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TRANSIT CENTERS 

Santa Cruz (Pacific Station) 
920 Pacific Avenue 

Santa Cruz, CA 95060 

Capitola Mall  
1855 41st. Avenue 

Capitola, CA 95010 

Watsonville  
475 Rodriguez Street 

Watsonville, CA 95076 
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT 

Santa Cruz METRO Quick Facts FY14 
As of 6/30/14 

             Board Members   12 

Employees   330

Fixed Routes 34 

Fixed Route Peak Pullout       78

Bus Stops  935 

 Fixed Route Ridership 5,514,200 

             Revenue Miles  3,325,313 

 Revenue Hours 223,651

 Passengers per Hour          24.66 

Operating Expenses (Actual) $44,786,254           
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SANTA CRUZ METROPOLITAN TRANSIT DISTRICT

Trip Hrs % Ridership %
Passengers 

per Hour

Local Santa Cruz 7,886 3.52% 99,009 1.79% 12.55

UCSC 45,690 20.41% 2,483,355 44.95% 54.35

Scotts Valley/San Lorenzo Valley 27,072 12.09% 443,117 8.02% 16.37

North Coast 3,525 1.57% 40,761 0.74% 11.56

Mid County 3,725 1.66% 46,816 0.85% 12.57

Live Oak 14,528 6.49% 300,347 5.44% 20.67

Cabrillo /South County 76,468 34.15% 1,566,716 28.36% 20.49

Local Watsonville 21,115 9.43% 178,516 3.23% 8.45

Highway 17 23,902 10.67% 365,971 6.62% 15.31

TOTAL 223,912 100.00% 5,524,608     100.00% 24.67

Ridership Performance by Service Area - FY14 

Local Santa Cruz, 
3.39% 

UCSC 
20.41% 

Scotts Valley/San 
Lorenzo Valley 

13.70% 

North Coast 
1.57% 

Mid County 
1.66% Live Oak 

6.49% 

Cabrillo /South 
County  
34.15% 

Local Watsonville 
9.43% 

Highway 17 
10.67% 

Service Distribution: 
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FY16 & FY17 FINAL BUDGET HIGHLIGHTS 
 
 
The Santa Cruz Metropolitan Transit District (Santa Cruz METRO) is a special district of the 
State of California operating fixed route bus service and Paratransit service throughout Santa 
Cruz County.  Santa Cruz METRO also operates the Highway 17 Express bus service to Santa 
Clara County in cooperation with the Santa Clara Valley Transportation Authority (VTA), 
AMTRAK, CalTrans and the Capitol Corridor Joint Powers Authority (CCJPA).  
 
A Board of eleven directors and one Ex-Officio Director representing the University of 
California, Santa Cruz governs Santa Cruz METRO.  Eleven members are appointed by the 
following entities: County of Santa Cruz (five members), the City of Santa Cruz (two members), 
the City of Watsonville (two members), and one member each from the cities of Capitola and 
Scotts Valley. 
 
The FY16 and FY17 Final Operating Budgets total $49,594,699 and $51,427,144, respectively. 

The Final FY16 Capital Budget totals $13,248,387. 

 

Major Operating Revenue assumptions in the FY16 Revised Budget over the FY16 
Budget, include:  

 

• Passenger Fares – decrease of -13.2% or ($578K) 

• Special Transit Fares – decrease of -3.1% or ($110K)  

• Paratransit Fares – increase of 6.1% or $20K, as per Public Hearing on April 10, 
2015: Consideration of Fare Restructuring of Highway 17 Express and ParaCruz 
Service and Fare changes 

• Highway 17 Fares – increase of 5.1% or $86K, as per Public Hearing on April 10, 
2015: Consideration of Fare Restructuring of Highway 17 Express and ParaCruz 
Service and Fare changes 

• Sales Tax – decrease of -9.3% or ($1,958K)  

• Transportation Development Act (TDA) - decrease of -2.9% or ($191K)  

• FTA Sec 5307 – Operating Assistance - decrease of -5.4% or ($238K) 

• FTA Sec 5307 – STIC – decrease of -7.5% or ($107K)  

• Low Carbon Transit Operations Program (LCTOP) – increase of 100% or $101K 
-  new source of funding this fiscal year  

• (Alternative) Fuel Tax Credit – increase of 100% or $638K. (Funds will be 
transferred to reserves, as per Board direction on 1/23/2015) 

• Transfer (to)/from Operating Reserves – increase of 57.7% or $1,844K.  

 

Budget assumptions above are consistent with revenue trends from the past 5 years, 
actual revenue collections for the first 7 months in FY15, as well as current economic 
indicators and information updates from local, state and federal authorities.  

13



FY16 & FY17 Final Budget Highlights (con’t) 

Potential revenue increases in Passenger Fares and Advertising, presented at the 
Structural Deficit Workshop (V of VII) in January 2015 are not included in the budget, as 
both were based on hiring a new Marketing, Communications & Customer Service 
Manager. The position, while authorized by the Board, is unfunded in the FY16 Revised 
and FY17 Final Operating Budgets due to the budget shortfall. 

