan Transit District 
(METRO) convened on Friday, February 23, 2024, as a hybrid meeting.  
The Board Meeting agenda packet can be found online at www.SCMTD.com. *Minutes 
are “summary” minutes, not verbatim minutes. Audio recordings of Board meeting open 
sessions are available to the public upon request.  
This document was created with accessibility in mind. With the exception of certain third 
party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check. If 
you have any questions about the accessibility of this document, please email your inquiry 
to accessibility@scmtd.com.  
1 CALLED TO ORDER at 9:00 AM by Board Chair Kalantari-Johnson. 
2 ROLL CALL 

The following Directors were present, representing a quorum:  
City of Capitola 
County of Santa Cruz 
City of Watsonville 
City of Santa Cruz 
County of Santa Cruz 
City of Scotts Valley 
County of Santa Cruz 
City of Santa Cruz 
County of Santa Cruz 
City of Watsonville 
County of Santa Cruz 
Cabrillo College  

Director Kristen Brown 
Director Rebecca Downing 
Director Jimmy Dutra 
Director Shebreh Kalantari-Johnson 
Director Manu Koenig 
Director Donna Lind 
Director Bruce McPherson  
Director Scott Newsome 
Director Larry Pageler 
Director Quiroz-Carter 
Director Mike Rotkin 
Ex-Officio Director Alta Northcutt  
Ex-Officio Director Edward Reiskin UC Santa Cruz 
Daniel Zaragoza Interim CEO/GM 
Julie Sherman  General Counsel 

3 ANNOUNCEMENTS  
Today’s meeting is being broadcast by Community Television of Santa Cruz 
County. 
Hector Guzman, Language Line Services, provided Spanish language 
interpretation services. 

4 APPROVE:  BOARD OFFICERS AND COMMITTEE APPOINTMENTS 
Board Chair Kalantari-Johnson spoke to the slate presented in the agenda packet 
and opened the dialogue to the other Board Members and public.  No additional 
slates were presented. 
There were no public comments. 
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ACTION:  MOTION TO APPROVE THE ENTIRE SLATE AS PRESENTED 
MOTION:  DIRECTOR ROTKIN SECOND:  DIRECTOR KOENIG 
MOTION PASSED WITH 9 AYES (Directors Brown, Downing, Dutra, Kalantari-
Johnson, Koenig, Lind, Newsome, Pageler and Rotkin).  Directors McPherson and 
Quiroz-Carter were absent. 

Director Kalantari-Johnson welcomed Director Brown as the new Board Chair. 
Hearing nothing further, Board Chair Brown moved to the next agenda item. 

5 BOARD OF DIRECTORS COMMENTS 
Board Chair Brown thanked Director Kalantari-Johnson for leading the Board of 
Directors this past year. 
Hearing nothing further, Board Chair Brown moved to the next agenda item. 

6 ORAL AND WRITTEN COMMUNICATIONS TO THE BOARD OF DIRECTORS  
Board Chair Brown announced there was one additional written communication 
received, which will be added to the agenda packet with the staff’s response. 
Dawn Crummié, Human Resources Director, commented that her department is 
excited about Reimagine METRO Phase 1 and the anticipated Phase 2.  She 
introduced her staff:  Ann Farillas and Sophie Farspour, both HR Analysts I, who 
work together to process all new hires; Daniela Fuentes, HR Analyst I – Benefits, 
who meets with each new hire and reviews their benefits; and Monik Delfin, HR 
Deputy Director, who provides guidance and backup to the team.  Absent today is 
Rickie-Ann Kegley, Paralegal II, who handles the DOT (Department of 
Transportation) drug and alcohol training and reviews METRO’s policies with the 
new hires; and Manasi Sabnis, HR Analyst II, who performs the data entry for 
payroll.  All play an important role for the agency.  Ms. Crummié praised them for 
their hard work in processing over 100 new hires in the last three months. 
Eduardo Montesino, Temporary Reimagine METRO Recruitment and Training 
Coordinator, thanked Ms. Crummié and her department for their support in doing 
an exceptional job.  Ms. Crummié thanked Mr. Montesino and said they had 
worked well together and created a good collaboration with SEIU and SMART. 
Brett Garrett, member of the public, expressed appreciation for METRO’s recent 
service improvements of frequency and reliability.  He provided an update on 
personal rapid transit, specifically through Glydways, as a possible solution for 
transportation issues in Santa Cruz County.  He mentioned Glydways will be 
presenting to the Santa Cruz County Regional Transportation Commission 
(SCCRTC) on March 7, 2024.  He encouraged the Board Members to attend this 
meeting and learn more about this technology. 
Hearing nothing further, Board Chair Brown moved to the next agenda item. 

7 LABOR ORGANIZATION COMMUNICATIONS  
Brandon Freeman, SMART General Chairperson, Local 0023, welcomed Margo 
Ross, Chief Operations Officer, to introduce METRO’s newest Bus Operators, 
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bringing METRO’s total Bus Operators to 196.  COO Ross greeted and thanked 
them for joining METRO.  She mentioned that she started out as a Bus Operator 
and knows this is a noble, wonderful profession.  She thanked her training 
department that works extensively with the new hires to get them through the 
training process and licensed. 
Mr. Freeman thanked all the departments that came together to transition from 
Pacific Station to the River Front Transit Center, specifically Facilities, IT, 
Customer Service, and the managerial team. 
Jordan Vascones, SEIU Local 521, SEA President, thanked the administrative 
staff, specifically Planning, Facilities, and HR, who have worked hard to make this 
transition happen.  Finance is working on the ERP (Enterprise Resource Planning) 
transition with IT’s help.  Everyone is coming together to achieve these goals.  He 
also mentioned that SEIU members asked him to provide comments to the Board 
regarding hiring practices, particularly with management staff and even potentially 
the CEO.  SEIU is asking the Board to follow a very ethical and rigid standard on 
hiring. 
Ron Bushnell, SEIU Local 521, PSA President, congratulated Board Chair Brown 
on her new role and Director Kalantari-Johnson for her past leadership.  He 
advocated for Item 9.9 on the Consent Agenda.  With all the new Bus Operators 
coming online, it is crucial that METRO increase its Transit Supervisors. 
Hearing nothing further, Board Chair Brown moved to the next agenda item. 

8 ADDITIONAL DOCUMENTATION TO SUPPORT EXISTING AGENDA ITEMS  
Donna Bauer, Executive Assistant, mentioned that the presentation for Item 15 
was sent to all Board Members on February 22, 2024 to preview and will be added 
to the agenda packet. 

CONSENT AGENDA 

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

9.2 ACCEPT AND FILE MINUTES OF: 
A. JANUARY 26, 2024 BOARD OF DIRECTORS MEETING
B. FEBRUARY 9, 2024 PERSONNEL/HR STANDING COMMITTEE MEETING
Daniel Zaragoza, Interim CEO/General Manager

9.3 ACCEPT AND FILE:  THE YEAR TO DATE MONTHLY FINANCIAL REPORT AS 
OF JANUARY 31, 2024 
Chuck Farmer, Chief Financial Officer 

9.4 ACCEPT AND FILE: THE YEAR TO DATE KEY PERFORMANCE INDICATORS 
(KPI) REPORT FOR 2ND QUARTER FY23 THROUGH DECEMBER 31, 2023 
Chuck Farmer, Chief Financial Officer 
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9.5 ACCEPT AND FILE:  THE METRO PARACRUZ OPERATIONS STATUS REPORT 
FOR OCTOBER, NOVEMBER, AND DECEMBER 2023 
Daniel Zaragoza, Interim CEO/GM, and Operations Deputy Director 

9.6 ACCEPT AND FILE:  THE METRO SYSTEM RIDERSHIP REPORTS FOR THE 
SECOND QUARTER OF FY24 
John Urgo, Planning and Development Director 

9.7 APPROVE:  RECOMMENDED ACTION ON TORT CLAIMS 
Gregory Strecker, Safety, Security & Risk Management Director 

9.8 APPROVE: AUTHORIZE FUNDING OF SPECIAL PROJECTS MANAGER IN THE 
FINANCE DEPARTMENT  
Chuck Farmer, Chief Financial Officer 

9.9 APPROVE:  AUTHORIZATION AND FUNDING OF UP TO A MAXIMUM OF 
TWENTY-THREE (23) TRANSIT SUPERVISORS 
Chuck Farmer, Chief Financial Officer 

9.10 APPROVE:  AUTHORIZE THE INTERIM CEO/GENERAL MANAGER TO 
INCREASE THE NUMBER OF AUTHORIZED BUS OPERATORS 
Chuck Farmer, Chief Financial Officer 

9.11 CONSIDERATION OF DECLARING VEHICLES AND/OR EQUIPMENT AS 
EXCESS FOR PURPOSES OF DISPOSAL OR AUCTION 
Chuck Farmer, Chief Financial Officer 

9.12 CONTRACT FOR TRANSIT SERVICES WITH CALIFORNIA DEPARTMENT OF 
PARKS AND RECREATION FOR SERVICE TO BIG BASIN REDWOODS STATE 
PARK DURING SPRING QUARTER 
John Urgo, Planning and Development Director 
There were no public comments. 

ACTION:  MOTION TO APPROVE THE CONSENT AGENDA AS PRESENTED 
MOTION:  DIRECTOR LIND   SECOND:  DIRECTOR ROTKIN 
MOTION PASSED WITH 9 AYES (Directors Brown, Downing, Dutra, Kalantari-
Johnson, Koenig, Lind, Newsome, Pageler, and Rotkin).  Directors McPherson and 
Quiroz-Carter were absent. 

REGULAR AGENDA 

10 PRESENTATION OF EMPLOYEE LONGEVITY AWARD FOR 20 YEARS: 
JULIO CURREA 
Board Chair Brown thanked Mr. Currea his 20 years of service to METRO. 

11 RETIREE RESOLUTIONS OF APPRECIATION FOR ROBERT KRAUSE – 
PARATRANSIT OPERATOR AND MICHAEL TREE – CEO/GM 
Board Chair Brown congratulated both on their retirement and thanked them for 
their years of service at METRO. 
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ACTION:  MOTION TO APPROVE THE RETIREE RESOLUTIONS OF APPRECIATION 
FOR ROBERT KRAUSE AND MICHAEL TREE 
MOTION:  DIRECTOR ROTKIN SECOND:  DIRECTOR PAGELER 
MOTION PASSED WITH 9 AYES (Directors Brown, Downing, Dutra, Kalantari-
Johnson, Koenig, Lind, Newsome, Pageler, and Rotkin).  Directors McPherson and 
Quiroz-Carter were absent. 
12 PRESENTATION BY SANTA CRUZ COUNTY REGIONAL TRANSPORTATION 

COMMISSION (SCCRTC) ON ZERO-EMISSION PASSENGER RAIL AND 
TRAIL PROJECT 
Sarah Christensen, SCCRTC Senior Transportation Engineer, spoke to the item 
and provided an overview on the zero-emission passenger rail and trail project.  
She encouraged community members to attend the virtual open house at 
http://www.zeprt.com through March 4, 2024 to learn more about the project and 
provide input on the Project Preliminary Purpose and Need Statement. 
Discussion ensued on defining what the alignment of the project entails, timelines, 
funding sources, a sales tax measure in 2028 to operate and maintain the system, 
working with the SCCRTC Climate Adaptation Vulnerability Assessment and 
Priorities Report (CAVA) project, and creating achievable benchmarks. 
Michele Cramer, member of the public, related that she was in favor of the rail trail 
and believes a sales tax will probably pass.  She raised concerns about the current 
segments of the rail trail that she and others use and some of the experiences 
encountered.  She requested SCCRTC to consider those concerns as they move 
forward.   
Hearing nothing further, Board Chair Brown moved to the next agenda item. 