The Low Carbon Transit Operations Program (LCTOP) funding was added to the 
Revised FY16 & FY17 Operating Budget for a Watsonville Customer Service position, 
and in the FY16 Capital Budget for the Watsonville Transit Center Customer Service 
Booth Remodel.  Our application for this grant is in jeopardy of not being accepted.  Staff 
is working with our State Legislative advocate to try to resolve the situation.  In each 
fiscal year, this grant is worth $182K. 

      

Operating Expenses total $49,594,699 in FY16 and $51,427,144 in FY17.  Major 
Operating Expenses assumptions in the FY16 Revised Budget over the FY16 Budget, 
include: 

 

• Personnel Expenses (Labor and Fringe Benefits) decreased by -1.8% or ($757K). 

 

Most positions approved since November 2014, as well as the following three new 
positions are included in the FY16 Revised and FY17 Final Budgets:  

 

• Custodial Service Worker I: 1 FTE to cover the Watsonville Transit    
Center and the Paracruz administrative offices custodial work that was 
previously contracted out. 

• Customer Service Coordinator: 1 FTE for the new Customer Service 
Office at the Watsonville Transit Center. The position is funded from the 
Low Carbon Transit Operating Program (LCTOP) in FY16 and FY17. 

• Reservationist: 1 FTE in Paratransit  

 

Positions, approved since November 2014, that are unfunded in the FY16 Revised and 
FY17 Final Budgets due to the budget shortfall are listed below: 

 

o Marketing, Communications & Customer Service Manager: 1 FTE  

o Database Administrator: 1 FTE 

 

Total Personnel Expenses decreased in the FY16 Revised budget, primarily due to the 
following:  

 

• Minimal or no budget impact when converting existing positions to new positions.  

• Reduction of 1 Fixed Route Bus Operator FTE due to discontinued Route 6 
Service.  

14



FY16 & FY17 Final Budget Highlights (con’t) 

• Incorporated budget efficiencies, as presented at the Structural Deficit Workshop
(V of VII) in January 2015, primarily resulting in reduction in Bus Operator
Overtime, which results from moving from Dubois to the new Operations facility
on River Street.

• Incorporated budget and operational efficiencies, as presented at the Public
Hearing on April 10, 2015: Consideration of Fare Restructuring of Highway 17
Express and ParaCruz Service and Fare changes.

• Reduction of 4 Paratransit Van Operators through attrition (2 vacant positions and
2 anticipated retirements).

• Budget reductions in Retirement, State Disability (SDI) and State Unemployment
(SUI) insurance accounts are due to lower that anticipated percentage changes in
employer contribution rates.

• Budget reduction in Worker’s Comp Insurance: average spending for the past 8
years does not exceed $850K.

• Non-Personnel Expenses decreased by -3.5% or ($320K).

To narrow the budget gap and promote operational efficiencies, Staff took the approach 
to align the FY16 Revised Budget projections in Non-Personnel to the FY14 Actuals, and 
implement further budget reductions, where possible. As a result, budget savings are 
anticipated in most Non-Personnel categories, as depicted in the table below:  

ACTUAL 
ACTUAL 

FY14 

REVISED 
BUDGET 

FY16 $ VAR 

SERVICES             $2,547,777         $2,854,293            $306,516 
MOBILE 
MATERIALS & 
SUPPLIES    $3,808,475         $3,745,084           ($63,391) 
OTHER 
MATERIALS & 
SUPPLIES  $359,431           $352,489             ($6,942) 
UTILITIES  $481,051           $525,189            $44,139 
CASUALTY & 
LIABILITY                $817,808           $718,926         ($98,882) 
TAXES $40,673             $45,249              $4,576 
PURCHASED 
TRANS.                $213,032           $200,000           ($13,032) 
MISC EXPENSE                $248,528           $253,737           $5,209 
LEASES & 
RENTALS  $207,247           $218,861            $11,614 
NON-
PERSONNEL 
TOTAL  $8,724,023         $8,913,828         $189,806 
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FY16 & FY17 Final Budget Highlights (con’t) 

Some of the budget efficiencies and reductions will be reinvested in the following, which 
are now in the FY16 Revised and FY17Final budgets: 

• Class and Comp Study 

• ADA Bus Stop and Facilities Assessment 

• Marketing Budget in Customer Service department.   

 
 

Expenses by Department:  
 
Significant budget variances in the FY16 Revised Budget over the FY16 Budget, include:  

 

• Administration – decrease of -40.8% or ($845K) primarily due to the transfer of 
positions, listed below, to the new Planning, Grants, Governmental Affairs 
department:  

 

o Planning and Development Manager: 1 FTE 

o Grants/Legislative Analyst: 1 FTE 

o Jr. Transportation Planner: 1 FTE 

o Sr. Transportation Planner: 1 FTE 

o Transit Surveyor: 0.5 FTE 

o Schedule Analyst: 2 FTEs    

 

Non-Personnel Expenses in Administration are kept near or below FY14 Actuals 
with the exception of Prof/Technical Fees due to new budget items listed below:  

 

o Class and Comp Study  

o Team Building  

o Fare Media Audit  

o Financial Analytics  

 

In addition, Employee Training and Travel budgets, previously budgeted in 
Administration for most departments, are transferred to the departments where 
costs are being incurred.  