13 RATIFICATION OF INTERIM CEO/GM ENGAGEMENT LETTER 
Julie Sherman, General Counsel, spoke to the item and summarized the key 
business terms.  The Board appointed Daniel Zaragoza as Interim CEO/General 
Manager at its January 26, 2024 meeting and directed staff to negotiate an 
engagement letter.  That has occurred and is before the Board of Directors for 
ratification. 
There were no public comments. 

ACTION:  MOTION TO RATIFY THE INTERIM CEO/GM ENGAGEMENT LETTER 
MOTION: DIRECTOR ROTKIN   SECOND:  DIRECTOR PAGELER 
MOTION PASSED WITH 9 AYES (Directors Brown, Downing, Dutra, Kalantari-
Johnson, Koenig, Lind, Newsome, Pageler, and Rotkin).  Directors McPherson and 
Quiroz-Carter were absent. 
14 ORAL UPDATE ON PACIFIC STATION NORTH PROJECT 

John Urgo, Planning and Development Director, provided an update on the Pacific 
Station North Project.  The Pacific Station booth and transit center closed on 
February 8, 2024, coinciding with the start of our free fare period that ends 
February 25, 2024.   
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Flyers and brochures (created in English and Spanish) and banners were posted 
in early February at Pacific Station with important dates notifying riders of the move 
to the River Front Transit Center.  This information was also posted on the METRO 
website homepage and social media.  METRO also has a transit center landing 
page on its website with all the information and maps.  The City of Santa Cruz 
posted details on their website.  Press releases were picked up by Lookout Santa 
Cruz, Santa Cruz Sentinel, and the Good Times. 
Starting February 8th, our Bus Operator trainees served as ambassadors at both 
locations to help riders with the transition.  Customer Service reopened on 
February 12th at the River Front Transit Center.   
Director Kalantari-Johnson noted there were previous discussions with the 
Downtown Association to increase the downtown ambassadors and have METRO 
contribute to that and asked if that is moving forward?  Mr. Freeman reported that 
METRO continues to work on that.  Director Kalantari-Johnson mentioned that 
investing in the downtown ambassadors has been received favorably by the 
retailers. 
There were no public comments. 

15 PRESENTATION ON REIMAGINE METRO PHASE II 
John Urgo, Planning and Development Director, commented that METRO has 
done three hybrid outreach community meetings so far this week and will present 
at UCSC this afternoon.  He also presented the materials to SCCRTC’s 
Transportation Equity Workgroup.  We want to present the analysis behind the 
network plan at this Board meeting and come back in March with any changes to 
the plan based on feedback we’ve received.  We will present the final plan and do 
the public hearing for approval in March.  He introduced Daniel Costantino, 
Principal Associate with Jarrett Walker & Associates, to speak to his slide 
presentation. 
Mr. Costantino highlighted what has happened since late 2022 and went into detail 
on the service changes starting in March 2024 and the proposed service changes 
in June and September 2024.  In the outreach meetings, high frequency remains 
the public’s highest priority.  He showed how access would improve throughout 
Santa Cruz County.  He mentioned that the community can take a survey to 
provide feedback at https://scmtd.com/reimaginemetro through March 4, 2024 and 
requested the Board Members to share the link with their networks. 
Discussion ensued on: 

• Using the term “low-income people” and the federal definition of its use.  Mr.
Costantino explained that it is a federal civil rights law requirement that changes
to service don’t disproportionately impact people of color or low-income
residents.

• Impacts to neighborhoods with the increased frequency and noise levels on
Route 79.  Mr. Urgo said he’d review the route.

• Placing a bus stop on College Road in Watsonville.  Staff will investigate.
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• Is anyone disadvantaged by METRO’s choice to expand service and
frequency?  Mr. Urgo responded that the network has not shrunk, and no one
is losing service. METRO is investing in areas where there is higher demand
and where there is more potential for growth.

• Bus Operator time behind the wheel on some routes is very long.  Mr. Urgo
responded that by splitting the routes more in the middle of the district, we are
evening that out on both sides and creating more even total run times between
routes.  Making that happen in Phase 2 is completely dependent on identifying
a layover location at UCSC.  We are having positive discussions with UCSC
Transportation and Parking Services (TAPS) on where that location can be and
getting that ready for September.

• Including holidays in providing service seven days a week.
• Infrequent service on some routes should have better shelters to improve the

overall experience for riders.  Mr. Urgo mentioned that twenty-three shelters
throughout the district will be in place by the end of this year with additional
ones being implemented within the next couple of years.

• Routing at Cabrillo College and the impacts of the current configuration on
neighborhoods.  Mr. Urgo explained the safety concerns in changing the
configuration.  However, in the plan we bring to the Board in March, Route 73
will extend to Capitola Mall and eliminate this issue.

• Hourly service in San Lorenzo Valley and the north end of Scotts Valley.
Parents are expressing concern that the timing doesn’t work with the school
schedules.  Mr. Urgo responded that METRO could potentially look to add more
school term service in the San Lorenzo Valley.

• Having a stop at the summit of Hwy. 17.  Mr. Urgo said that it has been
evaluated in the past and is not feasible.

• Are the 45- and 60-minute trips times in the presentation the total trip length?
Mr. Urgo confirmed that it includes the time you leave home to when you arrive
at your destination.

• Making Route 55 in Aptos or Rio del Mar a two-way route instead of traveling
south to La Selva Beach and then circling back to go north to Cabrillo. Mr. Urgo
explained that some of the streets in these areas were not designed for two-
way service and providing bi-directional service will mean losing frequency.

• Route 3 reliability challenges.
• Service to juvenile hall.  Mr. Freeman responded that we had served it in the

past but had less than one rider per hour.  It was one of the first routes cut when
we had to reduce service.

There were no public comments. 
16 INTERIM CEO/GM ORAL REPORT 

Daniel Zaragoza, Interim CEO/General Manager, reported: 

• Danielle Glagola, Marketing and Communications Director, received the APTA
(American Public Transportation Association) AdWheel Award for Youth Cruz
Free – “Best Social Media to Increase Ridership.”
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• METRO released a new One Ride At a Time bus wrap titled “Deep Sea” in
partnership with MBARI (Monterey Bay Aquarium Research Institute) that
showcases the animals that live in the depths of Monterey Bay.

• METRO promoted Kevin Montes-Morales and Mark Vasquez from Paratransit
to Fixed Route.  We have had 23 new hires since our January 26th meeting:
14 Bus Operators, 6 Paratransit Operators, 1 Dispatcher/Scheduler, 1 Full
Stack Developer and 1 Mechanic.

• ERP System – Payroll is expected to go live March 14, 2024 and the first time
METRO will do the full payroll in house.  The County will no longer be doing it.

• All documents have been signed by the City and Eden Housing Authority for
construction of Pacific Station North Project to proceed.

Director Pageler congratulated Ms. Glagola on the award received for METRO.  
Several Board Directors commented on the new bus wrap, and it was noted that 
these wraps are also being seen in Santa Clara County with our Hwy. 17 buses. 

There were no public comments. 

RECESSED TO CLOSED SESSION AT 10:33 AM 

17 PUBLIC EMPLOYEE APPOINTMENT – CEO/GM POSITION (GOVERNMENT 
CODE SECTION 54957); CONFERENCE WITH LABOR NEGOTIATOR 
(GOVERNMENT CODE SECTION 54957.6) 

RECONVENED TO OPEN SESSION AT 12:48 PM 

18 REPORT OF CLOSED SESSION 
Julie Sherman, General Counsel, informed the attendees there was no reportable 
action. 

19 ANNOUNCEMENT OF NEXT MEETING 
Board Chair Brown announced the next regular Board meeting will be on Friday, 
March 22, 2024, at 9:00 AM at the METRO Admin Office, 110 Vernon Street, Santa 
Cruz, CA. 

20 ADJOURNMENT 
Board Chair Brown adjourned the meeting at 12:50 PM. 

Respectfully submitted, 
Donna Bauer 
Executive Assistant 
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT (METRO) 
BOARD OF DIRECTORS SPECIAL MEETING MINUTES* 

MARCH 8, 2024 – 8:00 AM 
A special meeting of the Board of Directors of the Santa Cruz Metropolitan Transit District 
(METRO) convened on Friday, March 8, 2024, as a hybrid meeting.  
The Board meeting agenda packet can be found online at www.SCMTD.com. *Minutes 
are “summary” minutes, not verbatim minutes. Audio recordings of Board meeting open 
sessions are available to the public upon request.  
This document was created with accessibility in mind. With the exception of certain third 
party and other attachments, it passes the Adobe Acrobat XI Accessibility Full Check. If 
you have any questions about the accessibility of this document, please email your inquiry 
to accessibility@scmtd.com.  
1 CALLED TO ORDER at 8:00 AM by Board Chair Brown.  
2 ROLL CALL 

The following Directors were present, representing a quorum: 
City of Capitola 
County of Santa Cruz 
City of Watsonville 
City of Santa Cruz 
County of Santa Cruz 
City of Scotts Valley 
County of Santa Cruz 
City of Santa Cruz 
County of Santa Cruz 
City of Watsonville 
County of Santa Cruz 
Cabrillo College  
UC Santa Cruz 
Interim CEO/GM 

Director Kristen Brown 
Director Rebecca Downing 
Director Jimmy Dutra 
Director Shebreh Kalantari-Johnson 
Director Manu Koenig 
Director Donna Lind 
Director Bruce McPherson  
Director Scott Newsome 
Director Larry Pageler 
Director Quiroz-Carter 
Director Mike Rotkin 
Ex-Officio Director Alta Northcutt  
Ex-Officio Director Edward Reiskin 
Daniel Zaragoza 
Julie Sherman  General Counsel 

RECESSED TO CLOSED SESSION AT 8:01 AM 

3 PUBLIC EMPLOYEE APPOINTMENT – CEO/GM POSITION (GOVERNMENT 
CODE SECTION 54957); CONFERENCE WITH LABOR NEGOTIATOR 
(GOVERNMENT CODE SECTION 54957.6) 

RECONVENED TO OPEN SESSION AT 8:30 AM 
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4 REPORT OF CLOSED SESSION 
Board Chair Brown informed the attendees that the Board of Directors (Board) has 
concluded their search for a CEO and announced that Corey Aldridge has been 
appointed as METRO’s new CEO.  With the help of our recruiter, the Board 
performed a nationwide search and received over two dozen potential candidates.  
We spoke to a long list of stakeholders, including METRO’s unions and the 
METRO Advisory Committee leadership.  We took those conversations to heart 
and considered that feedback in the recruitment and interview process.  Of the 
applications we received, a short list of candidates was created, and interviews 
were held.  Ultimately, it was determined that Mr. Aldridge was the best candidate 
for METRO at this time and the Board Chair provided a brief background on Mr. 
Aldridge’s transit experience.   
Board approval of Mr. Aldridge’s employment agreement will be at the March 22, 
2024 Board meeting and his start date is tentatively set for April 29, 2024. 
Mr. Aldridge thanked the Board for this opportunity.  He expressed that he is 
looking forward to working with METRO employees and staff, the public and 
stakeholders as METRO moves forward with the Reimagine METRO Phase 2 and 
other projects in the works. 
Several Directors welcomed Mr. Aldridge to METRO.  Board Chair Brown added 
that we are excited to have you join us and thanked Gregg Moser, K & A Partners, 
and Julie Sherman, Legal Counsel, for their guidance in this process. 
There were no public comments. 