 

• Customer Service – increase of 12.4% or $89K due to a new position: Customer 
Service Coordinator: The position is funded from the Low Carbon Transit 
Operating Program (LCTOP).  

 
16



FY16 & FY17 Final Budget Highlights (con’t) 

Total Non-Personnel Expenses in Customer Service are below FY14 Actuals. The 
significant increase in Advertising – District Promotion is due to the added budget 
for Marketing. The increase is offset by savings in Printing (cost reduction in 
Publication and stickers to be realized with bi-yearly printing from quarterly; 
Separation of Customer Guide portion and Schedule portion of Headways) and 
other Non-Personnel accounts.   

    

• Information Technology – increase of 14.0% or $132K primarily due to an 
increase in Repair- Equipment resulting from contractual increases for software 
maintenance and support.  

    

Planning, Grants, Governmental Affairs – increase of 100% or $1,025K due to 
creation of this new department and the transfer of 6.5 FTEs from Administration, 
as well as allocated funds for the Systemwide Restructuring Project. There is a 
possibility that a portion of this expense will be offset by the repurposing of the 
Trolley Study Grant to the Systemwide Restructuring Project.  

• District Counsel – increase of 18.3% or $94K due to:  

 
o ADA Bus Stop and Facilities Assessment budgeted in Prof/Tech Fees  

o Legal Services (previously budgeted in the Risk Management Department) 

 

• Facilities Maintenance – decrease of 5.2% or ($150K) due to anticipated budget 
efficiencies resulting from keeping Non-Personnel Expenses near or below FY14 
Actuals, with the exception of Prof/Technical Fees, where $25K is allocated for 
an Engineering Review of the Maintenance Building.   

 

• Paratransit Program – decrease of -12.2% or ($704K) due to:  

 
o Budget efficiencies, as presented at the Public Hearing on April 10, 2015, 

resulting in the defunding of 4 Van Operators through attrition (2 vacant 
positions and 2 anticipated retirements).  

o Defunding the vacant Clerk I-II-III position and moving the funds to a 
new position, Assistant Safety Coordinator funded in Operations. 

o Budget reductions in Overtime, Retirement, State Disability (SDI) and 
State Unemployment (SUI), and Worker’s Comp Insurance.  

o Budget Reduction in Purchased Transportation.   

 

• Operations – decrease of -4.2% or ($109K) due to:  

 

o Budget savings in Personnel Expenses: Operations Manager position 
converted to an Assistant Superintendent; Retired Transit Supervisors 

17



FY16 & FY17 Final Budget Highlights (con’t) 

replaced by new hires at lower pay rates; Budget Reduction in Worker’s 
Comp Insurance.    

o Anticipated Efficiencies in Non-Personnel Expenses, primarily in 
Telecommunications.                                                                                                                        

• Bus Operators – decrease of -2.8% or ($541K) due to:  

 

o Reduction of 1 Fixed Route Bus Operator FTE due to discontinued Route 
6 Service.  

o Incorporated budget efficiencies, as presented at the Structural Deficit 
Workshop (V of VII) in January 2015, primarily resulting in reduction in 
Bus Operator Overtime as a result of moving Operations from Dubois to 
the new facility on River Street. 

o Budget reduction in Worker’s Comp Insurance. 

 

• Fleet Maintenance – decrease of -4.4% or ($405K) primarily due to anticipated 
budget efficiencies resulting from keeping Non-Personnel Expenses near or below 
FY14 Actuals with the exception of Telecommunications (WiFi costs).   

 

• Retired Employee Benefits – increase of 11.2% or $283K due to the increase in 
number of benefited retirees, as well as rising Medical Insurance Premiums.  

 

 

The Final FY16 Capital Budget totals $13,248,387.   

 
The Final FY16 Capital budget is a combination of ongoing and new capital projects. 
These capital projects are funded by a variety of sources.  Noteworthy capital project 
activity (> $100K) this fiscal year include: 

 

 Ongoing - Metrobase Project – Judy K. Souza Operations Facility – It is expected 
that this project will be completed in mid-FY16. Effective June 30, 2015, the 
Project Manager Position will become a reduction in workforce and will not be 
funded in FY16. There is not sufficient workload at a Project Manager level to 
sustain this position. Santa Cruz METRO currently contracts for Metrobase Phase 
II project and construction management and the CEO envisions that any future 
Santa Cruz METRO construction projects will include contracted project and 
construction management. The Metrobase Administrative Specialist is currently 
vacant and will also not be funded in FY16. Four Provisional VSW positions 
assigned to the Metrobase Project will also become a reduction in workforce 
upon completion of the Project.   

 Ongoing - Transit Security Projects – Cal-OES project funds have been added to 
the Judy K. Souza Operations Facility project and programmed for security 
measures.  Projects include an electronic security gate, security cameras, a radio 
tower and property line fencing to name a few. 18



FY16 & FY17 Final Budget Highlights (con’t) 

 Ongoing - Pacific Station Conceptual Design Project – It is anticipated that the 
conceptual design aspect of this project will end in early FY16 with the 
environmental process to follow. 

 Ongoing – Watsonville Transit Center Conceptual Design – Staff will be seeking 
final board approval on conceptual design in early FY16. 