5 ANNOUNCEMENT OF NEXT MEETING 
Board Chair Brown announced the next regular Board meeting will be on Friday, 
March 22, 2024, at 9:00 AM at the METRO Admin Office, 110 Vernon Street, Santa 
Cruz, CA. 

6 ADJOURNMENT 
Board Chair Brown adjourned the meeting at 8:34 AM. 

Respectfully submitted, 
Donna Bauer 
Executive Assistant 
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DATE: March 22, 2024 
TO: Board of Directors 
FROM: Chuck Farmer, Chief Financial Officer 
SUBJECT: ACCEPT AND FILE THE YEAR TO DATE MONTHLY FINANCIAL 

REPORT AS OF FEBRUARY 29, 2024 

I. RECOMMENDED ACTION

That the Board of Directors accept and file the Year to Date Monthly
Financial Report as of February 29, 2024

II. SUMMARY OF ISSUES

An analysis of Santa Cruz Metropolitan Transit District’s (METRO) financial
status is prepared monthly in order to inform the Board of Directors (Board)
regarding METRO’s actual revenues and expenses in relation to the
adopted operating and capital budgets for the fiscal year.
This staff report is the web-accessible companion document to the attached
PowerPoint presentation titled “Year to Date Monthly Financial Report as of
February 29, 2024.”
Staff recommends that the Board accept and file the attached report.

III. DISCUSSION/BACKGROUND

Below are the written explanations of the various charts and graphs in the
attached Year to Date Monthly Financial Report as of February 29, 2024.
The fiscal year has elapsed 67%.
Slide 1
(Cover) Year to Date Monthly Financial Report as of February 29, 2024
Slide 2
February 2024 Key Financial Highlights

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

Hour is $351 vs Budget of $337
 No canceled trips

o ParaCruz Cost per Trip is $93 vs Budget of $87
o Non-Student/Hwy 17 Passengers is 142,897 vs Budget of

113,462
o “Kids Ride Free” were 8,342, lower than past months due to

the Free Fares for All for 2.5 weeks in early February during
transition from Pacific Station to Front Street

Santa Cruz Metropolitan 
Transit District 
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YTD Financial Report 
 

• Financials 
o Total Operating Surplus/(Deficit) is favorable $0.2M driven by 

lower non-personnel costs of $0.5M and fringe of $0.1M; 
offset by higher wages of $0.3M and OT of $0.2M 

o Non-Operating Revenues of $3.6M are $0.5M favorable vs 
budget of $3.1M driven by higher than anticipated interest 
income and higher-than-expected sales tax 

• Capital 
o Capital spending of $994K is behind budget of $1,318K 

primarily due to delay Website upgrade/redesign and ARTIC 
buses from San Diego 

• Personnel 
o 373 Active Personnel vs 331* Funded Personnel 
 18 Vacancies at the end of February 

o Recruitment completed for CEO/General Manager, Marketing 
Specialist, 25 Bus Operators, 1 Van Operator 

o Currently Recruiting for Payroll Administrator, Special Projects 
Manager, Custodial Service Worker, Administrative 
Supervisor, Vehicle Service Workers (3 FTE), Mechanic I/II (3 
FTE) 

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

• Actuals are $0.5M unfavorable to budget – excludes UAL/Bond 
Payments 
o Passenger Fares – favorable by $183K 
o Labor, Regular – unfavorable by $261K, due to increased Bus 

Operators hirings 
o Labor, OT – unfavorable by $199K, increased overtime for 

Bus Operators 
o Fringe Benefits – unfavorable by $181K  
o Non-Personnel – unfavorable by $63K 

Slide 5 
February 29, 2024 Monthly Operating Revenue and Expenses 

• Operating Revenue, net favorable by $183K 
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YTD Financial Report 
 

o Passenger Fares - unfavorable by $17K 
o Special Transit Fares – favorable by $200K 

• Operating Expense, net unfavorable by $704K – driven by higher wages 
of $0.3M, OT of $0.2M, and fringe of $0.2M as a result increased Bus 
Operators and other new staff 
o Labor Regular – unfavorable by $261K 
o Labor OT – unfavorable by $199K 
o Fringe Benefits – unfavorable by $181K, excludes UAL 

related costs 
o Non-Personnel – unfavorable by $63K, excludes all Bond 

payment related costs 

• Operating Deficit higher by $521K 
o Farebox Recovery – 15.5% vs 13.9% budget 

• Non-Operating Revenue/(Expense), net favorable by $708K, primarily 
due higher than anticipated interest income and sales tax revenues 
o Sales Tax/including Measure D – favorable by $301K 
o Pension UAL/Bond Payment costs – no variance 
o All Other Revenues – favorable by $408K 

• Operating Deficit before Transfers lower by $108K 

• Bus Replacement Fund – higher by $95K due to decreased Measure D 
sales tax revenues 
o Bus Replacement Fund – Minimum $3M annual commitment 

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

• Operating Deficit after Transfers lower by $92K 
Slide 6 
(Cover) February 2024, YTD Pre-Close Financials 
Slide 7 
February YTD FY24 Operating Surplus/(Deficit) Actual vs. Budget  

• Actuals are $5.8M favorable to budget – excludes UAL/Bond 
Payments 
o Passenger Fares – favorable by $91K, primarily due to 

payment from Cabrillo College for surplus rides 
o Labor, Regular – favorable by $154K 
o Labor, OT – unfavorable by $1,541K, increased overtime for 

Bus Operators 
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YTD Financial Report 
 

o Fringe Benefits – favorable by $216K due to retirement and 
medical insurance savings from funded/vacant positions 

o Non-Personnel – favorable by $2,784K, primarily due to lower 
than budgeted fuel costs, reduced spending on Metro Master 
Plan, and timing of Marketing programs 

Slide 8 
February 29, 2024 YTD Operating Revenue and Expenses  

• Operating Revenue, net favorable by $91K 
o Passenger Fares - unfavorable by $162K 
o Special Transit Fares – favorable by $253K 

• Operating Expense, net favorable by $1,613K due to lower non-
personnel costs, wages, and fringe; partially offset by increased OT 
o Labor Regular – favorable by $154K 
o Labor OT – unfavorable by $1,541K 
o Fringe Benefits – favorable by $216K, excludes UAL related 

costs 
o Non-Personnel – favorable by $2,784K, excludes all Bond 

payment related costs 

• Operating Deficit lower by $1,704K 
o Farebox Recovery – 16.0% vs 15.1% budget 

• Non-Operating Revenue/(Expense), net favorable by $3,583K - Sales 
tax of $22.6M is 4.6% higher than budget 
o Sales Tax/including Measure D – favorable by $995K 
o Federal/State Grants – unfavorable by $146K 
o COVID Relief Grants – favorable by $1,310K 
o Pension UAL/Bond Payment costs – no variance 
o All Other Revenues – favorable by $1,425K 

• Operating Surplus before Transfers higher by $5,287K 

• Bus Replacement Fund – higher by $330K due to increased Measure D 
sales tax revenues 
o Bus Replacement Fund – Minimum $3M annual commitment 

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

• Operating Surplus after Transfers higher by $4,957K. 
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Slide 9 
(Cover) Capital Spending 
Slide 10 
February 29, 2024 Capital Budget Spend 
Total Capital Projects spending month to date is $994K against budget of 
$1,318K 

• Construction Related Projects – spending of $547K against budget of
$745K

• IT Projects – spending of $332K against budget of $333K

• Facilities Repair & Improvements – spending of $9K against budget of
$9K

• Revenue Vehicle Replacement – spending of $47K against budget of
$168K

• Revenue Vehicle Electrification Projects – spending of $59K against
budget of $63K

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

• Fleet & Maintenance Equipment – no spending, no budget

• Miscellaneous – no spending, no budget
Total Capital Projects spending year to date is $4,349K against budget of 
$4,687K, which is 14.2% of $30,596K approved revised budget from 
January 2024 

• Construction Related Projects – $1,492K spending against budget of
$1,494K, which is 7.3% of $20,551K annual budget

• IT Projects – $945K spending against budget of $1,075K, which is
40.1% of $2,369K annual budget

• Facilities Repair & Improvements – $112K spending against budget of
$120K, which is 4.1% of $2,724K annual budget

• Revenue Vehicle Replacement – spending of $1,286K against budget
of $1,463K, which is 34.3% of $3,754K annual budget

• Revenue Vehicle Electrification Projects – spending of $118K against
budget of $143K, which is 28.9% of $409K annual budget

• Non-Revenue Vehicle Replacement – spending of $23K against budget
of $23K, which is 100.0% of $23K annual budget

• Fleet & Maintenance Equipment – spending of $171K against budget of
$171K, which is 95.0% of $180K annual budget
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• Miscellaneous – spending of $198K against budget of $198K, which is
33.8% of $586K annual budget

YTD spending of $4,349K is lower than budget of $4,687K primarily due to 
delays on the following projects: 

• Website upgrade/redesign

• ARTIC buses from San Diego
Slide 11
(Cover) Questions?

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT

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

V. FINANCIAL CONSIDERATIONS/IMPACT

Favorable budget variances in Operating Revenues and Expenses
contribute to favorable budget variance in Operating Balance, Year to Date
as of February 29, 2024.

VI. ALTERNATIVES CONSIDERED

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

VII. ATTACHMENTS

Attachment A: Year to Date Monthly Financial Report as of February 29,
2024 Presentation  

Prepared by: Cathy Downes, Sr. Financial Analyst  
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Rejection of Claim 

DATE: March 22, 2024  

TO: Board of Directors 

FROM: Gregory Strecker, Safety, Security and Risk Management Director 

SUBJECT: RECOMMENDED ACTION ON TORT CLAIMS 

I. RECOMMENDED ACTION

That the Board of Directors Approve Staff Recommendations for Claims for
the Month of March 2024, as reflected in Section VIII of this report

II. SUMMARY

This staff report provides the Board of Directors with recommendations on claims
submitted to the Santa Cruz Metropolitan Transit District (METRO).

III. DISCUSSION/BACKGROUND

METRO’s Risk Department received one claim for the month of March 2024 for
money or damages. As a public entity, METRO must act “within 45 days after the
claim has been presented” (Govt C §912.4(a)). See staff recommendations in
paragraph VIII.