 New – Finance Software Replacement – this provides for partial funding for new 
comprehensive financial software to replace existing antiquated software.   

 Ongoing – Upgrade L/CNG Fueling Facility - Project is currently funded in the 
FY15 Capital Budget but is not anticipated to be completed prior to fiscal year 
end. 

 Ongoing – Bus Stop Repairs / Improvements - provides funding for much needed 
repairs to bus stops throughout the system. 

 Ongoing – Paracruz Van Replacement – project funded with STIP (grant) funds 
to replace four (4) Paratransit vehicles. 

 New – Non-Revenue Vehicle Replacement – New Bus and Bus Facilities FTA 
Section 5339 Program funds (replaces the FTA Section 5309 Bus and Bus 
Facilities Program) that will be used to purchase seven (7) non-revenue vehicles.       

 New – Placeholder for Remainder of the FTA 5339 Funds - Staff is finalizing the 
comprehensive list of projects to be funded with the remainder of the combined 
FY14 and FY15 FTA 5339 allocations. 

 
The two-year FY16 Revised and FY17 Final line item Operating Budgets total $49,594,699 and 
$51,427,144, respectively. The budgets, as presented, are balanced budgets with the use of funds 
from the Operating / Capital Reserves account.  However, the FY16 Revised and FY17 Final 
Operating Budgets are not structurally balanced budgets.  This means that recurring expenses 
exceed recurring revenues.    
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OFFICE OF THE GENERAL MANAGER 
ADMINISTRATION DEPARTMENT OBJECTIVES 

1100 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Administration Department/Office of the CEO/General Manager is responsible for overseeing 
and leading all administrative functions and the operations and maintenance activities of Santa Cruz 
METRO (excluding the Legal Department).  This includes the carrying out of policy as directed by 
the Board; the delivery of efficient and effective fixed-route, commuter and paratransit services; fleet 
and facilities maintenance; safety and security; procurement; information technology; marketing, 
communications and customer relations; application for and administering of grants; finance; 
governmental affairs activities; maintaining official Santa Cruz METRO records; planning; 
managing capital projects; service scheduling and service changes; and coordinating and 
collaborating with local, state, and federal agencies regarding public transportation and funding. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17  

ADMINISTRATIVE 
• Key goals and objectives in the CEO’s professional leadership philosophy, values, style and

the working environment the CEO strives to create, include:
o Lead by example
o Good character, high ethics, values and integrity
o Respect
o Professionalism
o An appreciation for diversity
o Our employees are valued
o Passion for transit and mobility
o “can-do” attitude
o An overall positive place to work
o No silos
o Foster an environment of teamwork and cross-functional working relationships
o Collaboration
o Respect and appreciation for diverse perspectives including healthy debate, respectful

dissenting opinions and the “Devil’s Advocates”
o Succession planning
o Mentoring, coaching and growing leaders from within
o Professional development and training
o Ownership and accountability
o Innovation
o Continuous improvement
o Good interpersonal communications
o Empowerment
o A high degree of esprit de corps
o Work/home balance
o Good morale
o Strive for excellence
o Humor

• Ensure full compliance with all Federal Transit Administration (FTA) and state regulations.
• Maintain the file retention system for Santa Cruz METRO’s official records.
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Administration Department (con’t) 

• Provide information and staff support for the Santa Cruz Civic Improvement Corporation
(SCCIC).

• Work closely with the Board, stakeholders and the public to identify options that will resolve
the current budgetary structural deficit.

• Continue to achieve timely and accurate preparation, delivery and posting of Board agenda
packets and minutes.

• Provide information and staff support for the Metro Advisory Committee (MAC).
• Maintain compliance with FTA Civil Rights, Title VI, Equal Employment Opportunity

(EEO) programs and Disadvantaged Business Enterprise (DBE) regulations and submit
periodic updates to required plans.

• Ensure that Santa Cruz METRO is highly responsive to FTA Triennial Reviews and all
outside audits and annual audits.

• Continued collaboration with Santa Cruz County Regional Transportation Commission
(SCCRTC) and Elderly & Disabled Transit Advisory Committee.

PROCUREMENT 
• Ensure that all procurements are compliant with state and federal regulations.
• Work to create a procurement environment that achieves quality competitive bid responses.
• Ensure that federal Buy America requirements are met.
• Establish outreach programs that will potentially result in an increase of DBE certified

respondents and local business/manufacturing respondents to procurements.

OPERATIONS, FLEET MAINTENANCE & FACILITIES MAINTENANCE 
• Continue to review ParaCruz Operating Facility alternatives.
• Strive to maintain ParaCruz denied rides at zero.
• Pursue funding sources for replacing paratransit vehicles.
• Pursue funding sources for replacing of Fixed Route Vehicles.
• Consider procuring new electric propelled buses.
• Initiate the development of Key Performance Indicators (KPIs) and other system

management tools such as scorecards and dashboards and begin measuring the Agency
against identified peer transit properties.