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT

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

V. FINANCIAL CONSIDERATIONS/IMPACT

None

VI. CHANGES FROM COMMITTEE

N/A

Santa Cruz Metropolitan 
Transit District 

10.4.1



Board of Directors 
March 22, 2024 
Page 2 of 3 

Rejection of Claim 

VII. ALTERNATIVES CONSIDERED

Within the 45-day period, the Board of Directors may take the following actions:
• Reject the claim entirely;
• Allow it in full;
• Allow it in part and reject the balance;
• Compromise it, if the liability or amount due is disputed (Govt C

§912.4(a)); or
• Do nothing, and allow the claim to be denied by operation of law

(Govt C §912.4 (c)).

VIII. DESCRIPTION OF CLAIM

Prepared by:  Tom Szestowicki, Safety Specialist 

Claimant Claim # Description Recommended 
Action 

Karina Martinez-
Ortiz 

24-0004 Claimant alleges that 
METRO damaged her 
vehicle. Amount of claim: 
$3,601.86. 

Reject 
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Santa Cruz METRO introduced the One Ride at a Time (ORAT) program, an
innovative campaign to showcase the environmental benefits of transit, encourage
bus ridership and protect Santa Cruz County’s extraordinary natural resources in
January 2023. The campaign is presented in partnership with the Bay of Life Fund
and Monterey Bay National Marine Sanctuary Foundation, with support from Santa
Cruz County Regional Transportation Commission. It features photography and
content from renowned nature photography/writing team Frans Lanting and Chris
Eckstrom. Additional local nature photographers include Jodi Frediani and others.

The ORAT campaign showcases stunning wildlife photography on bus wraps
as the key component of the campaign, with a multi-channel media strategy
that spread the message of protecting Monterey Bay across the entire
county, generating widespread community support and positive press.  

Campaign Overview 
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Bus Fleet

METRO ONE RIDE AT A TIME REPORT

JANUARY 2023 - ONGOING

The One Ride at a Time campaign covers METRO’s most visible asset
- the bus fleet - with high-impact photographic wraps. The wraps
feature gorgeous nature photography hand-selected for impact and
public appeal. Currently, 30 wraps are in the works, with over half of
those already in service. The public response to the wraps has been
amazing and positive; people are buzzing about the stunning buses
that now cruise around Santa Cruz County.
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Whale Tail Bus

METRO ONE RIDE AT A TIME REPORT

JANUARY 2023 - ONGOING

510.5.5



610.5.6



Redwoods Bus
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Mountain Lion Bus
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Sea Otters Bus
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Peregrine Falcon Bus
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California Poppies Bus
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Creek in Forest Bus
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Humpback Whales Feeding
Bus
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Davenport Bluffs Bus
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Sanderlings Bus
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Orca Bus
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Monarch Butterflies Bus
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Harbor Seals Bus
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Dolphins Bus
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Jellies Articulated Bus
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Owl Bus
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Deep Sea Articulated Bus
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Coho Salmon Bus
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Blue Whale Bus
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Sea Lions Articulated Bus
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Kelp Forest Articulated Bus
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Dolphins Articulated Bus
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Monarch Butterflies
Articulated Bus
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Redwoods Articulated Bus

METRO ONE RIDE AT A TIME REPORT

JANUARY 2023 - ONGOING

3310.5.33



Redwoods in Fog Bus
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Future Bus Wraps
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One Ride at a Time

16,629,097
Impressions

101,782
Clicks

The digital component of ORAT is dynamic and
inspiring, aimed at highlighting the environmental
advantages of public transit while fostering increased
bus ridership and safeguarding the stunning natural
beauty of Santa Cruz County. This multifaceted
campaign leveraged a range of digital platforms,
including Facebook, Instagram, TikTok, Twitter (X),
Google Display, Spotify, and METRO’s organic social
media channels. Through captivating photography,
engaging animated videos, and precise targeting,
METRO effectively conveyed the message of the
importance of sustainable transportation to the local
community.

Digital Campaign

METRO ONE RIDE AT A TIME REPORT
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Platform/
Metrics

Meta  Google 
Twitter

(X)
TikTok  Spotify 

Clicks  80,687 4,664 4,711 13,315 3,116

Reach  477,985 1,473,280 612,858 297,862 505,848

Impressions 3,478,870 8,047,435 2,548,366 2,096,991 3,005,801

Viewable Impr. - 5,966,934 - - -

One Ride at a Time has
reached approx. 2.7 million
people through digital
advertising.

One Ride at a Time has
generated over 100,000 clicks.

One Ride at a Time has
been METRO’s second
most viewed web page
during this time frame.

METRO ONE RIDE AT A TIME REPORT

Digital Performance
by Platform 
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Platform/
Metrics

English Spanish

Clicks  63,064 17,623

Reach  281,481 237,295

Impressions 2,435,559 1,043,311

The majority of Spanish users
were on Facebook, rather than
Instagram, which gives valuable
insight in how to connect with
the Spanish-speaking audience
in the future.

Meta generated a low cost per
click in both languages.

Meta generated the highest
number of clicks compared to
other platforms.

METRO ONE RIDE AT A TIME REPORT

Digital Performance -
Facebook/Instagram (Meta)
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Platform/
Metrics

English Spanish

Clicks  11,988 1,327

Reach  245,314 52,490

Impressions 1,806,006 290,985

The ads on TikTok generated
more than 13,000 likes.

For both English and Spanish,
the average cost per click (CPC)
was $0.76, which falls within the
average range for TikTok CPCs.
This indicates that the campaign
was cost-effective.

The TikTok ads generated 1,935
likes

METRO ONE RIDE AT A TIME REPORT

Digital Performance -
TikTok
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Platform/
Metrics

English Spanish

Clicks  4,575 136

Reach  608,200 30,293

Impressions 2,462,472 85,894

The campaign on Twitter did
not continue after June 2023.

Due to the low engagement and
participation of the Spanish
audience, future campaigns will
not utilize Twitter for Spanish-
speaking audiences.

Despite having the lowest budget
compared to other platforms, Twitter
performed exceptionally well for the
English audience.

METRO ONE RIDE AT A TIME REPORT

Digital Performance -
Twitter
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Platform/
Metrics

English

Clicks  3,116

Reach  505,848

Impressions 3,005,801

Spotify's reach extended to over
505,000 people.

Spotify, being an audio-focused
platform, typically experiences
lower click-through rates (CTR)
and higher cost per click (CPC)
compared to other platforms.

Spotify's 30-second audio ads
offer an effective way to engage
with a broad audience, quickly
delivering a concise message. 

METRO ONE RIDE AT A TIME REPORT

Digital Performance -
Spotify

Click here to listen to audio ad
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Platform/
Metrics

English

Clicks  4,664

Reach  1,473,280

Impressions 8,047,435

Viewable Impr. 5,966,934

Google Display features creative of
four new animals/species: Falcon,
Monarch Butterflies, California
Poppies, and Harbor Seals

The Falcon creative received the
highest number of clicks, closely
followed by the Monarch Butterflies.

Google Display, being primarily
focused on generating awareness,
often experiences higher cost per
click (CPC) rates as it aims to reach
a broader audience and increase
brand visibility.

METRO ONE RIDE AT A TIME REPORT

Digital Performance -
Google Display
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Campaign Engagement
Highlights 

Both the English and Spanish
communities commented on how
beautiful the animals were, expressing
their appreciation for the beauty of
nature and Monterey Bay.
The English community expressed their
thoughts on the ads, stating they were
powerful and spiritual.
The Peregrine Falcon English and Spanish
ads received the most likes on Facebook.
Users seem happy seeing the ads and
appreciate how METRO is contributing to
the environment.

87
COMMENTS

593
SHARES

48
SAVES

5,648
LIKES

Themes

METRO ONE RIDE AT A TIME REPORT
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METRO ONE RIDE AT A TIME REPORT

Digital Creative - Phase 1
(Paid and Organic)

To Download 44
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To View
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Digital Creative - Phase 2
(Paid)

To View
45
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One Ride at a Time

2,255,382
Impressions

817
Clicks (digital)

ORAT leveraged innovative, multi-channel
partnerships with traditional news media outlets to
extend its reach beyond social media. 

These partnerships harnessed the power of local
newspapers and radio stations in Santa Cruz and the
Bay Area with print ads, radio ads, a promoted
Instagram Reels collaboration, and paid content
marketing stories.

Traditional Media Overview 

METRO ONE RIDE AT A TIME REPORT
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Publication/
Metrics

Santa
Cruz

Sentinel

East Bay
Times

The
Mercury

News

The
Press

Banner

Good
Times

The
Pajaronian

Circulation 38,632 31,338 31,713 10,000 25,000 2,500

Frequency of
Publication

Daily Daily Daily Weekly Weekly Weekly

The ORAT coverage in print
newspapers spans from local
publications to those in
other parts of the Bay Area.

Over 12 different animals and
species were featured in ads to
illustrate how riding METRO
helps protect them.

Print ads were distributed over
a span of 4 months, reaching
numerous people within the
community.

METRO ONE RIDE AT A TIME REPORT

Traditional Media Partnerships
Performance by Media Type -
Print 
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Publication/
Metrics

Santa
Cruz

Sentinel

East
Bay

Times

The
Mercury

News

The
Press

Banner

Good
Times

The
Pajaronian

Lookout
Local

Mass
Transit

Impressions 149,933 89,306 165,017 23,211 21,907 94,101 166,379 63,945

Clicks 140 33 60 23 9 65 390 27

The digital newspaper ads
garnered a total of 773,799
impressions, indicating a
significant reach among the
online audience.

ORAT digital newspaper ads
garnered more than 740 clicks.

The ORAT coverage in digital
newspapers extends from local
publications to those in various
areas of the Bay Area.

METRO ONE RIDE AT A TIME REPORT

Traditional Media Partnerships  
Performance by Media Type -
Display
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Publication/
Metrics

KWAV KPIG The Beach

Net Reach 91,200 62,400 71,300

Frequency 6.4 6.7 4.7

Local English radio stations
achieved a net reach of
224,900.

The campaign resulted in a total
of 1,342,400 gross impressions,
showcasing a substantial impact
across the audience.

At a frequency of 5.9, indicating
the average number of times
each individual was exposed to
the message.