• Continuously improve to reduce the number of bus road-calls.
• Maintain 100% Preventative Maintenance Program.
• Continuously improve to reduce the daily average number of buses on the “dead list.”
• Revise and establish new and improved processes, procedures and resource management.
• Achieve an annual “Satisfactory” CHP terminal inspection.
• Deliver safe transit trips.
• Achieve 100% on-time pull-out.
• Seek to achieve 95+% on-time performance for fixed-route, commuter and ParaCruz service

delivery.
• Grow ridership.
• Continuously improve to reduce customer complaints.
• Maintain all facilities to a high standard.
• Frequently clean bus stops.
• Maintain the LCNG facility to achieve 100% performance.
• Regularly clean buses to a standard that reflects pride in the agency.
• Repaint buses with faded paint.
• Establish a bus mid-life capital program.
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Administration Department (con’t) 

CONSTRUCTION 
• Oversee the completion of the Judy K. Souza Operations Facility and achieve project

closeout prior to December 31, 2015.
• Continue to review options for renovation or replacement of Pacific Station.
• Continue to review options for the renovation or replacement of the Watsonville Transit

Center.

INFORMATION TECHNOLOGY 
• Develop an IT strategic plan to move away from legacy stand-alone systems that do not

interface with enterprise resource planning type systems and work towards an IT open
platform structure that will interface with a data warehouse.

• Develop policies leading to IT hardware standardization.
• All IT related purchases must be prioritized and approved by the executive IT review

committee.

SERVICE DELIVERY, COMMUNICATION, CUSTOMER SERVICE & MARKETING 
• Ensure a customer-centric focus in the organization.
• Grow the Santa Cruz METRO internet web site to be a power resource for customers.
• Implement short-term high value/low cost maintenance and aesthetic improvements to

Pacific Station.
• Implement short-term high value/low cost maintenance and aesthetic improvements to

the Watsonville Transit Center.
• Coordinate and collaborate with other agencies and stakeholders to advocate for the

continued improvement of public transit in Santa Cruz County.
• Work to identify funding sources for essential technology improvements such as improved

farebox utilization, data collection and functionality; automated vehicle tracking, Next Bus
type concepts; Smart Phone applications; improved methods of accounting for on-time
performance; and automatic passenger counters.

• Ensure that customers have options to communicate their concerns and that the agency’s
responses to such concerns are timely and responsive.

• Develop and grow the relationship and collaboration with UCSC towards growth in ridership
at financially sustainable service levels along with the migration of UCSC administrators and
students to the Smart Card technology.

• Evaluate Highway 17 commuter bus service enhancements including over the road coaches.
• Complete the San Lorenzo Valley ticket vending machine installation to serve San Lorenzo

Valley (SLV) High School and the surrounding community and investigate providing Smart
Cards to the students who board Santa Cruz METRO buses at the SLV High School stop.

• Initiate marketing strategies that will decrease onboard cash payments and begin to increase
the number of customers using the Smart Card.

• Initiate marketing strategies that will grow ridership.
• Continued route improvements.
• Initiate a Santa Cruz METRO branding review.
• Work to fund the Board approved marketing manager position.
• Grow advertising revenue.
• Work to create a regular customer survey to better understand customer perceptions of

Santa Cruz METRO’s on-time performance and the system.
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Administration Department (con’t) 

• In an environment of continuous improvement, always strive to improve on-time
performance and bus cleanliness.

• Ensure Americans with Disability Act (ADA) compliance.

GRANTS, PLANNING, SCHEDULING & GOVERNMETNAL AFFAIRS 
• Complete the systemwide service restructuring process.
• Complete a comprehensive fare restructuring review.
• Continue route improvements.
• Aggressively seek and administer federal, state, and local grant funds to support the

continued operating and capital needs of Santa Cruz METRO.
• Participate in the California Association of Community Transit (CALACT).
• Participate in key committees of the American Public Transportation Association (APTA).
• Participate in key committees of the California Transit Association (CTA).
• Monitor federal legislation and participate where applicable to achieve a long-term federal

funding authorization bill with growth.
• Monitor state legislative activities and advocate for flexibility in the use of State Transit

Assistance (STA) for capital and operating; growth in Transportation Development Act
(TDA) funds; and growth and flexibility in use for various Cap & Trade programs.

• Work with local state legislators to introduce a new bill in FY16/17 that attempts to replicate
the now expired PTMISEA capital bond bill.

• Identify funding sources for the replacement of the aging bus fleet and advocate at the federal
level for the return of the bus and bus facilities discretionary program or an equivalent
funding source for bus and bus facilities.

• Work to identify funding sources with which to procure replacement paratransit vehicles.
• Identify funding sources to address the backlog of state of good repair capital projects, now

projected to be $200 million over the next ten years.
• Collaborate with and communicate to the Santa Cruz County Regional Transportation

Commission (SCCRTC), the capital and operating financial resource needs that are required
to sustain and grow fixed-route, commuter bus and paratransit services.

• Work collaboratively with the Association of Monterey Bay Area Governments (AMBAG)
to participate in regional planning documents that will address AB 32 goals and SB 375
Sustainable Communities Strategy (SCS) requirements.

• Initiate for Board consideration the development of various policies identified in the Short
Range Transit Plan.

• Advocate for the Department of Labor to sign-off on federal grant reimbursements, allowing
the funds to continue to flow while the Public Employees’ Pension Reform Act of 2013
(PEPRA) 13-C issues are resolved.