METRO ONE RIDE AT A TIME REPORT

Traditional Media
Partnerships Performance by
Media Type - Radio

49
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Print
The Mercury News 

The Mercury News - Print

50

JANUARY 2023 - ONGOING

10.5.50



METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Print
East Bay Times 

East Bay Times - Print
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Display
East Bay Times + The Mercury
News

East Bay Times + The Mercury
News (Digital)
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Traditional Creative - Print
Santa Cruz Sentinel 

Santa Cruz Sentinel (Print)
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Display
Santa Cruz Sentinel 

Santa Cruz Sentinel (Digital)
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Traditional Creative - Display 
Mass Transit 

Mass Transit (Digital)
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Traditional Creative - Print
Good Times 

Good Times - Print
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Traditional Creative - Print
The Press Banner 

The Press Banner - Print
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Traditional Creative - Print
The Pajaronian 

The Pajaronian - Print
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Display
Good Times, The Press Banner,
The Pajaronian 

Good Times, The Press Banner,
The Pajaronian - (Digital)
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative - Promoted
Content
Lookout Local 

Promoted Content Story
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative -
Display Lookout Local 

Lookout Local - Digital
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METRO ONE RIDE AT A TIME REPORT

Traditional Creative -
Promoted Reel Lookout
Local 

Lookout Local - Instagram Reel
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Traditional Creative -
Promoted Email
Lookout Local 
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Traditional Creative - Radio
KWAV, KPIG & The Beach

English Radio (30 second ads)
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Trash Can Wraps (featuring imagery from Santa Cruz)

Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

JANUARY 2023 - ONGOING
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Event Assets: Flags, Posters, Tablecloths, Brochures, etc.
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Event Assets: Trailer Wrap
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Promotional Items: Bag, Pen, Water Bottle, Utensil Kit, Tent
Not pictured: Coloring Book
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

JANUARY 2023 - ONGOING

Promotional Items: T-shirt, Pen

69

JANUARY 2023 - ONGOING

10.5.69



Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Car Cards: Whale Tail, Mountain Lion
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Car Cards: Sea Otters, Redwoods Forest
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Car Cards: Partners (Bay of Life & Monterey Bay National Marine Sanctuary
Foundation)
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Car Cards: General One Ride at a Time, Harbor Seals
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Miscellaneous Assets
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Car Cards: Whales Feeding, Davenport Bluffs
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Miscellaneous Assets
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Car Cards: Sanderlings, Dolphins
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Miscellaneous Assets

METRO ONE RIDE AT A TIME REPORT

Car Cards: Monarch Butterflies, Falcon
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Miscellaneous Assets
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Car Cards: California Poppies, Fall Creek
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Miscellaneous Assets
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Car Cards: Orcas, Kelp Forest
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Miscellaneous Assets
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Car Cards: Sea Lions, Jellies
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Miscellaneous Assets
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Car Cards: Salmon
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METRO ONE RIDE AT A TIME REPORT

Impact: $42,000 Donated to
Non-Profit Partners 

One Ride at a Time not only encourages bus ridership,
which protects the environment, but also generates
donations for nonprofit partners, the Bay of Life Fund and
the Monterey Bay National Marine Sanctuary Foundation.
These donations contribute to efforts that protect all
aspects of the local environment from keeping beaches
clean to preserving the habitats of magnificent predators.
Since January 2023, METRO has donated $42,000 to its
environmental partners.
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Impact: Local Press Jumps
for One Ride at a Time

METRO ONE RIDE AT A TIME REPORT

One Ride at a Time made news nine times since the launch of the
campaign. In addition, the media has extensively covered METRO’s
other environmental initiatives, including the purchase of hydrogen
and all-electric zero-emission buses. So far in 2023, METRO has
appeared 324 times in news and social media features, a 412%
increase in earned media compared to the same period in 2022. 
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Press Clippings - February
2023

METRO ONE RIDE AT A TIME REPORT
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Press Clippings - March 2023

METRO ONE RIDE AT A TIME REPORT
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Press Clippings - March 2023
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Press Clippings - April 2023
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The Future of One Ride
at a Time 
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METRO ONE RIDE AT A TIME REPORT

METRO envisions a future in which Monterey Bay remains a
thriving hotspot for diverse plant, animal, and human life.
The One Ride at a Time campaign will continue to educate
and inspire the local community and beyond through
growing partnerships with nature photographers, non-profit
organizations, businesses and more. In the next year, 15
additional bus wraps are in the works, as well as a Phase 2
campaign with even more exciting perks for those who
participate.
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DATE: March 22, 2024 

TO: Board of Directors 

FROM: Chuck Farmer, Chief Financial Officer 

SUBJECT: APPROVAL OF FY25 AND FY26 PRELIMINARY OPERATING BUDGETS 
AND FY25 CAPITAL BUDGET-PORTFOLIO FOR REVIEW AND 
TDA/STA CLAIMS PURPOSES 

I. RECOMMENDED ACTION 

That the Board of Directors adopt the attached FY25 and FY26 preliminary 
line-item Operating Budgets and FY25 Capital Budget-Portfolio, for review 
and TDA/STA claims purposes. 

II. SUMMARY 

• The Board of Directors must adopt a preliminary line-item budget in order to 
allow submittal of Santa Cruz METRO’s Transportation Development Act (TDA) 
and State Transit Assistance (STA) claims to the Santa Cruz County Regional 
Transportation Commission (SCCRTC) by the April 1st deadline.   

• The proposed two-year FY25 and FY26 preliminary line-item Operating 
Budgets – Attachment A total $75,517,785 and $78,288,907 respectively 
(inclusive of Transfers and Operating Balance). This is a “first-cut” budget. Over 
the next few months, staff will continue to refine revenue and expense 
projections, as updated information becomes available. An updated proposed 
two-year budget will be presented to the Board of Directors in May, which will 
reflect the latest data regarding revenues and expenses.   

• The preliminary FY25 Capital Budget/Portfolio– Attachment B totals 
$88,449,080 

• The Board adopted the FY24 and FY25 Final Operating Budgets on June 23, 
2023.  This budget revises the adopted FY25 Final Operating Budget and is a 
new FY26 Preliminary Operating Budget.  

• A Budget Workshop with the Unions will be scheduled for early May to answer 
questions regarding staff’s recommended budget and to obtain input from the 
employee organizations. 

III. DISCUSSION/BACKGROUND 

The Board of Directors must adopt a preliminary line-item budget in order to allow 
submittal of Santa Cruz METRO’s Transportation Development Act (TDA) and 
State Transit Assistance (STA) claims to the Santa Cruz County Regional 
Transportation Commission (SCCRTC) by the April 1st deadline. This is a “first-cut” 
budget. An updated proposed two-year budget will be presented to the Board of 

Santa Cruz Metropolitan 
Transit District 
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APPROVAL OF FY25 AND FY26 PRELIMINARY OPERATING BUDGETS AND FY25 CAPITAL BUDGET 

Directors in May, which will reflect the latest data regarding projected revenues 
and expenses.  
The presentation of financials in Attachment A has been reformatted on the 
Summary page: 
Operating Revenues are directly associated with ridership and represent the 
amounts paid by the rider or organizations to use transit services. The categories 
include Passenger-paid fares (Local and Highway 17 Fares) and Organization-
paid fares (Special transit fares: contracts with the local colleges and Highway 17 
partners).  
Operating Expenses are the expenses associated with the operation of the transit 
agency and goods and services purchased for the operation of the system, such 
as Labor (Salaries & Wages), Fringe Benefits, Non-Personnel Expenses 
(Services, Materials and Supplies, Utilities, Insurance, and Other expenses).  This 
provides a quick and easy view of the Farebox Recovery. 
The Non-Operating Revenue and Expenses section provides insight into revenue 
and expenses that are not directly or/and immediately impacted by 
increase/decrease of ridership.   
Non-Operating Revenues represent external sources such as Sales Tax 
Revenue, Federal/State Grants, and all other forms of income (Advertising, Rental, 
etc.) that is used to support Metro operations and capital investments.   
Non-Operating Expenses are for non-recurring, or limited time frame, costs which 
are expected to go away in a few years.  For example, Pension UAL costs 
(previously reported as part of Fringe benefits) which are the additional costs 
incurred to cover the shortfall of pension funding have been replaced by the Sales 
Tax Revenue Bond payments (reported as part of non-personnel costs) in FY23. 
These changes will align Metro’s financial reporting more closely with other 
transportation agencies and allow for an easier comparison of revenues and costs 
related to ridership and external sources. 
Attachment A – Page 1 
A. Operating Revenues  

Operating Revenues, related to ridership, total $6,752,496 in FY25 and $9,662,248 
in FY26.  Major Operating Revenue assumptions in the preliminary FY25 budget 
over the FY24 Final budget, adopted in June 2023, include:  

• Passenger Fares – decrease of 81.0% or $2,495K. The anticipated decrease 
is the result of the Free Fares pilot program that will run from September 2024 
through August 2025.  Funding from the Transit and Intercity Rail Capital 
Program (TIRCP) grant will offset the loss of fares 

• Special Transit Fares – increase of 1.2% or $73K.  The anticipated increase is 
primarily due to 2% increases in the UCSC, Cabrillo, and Highway 17 Partner 
contracts 

Increases of ~43.1% overall, primarily due to restoration of Fare collection in 
September 2025, are budgeted in FY26.  
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APPROVAL OF FY25 AND FY26 PRELIMINARY OPERATING BUDGETS AND FY25 CAPITAL BUDGET 

B. Operating Expenses  

Operating Expenses, excluding Sales Tax Revenue Bond payments (which are 
discussed in Section C below), total $70,679,461 in FY25 and $72,883,555 in 
FY26.  Operating Expenses assumptions in the preliminary FY25 budget over the 
FY24 Final budget, adopted in June 2023, include: 

• Personnel Expenses (Labor and Fringe Benefits) increased overall by 27.2% 
or $11,733K 

• Regular Labor Costs – increase 28.6%, or $5,791K 
o Contractual items of step and longevity increases, 4% COLA 
o Net 98 new FTE added, proposed incremental positions 

 Customer Experience Manager  Mobility Coordinator 

 Marketing Specialist (2 FTE)  Transit Supervisor (8 
FTE) 

 Parts & Material Clerk  Payroll Supervisor 
 Mechanic I (3 FTE)  Full Stack Developer 

 Deputy Director of Operations  Senior Full Stack 
Developer 

 Assistant Ops Manager - 
Paratransit 

 Paratransit Operator (7 
FTE) 

 Assistant Ops Manager - Fixed 
Route  Bus Operators (80 FTE) 

 Senior Project Manager  Business System 
o Offset by proposed positions to be defunded 

 Customer Service 
Manager  Senior Payroll Specialist 

 Marketing Assistant  Database Administrator 

 Parts & Materials 
Supervisor 

 Senior Database 
Administrator 

 Ops Manager - 
Paratransit  Paratransit Eligibility 

Coordinator 

 Ops Manager - Fixed 
Route 

 Assistant Ops & 
Customer Service 
Manager 

 Accessibility Service 
Coordinator  Project Manager 
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APPROVAL OF FY25 AND FY26 PRELIMINARY OPERATING BUDGETS AND FY25 CAPITAL BUDGET 

 IT Project Coordinator  

• Overtime costs - decrease of 23.5%, or $276K, in anticipation of being fully 
staffed because of heavy recruitment in FY24 

• Fringe costs - increase of 28.5% or $6,218K primarily a result of the increased 
personnel, along with increased costs from Medical premiums for all plans 
increased an average of 12% 

• Non-Personnel Expenses Excluding Sales Tax Revenue Bond related costs 
(which are represented in Section C below) decreased by 11.1% or $1,965K  

• Services – decrease 18.4% or $1,415K due to: 
o Admin/Bank Fees decrease 31.0% due to the Free Fares pilot 

program which results in the elimination of cash revenue pick-ups for 
10 months 

o Professional/Technical Fees decrease 52.0% due to nonrecurring 
one-time costs in FY24 related to the organizational rebranding 
program, Internal Audits for Advanced Technology, Facilities Master 
Plan, Maintenance & Operations, Safety Plan, Strategic Revenue 
Planning, and Long-Range Plan 

o Legislative Services decrease 44.9% due to nonrecurring one-time 
costs in FY24 related to consultant services that assisted with future 
funding of the zero-emission program  

o Legal Services decrease 16.4% due to nonrecurring one-time costs 
in FY24 related to Strategic Revenue planning costs 

• Mobile Materials & Supplies – decrease of 0.7% or $35K because of lower Fuel 
& Lube costs for both Revenue and Non-Revenue vehicles, primarily the CNG 
costs which had a significant price decrease in 2024, partially offset by a 28.3% 
increase in Tires & Tubes 

• Other Materials & Supplies – decrease of 17.7% or $160K due to nonrecurring 
one-time costs in FY24 related to One Ride at a Time bus wraps, and materials 
related to the Strategic Revenue planning initiatives and workshops 

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

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

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

• Misc. Expense – decrease of 34.8% or $365K primarily due delay of Employee 
Training for Workforce Training for new Hydrogen Bus & Infrastructure, and 
reduced Marketing costs for Advertising 
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APPROVAL OF FY25 AND FY26 PRELIMINARY OPERATING BUDGETS AND FY25 CAPITAL BUDGET 

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

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

discussed in Section C below

• Leases & Rentals – increase 15.0% or $49K primarily due to lease of new
facility in Watsonville and relocation of Customer Service during Pacific Station
remodel

Major Operating Expense assumptions in the preliminary FY26 budget over the 
FY25 budget include: 

• Personnel Expenses (Wages, Overtime, and Fringe Benefits) increased
overall by 3.8% or $2,098K

• Wages – increase 2.5% or $651K
o Contractual items of step and longevity increases, along with 4% COLA for

all staff

• Overtime - increase of 3.3% or $30K

• Fringe Benefits – increase 5.1% or $1,418K
o Anticipated increase in Medical insurance premiums, effective in

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

Reports: from 10.83% in FY25 to 10.6% in FY26

• Non-Personnel Expenses Excluding Sales Tax Bond related costs (which are
represented in Section C below) increased by 0.7% or $106K

C. Non-Operating Revenue/(Expense)
Non-Operating Revenue/(Expense) totals $72,542,717 in FY25 and $71,359,343 
in FY26.  Non-Operating Revenue/(Expense) assumptions in the preliminary FY25 
budget over the FY24 Final budget, adopted in June 2023, include:  
Sales Tax Revenues 
• 1979 Gross Sales Tax (1/2 cent) – increase of 1.0% or $782K, conservative

estimate based on overall inflation and decline of amounts received in FY24.

• 2016 Net Sales Tax (Measure D) – increase of 1.0% or $121K. The projected
increase mirrors the anticipated increase in the 1979 Gross Sales Tax (1/2 cent)

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

per recent allocations 

• FTA Sec 5307 – Operating Assistance – increase of 57.4% or $2,200K as prior
year funding was delayed as a result of availability of COVID relief grant funding
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• FTA STIC – Operating Assistance – increase of 100.0% or $5,613K as prior
year funding was delayed as a result of availability of COVID relief grant funding

• TDA – STA – Operating (includes SB1) – decrease of 0.5% or $30K, reflecting
the recent decreased allocation estimates from the State Controller’s Office
(SCO); STA funds are derived from the statewide excise tax on diesel fuel and
are allocated based on population and revenue for the prior fiscal year.

• Transit and Intercity Rail Capital Program (TIRCP) – new grant funding tied to
the expanded service and Free Fares pilot program; total grant is $32.4M

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

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

• Rental Income – decrease of 32.4% or $34K, because of the remodel of Pacific
Station Metro no rental will be available, partially offset by increased rentals at
the Watsonville Transit Center

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

• All Other Income – decrease of 36.9% or $76K, primarily due to Park and Ride
revenues now part of Passenger Revenues, and a material drop in CNG prices
which impact our pass-through costs of CNG sales

Pension UAL/Sales Tax Revenue Bond Debt Service 
Increase 16.0% or $667K primarily due to the Pension UAL payment 
Moderate increases in Non-Operating Revenue Sources are budgeted in FY26, 
such as:  

• Sales Tax, including Measure D – increase of 1.0%

• Federal/State Grants – decrease of 2.1% primarily due to TIRCP grant
Attachment A – Page 4
D. Transfers & Operating Balance
Operating Surplus Balance before Transfers total $8,615,752 in FY25 and 
8,138,036 in FY26.  Assumptions in the preliminary FY25 budget over the FY24 
Final budget, adopted in June 2023, include: 

• Transfers to Capital Budget/Bus Replacement Fund of $2,430K is an increase
of 3.4% or $80K. This amount is consistent with the goal to honor our
commitment to the Capital Budget and maintain assets in a state of good repair
by committing a minimum of $3.0M each year from the Measure D and TDA-
STA transfer from Operating, along with STA-SGR that goes directly to the
Capital Budget.
o Available Measure D revenues are 3.4% or $80K higher than FY24
o STA-SGR grant is 3.2% or $26K lower than FY24
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o Total Transfer to Bus Replacement Fund is $3,215K in FY25

• Transfers to/(from) Operating and Capital Reserve Fund of $6,838K is a
decrease of 10.3% or $787K 
o Fuel Tax – decrease by 50% or $146K the Fuel tax credit expires

December 2024.
o UAL & OPEB – the $2,000K transfer is flat with FY24
o Reserves Replenishments – decrease by 48.1% or $642K transfer

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

o Operating and Capital Reserve Fund – the $4,000K transfer is flat
with FY24

• Transfers from Covid Recovery Fund of $652K is a decrease of 73.5%; Funds
from the Covid Recovery Fund will be reinvested in the FY25 Budget and
beyond to sustain services during the period of ridership recovery to pre-
pandemic levels and will be primarily allocated to one-time programs and
initiatives.
Changes in the budgeted Transfers & Operating Balance in FY26 is 22.5% or
$2,083K

• Reserves Replenishments will increase by 16.0% or $111K

• UAL & OPEB will decrease by 100%, or $2,000K as the $10M target is
reached with the FY25 transfer

• Covid Recovery Fund transfer will be a transfer into the fund as there is a
surplus after all other transfers of $953K

E. Capital Budget
The preliminary FY25 Capital Budget/Portfolio as shown in Attachment B totals
$88,449,080.

IV. FINANCIAL CONSIDERATIONS/IMPACT

The proposed two-year FY25 and FY26 preliminary line-item Operating Budgets –
Attachment A total $75,517,785 and $78,288,907 respectively (inclusive of
Transfers and Operating Balance). This is a “first-cut” budget. Over the next few
months, staff will continue to refine revenue and expense projections, as updated
information becomes available. An updated proposed two-year budget will be
presented to the Board of Directors in May, which will reflect the latest data
regarding revenues and expenses.
The preliminary FY25 Capital Budget/Portfolio– Attachment B totals $88,449,080
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V. ALTERNATIVES CONSIDERED
There are no recommended alternatives at this time. The Board of Directors must
adopt a preliminary line-item budget in order to allow submittal of Santa Cruz
METRO’s Transportation Development Act (TDA) and State Transit Assistance
(STA) claims to the Santa Cruz County Regional Transportation Commission
(SCCRTC) by the April 1st deadline. This is a “first-cut” budget. A two-year budget
proposal will be presented to the Board of Directors in May, which will reflect the
latest data regarding projected revenues and expenses.

VI. ATTACHMENTS

Attachment A: FY25 and FY26 Preliminary line-item Operating Budgets 

Attachment B: FY25 Preliminary Capital Budget/Portfolio  
Attachment C: FY25 & FY26 Preliminary Operating Budget Review 

Presentation 
Attachment D: Authorized & Funded Personnel FY25 

Prepared By:  Cathy Downes, Sr. Financial Analyst 
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h. Binding Effect.  This Employment Agreement will be binding upon,

and the benefits therefrom will inure to, the successors, heirs, assigns, donees, and 

devisees of the parties hereto. 

i. Effective Date.  This Employment Agreement may be executed by

the parties in counterpart and will become effective on the last date of execution. 

IN WITNESS WHEREOF, the parties hereto have executed this Employment 

Agreement on the date first written above. 

SANTA CRUZ METROPOLITAN TRANSIT COREY ALDRIDGE 
DISTRICT 

By:_________________________ ______________________________ 

Its: Board Chair 

DATED:  _____________________ DATED:  _____________________ 

APPROVED AS TO FORM: 

___________________________ 

Santa Cruz Metro Attorney 
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DATE: March 22, 2024 

TO: Board of Directors  

FROM: John Urgo, Planning and Development Director 

SUBJECT: PUBLIC HEARING TO RECEIVE PUBLIC COMMENTS ON THE 
PROPOSED REIMAGINE METRO PHASE 2 SERVICE PROPOSALS 
FOR IMPLEMENTATION IN JUNE AND SEPTEMBER 2024 WILL 
COMMENCE AT 9:00 AM OR AS SOON THEREAFTER AS THE MATTER 
CAN BE HEARD 

I. RECOMMENDED ACTION

That the Board of Directors:
A) Conduct a public hearing to receive comments on the Santa Cruz

Metropolitan Transit District’s (METRO) Reimagine METRO Phase 2
service proposal for implementation in June and September 2024, and

B) Consider adopting the proposed service changes, and
C) Receive an update on Reimagine METRO Phase 2.

II. SUMMARY

• On December 16, 2022, the Board awarded a contract to Jarrett Walker &
Associates, LLC to analyze METRO’s existing fixed-route network, complete a
Bus Network Reimagining Plan for both near term and long-term service
improvements, and conduct a robust public outreach process.

• The Board received an update on METRO’s existing fixed-route network
conditions and opportunities at its March 24, 2023 Board meeting.

• On June 23, 2023, the Board received the Reimagine METRO Alternatives
Report, which contained two alternative service proposals for implementation
in December 2023, and initiated a public comment period open through August
15, 2023.

• On September 22, 2023, the Board of Directors approved the Reimagine
METRO Phase 1 service plan for implementation in December 2023 and March
2024.

• On February 23, 2024, the Board received a presentation on the Reimagine
METRO Phase 2 service plan for implementation in June and September 2024,
and initiated a public comment period open through March 5, 2024.

• Three general, hybrid public outreach meetings were held via Zoom and in-
person on February 20th and 22nd in Watsonville and on February 21st in Santa
Cruz, with 25 online public meeting participants and 21 in-person public
meeting participants. In addition, METRO received 508 e-survey responses
and the campaign generated 1,800 link clicks.

Santa Cruz Metropolitan 
Transit District 
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Reimagine METRO Phase 2 Proposals 

• In response to public and stakeholder input, the project team has revised the 
plan presented to the Board in February. 

• Today’s Public Hearing offers another opportunity for members of the public to 
comment on the Reimagine METRO Phase 2 service proposal.  

• Staff recommends that the Board receive the summary of public comments 
received during the public outreach period and approve the staff recommended 
alternative service proposal for implementation in June and September 2024. 

III. DISCUSSION/BACKGROUND 

In December 2022, Santa Cruz METRO initiated a 15-month planning and public 
outreach effort to re-envision where buses go and how often they run. Key goals 
of the Reimagine METRO effort include: 

• Increase the amount of service provided, taking advantage of successful bus 
operator hiring efforts and the availability of increased operating funds. 