• Work with the SCCRTC to support Santa Cruz METRO’s inclusion in a 2016 Santa Cruz
County sales tax initiative and at the appropriate allocation level to support Santa Cruz
METRO’s funding needs, possibly focused on paratransit.

• Support transit friendly legislation
• Support increasing the federal funding of the Small Transit Intensive Cities (STIC) program

at 3%; the continuation of funding for the fuel tax credit; and extend Qualified Transportation
Fringe Benefits (Section 132(f) of the Internal Revenue Code) program to an amount equal to
or greater than the parking benefit program (now $130/mo transit & $250/mo parking)

• Initiate non-farebox revenue strategies to grow revenues from bus, transit center and website
advertising.
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Administration Department (con’t) 

SAFETY & SECURITY 
• Foster a “Safety’s First” culture.
• Strive to ensure a safe work environment.
• Monitor the transit system and provide training to ensure a safe ride for our customers and

operators.
• Complete quarterly safety walk-throughs of all facilities.
• Continually improve the safety culture of the agency to reduce workplace injuries, OSHA

reportables and bus accidents.
• Strive for high ratings in survey results representing customer perceptions of safety and

security on the Santa Cruz METRO system.
• Develop workplace emergency evacuation procedures and drills.
• Develop public safety campaigns.
• Revise Santa Cruz METRO’s System Safety Program Plan (SSPP).
• Revise Santa Cruz METRO’s Disaster and Emergency Preparedness Plan (DEPP).
• Continue outreach to local law enforcement to resolve transit-related crime issues.
• Continue collaboration with the Office of Emergency Services for Disaster Preparedness.

HUMAN RESOURCES 
• Provide excellent customer service for internal and external customers.
• Act as a resource for managers regarding personnel issues.
• Work collaboratively with the unions towards common goals.
• Recruit and retain an excellent work force.
• Ensure compliance with Equal Employment Opportunity regulations.
• Assist employees with enrollment and questions related to Benefits.
• Maintain confidential personnel records.
• Administer and comply with Federal drug and alcohol testing regulations.
• Provide support and assistance by coordinating Employee Assistance Programs.
• Assist as needed in resolving complaints as they relate to union contract, policies and

procedures, state and federal regulations.
• Administer worker’s compensation program.
• Sourcing and providing external and in-house training.
• Providing a timely recruitment process.
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FINANCE DEPARTMENT OBJECTIVES 
1200 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Finance Department is responsible for:  
o General Ledger
o Accounts Payable
o Accounts Receivable
o Grant Accounting
o Payroll
o Fixed Asset Accounting
o Audit
o Financial Forecasting / Budgeting
o Financial and Regulatory Reporting
o Tax Filings (Monthly, Quarterly, and Annual)
o Revenue Collection Reconciliation
o Advertising
o Obtaining Actuarial Valuation Reports as required
o Treasury (Banking and Cash)

The Finance Department also: 
o Develops and monitors annual operating and capital budgets
o Develops and updates short-range and long-range financial plans
o Purchases and maintains property and liability insurance
o Manages Santa Cruz Civic Improvement Corporation (SCCIC) financials and related

activities
o Disseminates a wide variety of information to other departments and the public
o Conducts annual physical inventory counts

DEPARTMENT OBJECTIVES for FY16 & FY17 

• Continue to assist the CEO / General Manager and Board of Directors with the operating
and capital budget process, long-term budgetary planning, development of five-year
revenue and expense projections, and creation of the unfunded Capital needs list

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

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

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

• Maintain accurate, timely and efficient reporting of business and payroll transactions

47



Finance Department (con’t) 
 

• Work towards establishing a funding policy pertaining to Santa Cruz METRO’s 
Governmental Accounting Standard’s Board (GASB) 45 - Other Post Employment 
Benefits (OPEB) liability 
 
 

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

• Cross-train department staff to provide assistance, back-up coverage and enhanced 
customer service in all daily operations 
 

• Continue to promote individual training and education within the department 
 

• Provide the tools and time for the staff to improve overall efficiency through automation, 
education and a more user-friendly computer environment 
 

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

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

• Ensure that effective control and accountability is maintained for all capital assets, and 
that resources are properly safeguarded and used solely for authorized purposes.   
 

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

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

procedures 
 

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

 
• Maintain California Transit Insurance Pool (CalTIP) Board position and adhere to 

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

 
• Continue to network and outreach with our community partners 

 

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

• Review department activities and processes on an ongoing basis—seeking to maximize 
organizational effectiveness, including cash and payroll controls 
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CUSTOMER SERVICE DEPARTMENT OBJECTIVES 
1300 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Customer Service Department located in the downtown Santa Cruz Metro Pacific Station 
Transit Center provides bi-lingual bus route information, trip-planning assistance, lost and found 
services, ticket and pass sales to Santa Cruz METRO Fixed Route and ParaCruz customers.  
Customer Service is also responsible for marketing and outreach to the community on Santa Cruz 
Metro services.  Customer Service coordinates with other departments in the creation of Santa 
Cruz METRO’s Headways publication, informational updates on Santa Cruz METRO’s service 
webpage and responds to customer comments and concerns regarding Santa Cruz METRO 
Service.     

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Increase Public Outreach promoting Santa Cruz METRO’s new services and various fare
media options

• Complete transition of Paratransit Reservationist to Customer Service allowing for the
expansion of the Customer Service group to provide enhanced service availability

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

• Update Customer Service Department Procedures Manual.

• Update Customer Service  job descriptions and duties

• Expand Customer Service call center to include Fixed Route and Paratransit information
and reservation functions.

• Install a telephone monitoring system for recording all incoming/outgoing calls.

• Improve Customer Service Reporting processes to better respond to service concerns,
suggestions, requests, and compliments, by respective departments.

• Improve and increase use of visual graphic media in the promotion of Santa Cruz
METRO services.

• Provide Customer Service presentations on the various services provided to new-hires
and existing Operators.

• Improve efficiency of Customer Service Representatives in responding to inquiries and
complaints by accessing available electronic information.

• Expand Customer Service Participation in Santa Cruz METRO committees.
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• Improve process relating to Lost and Found, update written Lost and Found procedures
for unclaimed articles.

• Provide internal/external Customer Service refresher training for all Representatives.

• Increase participation in local events in order to promote Santa Cruz METRO services.

Customer Service (con't) 
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HUMAN RESOURCES DEPARTMENT OBJECTIVES 
1400 

MAJOR FUNCTIONS OF THE DEPARTMENT 

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

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Coordinate and insure compliance of Santa Cruz METRO’s FTA mandated drug and
alcohol testing program, workers compensation plan and other state and federally
mandated requirements.

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

• Train Santa Cruz METRO employees as needed on Santa Cruz METRO policies and
procedures.

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

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

• Work collaboratively with the union(s) to complete negotiations.

• Complete recruitments for open positions and review recruitment processes.

• Continue to perform outreach to the community as part of the recruitment process to help
with the areas of underutilization as determined by Santa Cruz METRO’s EEO Plan

• Train new HR Generalist

• Create and update departmental procedures

• Ongoing review of compliance issues regarding the Affordability Health Care Act and
the Public Employees Pension Reform Act (PEPRA)

• Implementation of updated HRIS system.
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INFORMATION TECHNOLOGY DEPARTMENT OBJECTIVES 
1500 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The IT Department is responsible for Santa Cruz METRO’s Information Systems needs 
including equipment and software maintenance, phone systems, automated bus announcement 
systems, Santa Cruz METRO web site, as well as end-user technical support.  IT personnel 
support multiple databases used by all departments.  Santa Cruz METRO data is backed up 
on-site for quick recovery and off-site for emergency reconstruction.  Santa Cruz METRO’s 
computer needs are continually being evaluated with plans of being developed and implemented 
to improve employee efficiency through computing at the lowest long-term cost. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Continue website enhancement, platform update, and ADA usability design changes,
responsive web design template, public and admin features (ongoing)

• Hastus report development and minor customizations as needed

• Evaluate comparable systems to Hastus for cost benefit analysis

• Migrate from legacy Contracts management database to Smartsheet based system

• Work towards an AVL / APC system acquisition

• Work towards Data Warehouse/ERP solution for advanced reporting and business analytics

• Upgrade existing Microsoft SQL databases to current versions

• Upgrade application environment to currently supported version of Microsoft Windows

• Upgrade internet and site to site connections to meet emerging bandwidth needs

• Upgrade ageing user workstations

• Integrate 1200 Ops network infrastructure into the existing environment

• Data, Data, Data!
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PLANNING, GRANTS AND GOVERNMENTAL AFFAIRS DEPARTMENT 
1600 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Planning, Grants and Governmental Affairs Department is responsible for: 
Monitoring and advocating for state and federal legislation which impacts Santa Cruz 
METRO; Participating in CTA and APTA legislative programs; 
Seeking and applying for grants to support Santa Cruz METRO operating and capital 
needs; Administering grant contracts from award through closeout; 
Monitoring grant-funded projects; 
Ensuring compliance with federal and state grant program requirements; 
Developing capital and operating projects; 
Administering contracts for delegated projects; 
Performing short- and long-range service planning; 
Maintaining and updating the Short Range Transit Plan; 
Developing routes to improve service delivery; 
Developing run-cuts and operator work bids; 
Coordinating service changes with Operations and operators’ union leadership; 
Monitoring and reporting service performance; 
Representing Santa Cruz METRO at local and regional transportation planning 
agencies; and Providing legislative, grants, planning and operating information to 
internal and external clients. 
  Complying with National Transit Database requirements for data collection and 

reporting. 

The Planning, Grants and Governmental Affairs Department also: 
Manages the bus stop improvement program; 
Operates GIS to perform spatial analysis and produce maps; 
Leads and administers the federal Triennial Review; 
Assists the Finance Department with annual and special audits; 
Reports DBE goals and attainment to Caltrans and the FTA; 
Manages data collection and submits reporting quarterly 
Maintains the unfunded and programmed capital projects inventory; 
Develops project scopes, schedules and budgets; 
Manages special projects. 
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DEPARTMENT OBJECTIVES FOR FY16 & FY17 

 Restructure the Planning, Grants and Governmental Affairs Department to better support 
Santa Cruz METRO’s mission. 