• Make transit more reliable, and relevant to the community’s needs. 
• Adapt to post-COVID travel patterns. 
• Create a network that is useful and attractive for many people’s trips. 

 
Based on an initial assessment of METRO’s fixed-route bus network presented to 
the Board in March 2023, the project team identified important reasons to redesign 
parts of METRO’s existing fixed-route network. Four issues rose to the forefront: 

1) Existing service is infrequent: Most of METRO’s bus routes run every 30 to 60 
minutes in the daytime. Some buses come just a few times a day, and evening 
and weekend services are significantly less than in the daytime. As a result, 
METRO riders experience long waits for the next bus, service that is difficult to 
understand and use, and overcrowding in high-demand areas. 

2) Service has been reduced several times in recent years: METRO used to 
provide more service than it does now. By 2015, service had reduced 12% 
compared to 2002 levels, with an additional 8% service cut in 2016. From 2019 
to 2021, service was reduced by 29%, first as a response to COVID-era 
operating conditions, and later to persistent staffing shortages.  

3) Service is often slow and unreliable: A study of METRO’s core Watsonville-to-
Santa Cruz service (Routes 69A, 69W and 71) found that traffic congestion 
adds up to 20 minutes of delay per trip, while dwell time (i.e., time spent at bus 
stops) contributes 20 to 45 minutes per trip. Traffic congestion also contributes 
to high variability of travel times throughout the network. 

4) The public and riders are asking for change: In a poll conducted in September 
and October 2022, Santa Cruz METRO found that county residents think 
METRO should provide more service, focus on higher frequency in core areas, 
and prioritize the needs of disadvantaged communities. These priorities were 
echoed during subsequent rounds of outreach, as summarized below. 
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Reimagine METRO Phase 2 Proposals 

Recognizing the urgent problems and challenges laid out by the public, METRO is 
seeking to take action to improve service quality and make the network more useful 
to more people as quickly as possible. In June 2023, the project team presented 
to the Board two alternative scenarios for implementation by the end of 2023. After 
an outreach period that solicited input from over 800 individuals, the Board 
approved the Reimagine METRO Phase 1 service plan in September 2023, which 
was implemented in December 2023 and March 2024. The Phase 1 service plan 
relied on METRO’s existing resources to operate and return service to pre-
pandemic levels.  

The Reimagine METRO Phase 2 service plan envisions a 50% increase in service 
from March to September 2024. This planned service increase is made possible 
by: 

• Increased funding from the State of California through the SB125/Transit and 
Intercity Rail Capital Program (TIRCP)  

• Active and ongoing efforts to recruit large numbers of drivers to take advantage 
of this funding, increasing staff from ~150 to ~230 drivers. 

• Active and ongoing discussions with UCSC to discuss the best uses for TAPS 
funding and how to physically enable increases in Metro service. 

In February 2024, staff presented the draft Phase 2 proposal to the Board. The 
draft proposal includes: 

• Frequency improvements in more areas (Live Oak, Soquel, Aptos and 
Watsonville) 

• Weekend service levels matching weekday service levels on most routes 
• All-day service on Route 90X 
• UCSC to east side direct service on Routes 1, 2 and 3 

The proposed service changes are consistent with past rounds of outreach that 
has revealed the public is interested in higher frequency service, wherever 
possible; better weekend and evening service; more express service on Highway 
1 and Highway 17; and better east-west connections in Santa Cruz. 

The proposed changes would bring many more people near frequent service. 
While overall population and jobs near service would stay the same, the changes 
would bring nearly 100,000 residents and 40,000 jobs near service that runs: every 
15 minutes in the daytime and every 30 minutes after 9 PM to midnight, seven 
days per week.  

Summary of Public Outreach 

The project team conducted a series of public outreach activities in February and 
March to solicit public feedback on the Phase 2 draft network plan. Promotional 
tools included news releases, flyers, social media posts and email alerts; a project 
website; and direct calls and emails to participants in prior rounds of outreach. 
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Reimagine METRO Phase 2 Proposals 

Public outreach meetings were conducted in hybrid fashion and held in Watsonville 
(2) and Santa Cruz (1) at different times of the day. Consultant staff presented 
remotely, and METRO staff attended in person and answered questions. All 
meetings were held in English and Spanish.  

A detailed summary of public outreach is attached to this report. In general, there 
was a positive response to the draft Phase 2 plan. Most respondents felt the draft 
plan would make transit more useful for themselves, with a slightly greater 
percentage saying it would make transit better for the whole community. Recurring 
themes included positive comments on improved frequency, concerns related to 
reliability, a desire for more highway 17 service and a return of Route 15 to UCSC. 
Other comments pertained to the lack of service on holidays; infrastructure and 
safety concerns; and passenger information. Many respondents commented 
positively on METRO bus operators.  

Title VI 

Title VI is a process that identifies the impact of significant/major service changes 
on low-income and minority communities, to determine whether these impacts 
either create a disparate impact on minority communities or a disproportionate 
burden on low-income populations. The Federal Transit Administration (FTA) 
requires a detailed equity analysis of service and fare changes for transit agencies 
with 50 or more fixed route vehicles in peak service in large urbanized areas (over 
200,000 in population). METRO does not operate in a large urbanized area; 
therefore, FTA’s requirements for analyzing major service and fare changes under 
Title VI do not apply to METRO's service and fare changes. Instead, METRO is 
encouraged to evaluate significant system-wide service and fare changes and 
proposed improvements at the planning and programming stages to determine 
whether these changes have a discriminatory impact on minority and low-income 
individuals.  

The Reimagine METRO Draft September 2024 Network Report analyzes in detail 
how many people are affected by the proposed changes to service on weekdays 
in the daytime, weekday evenings, weekend daytimes, and weekend evenings. 
The analysis considers total population in comparison to low income and minority 
individuals, and finally jobs. In general, the draft plan would more than double the 
amount of people living within a ½ mile of service that comes every 15-minutes or 
better, with greater increases for low income and minority individuals. The plan 
would also enable the average resident to reach 19% more jobs within 45 minutes, 
with slightly lower job access increases for low-income and minority individuals, 
since greater concentrations of low-income and minority individuals live in south 
County farther from job centers to the north. More detail can be found in the 
METRO Draft September 2024 Network Report presented to the Board in 
February.  
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Phase 2 Service Proposal Recommendation 

Implementation of the full Phase 2 package relies on state funding to increase 
countywide service, continued progress in hiring and training new bus operators, 
the availability of a UCSC layover location and additional UCSC funding to 
increase campus-oriented service. METRO has secured state funding for 
increased service and has nearly completed the process of hiring and training the 
bus operators needed to operate that service. However, METRO cannot control 
the outcome of discussions with UCSC that pertain to securing a layover location 
and additional operating funds. The draft Phase 2 map envisions METRO 
operating twice the campus loop service that it does today on a fleet of vehicles 
that would be majority high-capacity articulated buses and, in the near future, 
entirely zero-emission. This added campus-oriented service comes at a cost that 
is not covered by the increase in state funding.  

As a result, the project team is proposing two service plans: 

• Scenario A includes a UCSC layover and additional funding
• Scenario B is feasible without new resources from UCSC

Both scenarios incorporate the feedback received over the two months of public 
outreach and include the following changes from the Draft Plan: 

• Route 1 is maintained from Watsonville to Downtown Santa Cruz (Route 18
stays separate from Route 1).

• More service on Route 17. Every 30 minutes from Santa Cruz, every 60
minutes from Scotts Valley.

• Direct service to Capitola Mall and Dominican Hospital from most of Watsonville
and Santa Cruz.

• Route 15 restored to UCSC (Route 20 continues to serve all UCSC main
campus).

Staff recommends the Board adopt Scenario B as the preferred service alternative, 
pending future discussions with UCSC administrators around Scenario A. If the 
Board approves this recommendation, staff and the project team will develop 
schedules and prepare for a major service change in June. 

IV. STRATEGIC PLAN PRIORITIES ALIGNMENT

This item aligns with the following Strategic Priorities:

• Service Quality and Delivery
• Strategic Alliances and Community Outreach
• Financial Stability, Stewardship & Accountability
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V. FINANCIAL CONSIDERATIONS/IMPACT

The Phase 2 Scenario B service plan is a roughly 50 percent increase over
baseline conditions (i.e. pre-Reimagine METRO Phase 1) and would require up to
55 additional operators over today. Implementing Phase 2 could incur up to $9
million per year in additional operating expense (note: the planning level
assumptions used to arrive at this number are conservative and assume 1,362
average revenue hours per operator per year and include a 5 percent contingency;
the exact operator requirement will be determined during the scheduling process).

To cover this increase in operating expense, staff plans to use $28.3 million in
newly authorized transit operating funds allocated to METRO in the State of
California’s FY23-24 budget through the Transit and Intercity Rail Capital Program
(TIRCP) and Zero-Emission Transit Capital (ZETC) Program. These funds are
being made available to transit agencies to cover operating expenses from either
operating deficits or through the implementation of ridership recovery plans.
METRO is in a unique position to take advantage of the latter due to the timing of
implementation of its Reimagine METRO service improvement plan. While these
are one-time funds, they can be spread over the next three fiscal years and are
adequate to cover the operating gap needed to implement Phase 2. In addition,
METRO would not be able to take full advantage of the newly available funding
without the implementation of a ridership recovery plan.

VI. CHANGES FROM COMMITTEE

N/A

VII. ALTERNATIVES CONSIDERED

The Board could direct staff to consider another combination of service options
that differs from the staff recommended Phase 2 Scenario B. Staff does not
recommend this option, as creating an alternative service plan at this stage would
delay implementation beyond the Summer and Fall 2024 service change, and
potentially jeopardize METRO’s ability to take full advantage of the new
TIRCP/ZETC funding.

VIII. ATTACHMENTS

Attachment A: Reimagine METRO Phase 2 Board Update Presentation and 
Recommended Alternative 

Attachment B: Summary of Public Outreach   
Attachment C: Reimagine METRO Draft September 2024 Network Report 
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SCMTD February-March 2024 Outreach Summary 

Ac�vi�es 

Project Website 

• Posted dra� report and Spanish Language sec�ons.
• Link to English and Spanish surveys.
• Public mee�ng informa�on and registra�on links.
• Recordings of public mee�ngs.

Bilingual E-Survey 

• Open from February 6 to March 4, 2024
• 508 Responses received

Hybrid Public Mee�ngs in English and Spanish 

• Tuesday, February 20 | 5:30 - 6:30 p.m.
Watsonville Civic Plaza, Community Room A, 275 Main St floor 6, Watsonville
8 online participants, 2 in person

• Wednesday, February 21st | 5:30 - 6:30 p.m.
London Nelson Community Center, Room 7, 301 Center St, Santa Cruz
9 online participants, 17 in person

• Thursday, February 22nd | 12:00 - 1:00 p.m.
Watsonville Civic Plaza, Community Room A, 275 Main St floor 6, Watsonville
8 online participants, 2 in person

Promo�on of Survey and Mee�ngs 

• News Release
• Social Media and Emails (SCMTD)
• Website (SCMTD)
• Project Website (AMMA)
• Contacts with Stakeholders

o Invita�on to par�cipa�on
o Distribu�on of flyer and social media images for sharing (AMMA)

• Email invita�ons to all prior par�cipants (focus groups, public mee�ngs, surveys) (AMMA)
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Input Received at Public Mee�ngs 

A�er a detailed presenta�on of the proposed plan, par�cipants in person and on zoom had the 
opportunity to submit comments.   

A number of issues were raised by mul�ple par�cipants in various mee�ngs: 

• San Lorenzo Valley: This plan does litle to expand service in the San Lorenzo Valley.
o The only frequency improvements are on weekends (much desired).
o There  remain isolated communi�es like Lompico with no service. (Also men�ons of

Grant Hill Road, El Rancho, Willow Creek).
o Hwy 9 has no sidewalks or bike lanes – so not safe to access transit
o Can take two hours to get to Cabrillo. Request for an express bus from SLV to Cabrillo.

Persons who may use transit have given up.
o Concerned that with only selected Route 17 trips stopping in Scots Valley, this further

limits op�ons for SLV
• Reliability of Route 3 which serve campus has been very poor since December implementa�on.

A number of par�cipants asked “how will METRO  ensure reliability when Routes 1, 2 and 3 are
�ed to UCSC?”  Consultant explained plan to provide for layovers on campus.

• Many par�cipants commented or asked ques�ons about Route 17 to San Jose:
o Clarifica�on about when it will go through Scots Valley.
o Desire for shelter at boarding loca�ons, since you need to get there early to get a seat.
o Why not run Route 17 to Watsonville.  Consultant explained that such a long route

would be highly unreliable and that have a transfer between the two express routes (17
and 90X) would provide a more consistent trip �me.

o Timing Route 17 to align with Caltrain schedule desirable; ensuring shelter at stops, at
Diridon.

o Desiring trips to and from Scots Valley run all day, a.m. and p.m., evenings, weekends.
• Need to have some service on holidays.  Sugges�on that Routes 1, 2, 3, 61 and 90X should run

365 days per year, as Route 17 does. Holiday transit service an important principle of improved
service network.

• While improved services are appreciated, the mul�ple rounds of changes are challenging for
riders.

o How will METRO communicate these changes?
o How will they reach the  Spanish speaking community which is less computer savvy and

o�en afraid to interact with  or to complain to METRO staff.
o Ensuring that visually impaired transit users are effec�vely advised of service changes as

they cannot read stops at signs/ transit center.
o Real �me app does not always show all buses.

• Infrastructure and safety improvements, to match increased transit services, appreciated and
needed:

o Adding shelters, more lights, cross walks throughout the system.
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o Cabrillo College: Will there be infrastructure improvements to support the intensifica�on
of service at Cabrillo.  Par�cipants noted pedestrian/bike safety concerns in the area.
METRO staff referred to Soquel Corridor project.

o Watsonville: Infrastructure improvements needed – pedestrian access, shelters, ligh�ng.
o Driver training to deal with mental health issues among riders.

Other issues were more specific to individuals: 

• Return of service to Soquel is needed.  Can it happen earlier than September?
• Homeowner concern off Soquel near Harbor High – increased bus frequency adds noise and

intensity with these diesel buses, desiring wait for electric buses; staff advised of the 54 fuel cell
powered buses on order; days of diesel-powered buses are limited.

• Responding to presenta�on note about being able to get to hospital from Watsonville in 45
minutes, par�cipant asked why it should take that long in a small community.  The consultant
explained that that includes walking to stop and wai�ng.

• Route 4 doesn’t now serve Santa Cruz Costco on Saturdays, making it difficult for workers using
transit with weekend shi�s.

• General safety concerns. The need for crosswalks and ligh�ng at bus stops.
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Survey Findings 

Demographics 

Respondents to the English language  survey (496) included a diverse group of residents. Among 
respondents who reported demographic informa�on (380 to 424, depending on the ques�on): 

• Riders and non-riders par�cipated
o 73% ride METRO regularly (26% ride daily)
o 19% ride METRO occasionally
o 8% never ride METRO

• All age groups were represented
o Under 18 – 4%
o 18-24 – 28%
o 25-44 – 29%
o 45-64 – 22%
o 65+ - 18%

• 67% of respondents are employed
o 38% full�me
o 29% part-�me

• 38% are students
o 26% UCSC
o 7% Cabrillo College
o 5% other school

• Respondents were spread across all income categories.
o 30% had incomes under $25,000
o 26% had incomes over $100,000

• 11% reported a disability that limits their mobility
• Most respondents had a valid drivers license (76%), while only 55% had a working vehicle

available for their use.

December Service Changes 

Seven out of ten survey respondents (347) had used the service since the December changes.  They were 
asked to review the recent changes on a scale  of 1 to 5. 

• 5 Star – They’ve made my trips on METRO much easier and/or faster (18%)
• 4 Star – They’ve made my trips on METRO somewhat easier and/or faster (24%)
• 3 Star – My METRO trips are about the same as they were before (31%)
• 2 Star – My trips on METRO are somewhat less convenient than before (14%)
• 1 Star – The changes have made my trips on METRO more difficult or slower (12%)
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This is an average ra�ng of 3.21. 42% felt their trips had goten easier, while 27% thought their trips had 
become less convenient. 

Phase 2 Dra� Plan 

428 respondents provided feedback on the proposed Phase 2 Plan using a similar ra�ng based on how 
useful it would make transit for them, for the people they know and for the community as a whole.  The 
ra�ng scale was: 

• 5 Star – Much beter
• 4 Star – A litle beter
• 3 Star - About the same
• 2 Star – A litle worse
• 1 star – Much worse

Average ra�ngs given to the Phase 2 Plan were: 

• For the respondent (3.76)
• For people they know (3.77)
• For the community as a whole (4.06)

Seven out of ten respondents (70%)  thought the plan made transit more useful to the community as a 
whole, while 12% thought was worse than the current system.  More than half said that it makes the 
system more useful for themselves (62%) and people they know (55%). A minority of respondents rated 
the proposed system as less useful for themselves (16%) and people they know (14%).  

Twelve respondents completed the Spanish version of the survey. All were regular riders who had ridden 
since December. 

• They gave the December changes a ra�ng of 4.1.
• They gave the proposed Phase 2 Plan a ra�ng of 4.5 for themselves, 4.4 for people they know

and 4.3 for the community overall.

The Spanish language  respondents were somewhat older than the English language sample and much 
less likely to be students. Most did not have a vehicle available. 

Survey Comments 

Respondents were given three opportuni�es to provide comments – first on the system implemented in 
December, then on the proposed Phase 2 Plan and finally at the end of the survey. 

Regarding the Phase 1 service, 239 respondents provided addi�onal comments. Verba�m comments by 
category are included in the appendix. 

Attachment B

17B.5



• More than fi�y respondents made posi�ve comments about the service change. These
included apprecia�on for the higher frequency, direct service between campus and the eastside,
and free fares for younger students.

• Many people commented on lack of reliability since the service change. Specific comments
related to a variety of routes –par�cularly  3, 18, and 19.

• More than twenty people commented on Route 3, 3A and 3B. Comments related to  poor
reliability, and specific stops or �mes.  Some comments were from riders who previously used
the Route 10.

• Ten people commented on service to San Lorenzo Valley and the fact that the service changes
did litle to improve service in that area.  Specific comments related to unserved areas (such as
Lompico) and long travel �mes.

• Fi�een people wanted the Route 15 back.
• Thirteen people commented on the Route 17, advoca�ng for more direct trips or more trips

through Scots Valley.
• Quite a few respondents commented about service at UCSC.  About two-thirds of the comments

were posi�ve.
• Several people commented on the routes in Watsonville.  Two appreciated the new more direct

service to Santa Cruz.  One wanted direct service from Freedom to Capitola, one wanted the 90X
to serve Cabrillo, and  another was commen�ng on the free circulator that no longer exists.

• There six comments asking about service in Freedom, asking for the return of the 71 or changes
to the 73.

• Several respondents commented on the need for service on Soquel Ave.
• Seven respondents commented on Route 55 to La Selva Beach.  One thanked METRO for

reinsta�ng, two wanted more service or a different rou�ng. Some Route 55 riders complained
about reduced frequency with the addi�on of service to La Selva.

• Two respondents asked for holiday service on key routes.
• Fi�een people remarked on poor passenger informa�on.  Comments related to lack of or

confusing informa�on around changes, missing buses in the real-�me app, poor signage and
confusion about changed route numbers.

• Two people commented on the need for more benches at shelters at stops outside of
downtown.

• Comments rela�ng to fares included a desire for credit card payments on the bus and for lower
fares.

• There were individual comments about Seabright, Bonny Doon and the Coastal Science Center.

Regarding the Phase 2 Dra� Plan, 223 respondents provided comments. Verba�m comments are 
included in the appendix. 

• Many respondents (27) had comments about service to the San Lorenzo Valley and neighboring
communi�es.  Most advocated for expanded service to communi�es like Lompico and Zayante.
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• Another large group of respondents (31)  had comments about Route 17. Posi�ve comments
about more direct trips to San Jose from Santa Cruz, but many concerns about the number of
trips that will serve Scots Valley (where there is parking), whether or not it will con�nue to
serve SJSU, desire for later service and service to the San Jose Airport.

• Many people (28) made  posi�ve comments about the plan and felt that it would enhance
service.  There were a number of comments about the importance of frequency. One person
thought it needed to be greater than every 15 minutes.

• Many people (22) commented on the perceived lack of reliability due to traffic and the reduced
reliability that they expected to result from further combining of routes.

• Quite a few respondents commented about service at UCSC.  The biggest concern seemed to
relate to the buses no longer looping through campus, however there were a variety of other
comments including a request for all-night service.

• There were a number of comments (8) about service in Watsonville asking for more frequent
service, service to support local businesses, evening 90X and direct service to Dominican.  They
seemed to be fairly general and not related to the proposal.

• Several (6) respondents commented on Route 20, primarily not liking the idea of having to
transfer to access campus and wan�ng it to run more frequently.

• A few respondents were concerned about having to transfer at Cabrillo.  One liked the idea of a
transit hub at Cabrillo, but noted the need for enhanced infrastructure.

• A few people wish for an easier way to get from Capitola Mall to Dominican Hospital.

Respondents were also given a chance to provide final comments.  Most of these were similar to what 
they had expressed before.   

• There were a quite a few comments about bike usage.
• A number of posi�ve comments about the helpfulness of bus drivers.
• Posi�ve comments about free youth fares and a hope that they would con�nue.
• Longer term visions of rail service in the Santa Cruz area.
• Several comments about the need for more late night service.

Website Comments 

In addi�on to the survey, a number of community members submited quite lengthy comments via the 
project website. These related to topics similar to those discussed previously. 

• The degrada�on of service in the San Lorenzo Valley over �me and the failure of this plan to
improve it.

• Reliability of buses.
• Passenger informa�on concerns including not all buses showing up in real-�me informa�on and

the need for a system map on the METRO website.
• A variety of very specific concerns such as lack of sidewalks and dislike for the divided bus

benches that “discriminate against large people.”
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All of the verba�m comments (categorized by topic) are included in the atached Excel file. 
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