 Monitor federal legislation to achieve a new multi-year authorization bill including major 
revisions to the federal bus capital funding program. 

 Advocate for new and increased state funding for public transit operations and 
infrastructure. 

 Continue to communicate to SCCRTC, local and regional agencies the financial 
resources that are necessary to sustain fixed-route and paratransit services. 

 Work collaboratively with AMBAG to advocate for the use of Cap and Trade Auction 
receipts to provide transit service improvements. 

 Aggressively seek and apply for federal, state and local grants. 

 Identify funding source(s) to replace the remaining 29 diesel buses. 

 Seek funding for on-board AVL/GPS. 

 Seek funds for electric propulsion through participation in the US Bus Consortium. 

 Evaluate design options and identify funds to renovate/reconstruct Pacific Station. 

  Evaluate design options and identify funds to renovate/reconstruct the 

            Watsonville Transit Center.  

 Identify funds to build a ParaCruz facility at MetroBase. 

 Conduct a system-wide service restructuring to maximize service productivity within the 
available operating revenue. 

 Upgrade fare and service agreements for public transit for University of California Santa 
Cruz and Cabrillo College. 

 Evaluate the fixed-route fare structure and make recommendations. 

  Produce a bus stop improvement guide. 

 Develop service planning policies including goals and performance standards. 

        Produce schedules and run cut scenarios to implement service restructuring. 

 Continue timely preparation of route schedules, run-cuts and operators’ bid packages for 
each service change. 

Continue timely preparation and reporting on service performance. 
 

Planning, Grants and Governmental Affairs (con't)
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DISTRICT COUNSEL DEPARTMENT OBJECTIVES 
1700 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Legal Department under the direction of the General Counsel performs the following major 
activities and services: 

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

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

• Directs the defense of all tort litigation filed against Santa Cruz METRO,
including retaining outside counsel, experts and other consultants necessary for
the same;

• Provides direction for Policy/Procedures creation, implementation and enforcement;

• Oversees the Security and Risk Department;

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

• Provides the coordination and response to all public record requests, and

• Oversees Santa Cruz METRO’s contract requirements and approves the same
and provides advice related to project management, contract administration and
resolution of contract claims/disputes and protests.

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Work with the CEO/General Manager to develop a program for project management
and contract administration..

• Review, create and update all Santa Cruz METRO regulations and separate
Administrative Code subject matter from procedures adopted by the CEO/General
Manager.

• Provide ongoing trainings for  supervisory and management staff in leave laws,
ADA, employee evaluations, privacy and other areas of the law effecting Santa
Cruz METRO policies and procedures.

• Provide advice to the Safety, Security and Risk Manager, and the CEO/General
Manager on new programs and enforcement efforts related to transit facilities.

• Assist the CEO/General Manager in the creation of a new department to handle the
Planning/Grants/Scheduling functions at Santa Cruz METRO.
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RISK MANAGEMENT DEPARTMENT OBJECTIVES 
1800 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Risk Management Department identifies risks, measures the potential impact of 
risks, analyzes alternative strategies for managing the risks, selects the best alternatives 
and monitors progress in reducing risks and losses.  The Risk Management Department is 
responsible for the development and implementation of safety policies and procedures 
designed to meet required State and Federal Occupational Safety and Health 
Administration (OSHA) standards and transportation best practices, including mandated 
training.  The Risk Management Department also oversees Santa Cruz METRO’s transit 
system security by organizing, directing and coordinating Santa Cruz METRO’s 
contracted security services, enforcement of Santa Cruz METRO rules and regulations at 
Santa Cruz METRO facilities and fleet, conducting system risk assessments and 
coordinating emergency response protocols.  

The major functions of the Risk Management Department are: 

• Protecting employees, equipment and facilities and passengers by examining and
preventing employee injuries, vehicle damage, property damage and passenger
liability.

• Investigating, managing and administering Santa Cruz METRO’s tort claims and
providing a defense for tort litigation.

• Prepares and files restraining orders.

• Overseeing the transit system’s security functions.

• Developing and implementing Santa Cruz METRO’s safety policies and procedures.

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Develop workplace emergency evacuation procedures.

• Develop workplace and transit center emergency evacuation drills using a variety
of scenarios.

• Develop program for the implementation and management of citations.

• Develop public safety campaigns.
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Risk Management (Cont’d) 

• Revise Santa Cruz METRO’s key and access cards policy and procedures.  
 

• Revise Santa Cruz METRO’s System Safety Program Plan (SSPP). 
 

•  Revise Santa Cruz METRO’s Disaster and Emergency Preparedness Plan 
(DEPP). 
 

• Work with Santa Cruz METRO staff and outside agencies to develop new 
security programs.  

 
• Continue to provide staff with training on risk management, safety and security 

issues as requested. 
 

• Continue to coordinate training programs with Security personnel specific to meet 
Santa Cruz METRO’s needs.  
 

• Continue outreach to local law enforcement in attempting to resolve mutual 
issues.  

• Maintain membership in Santa Cruz county’s Emergency Management Council to 
continue training and relationships with providing local police, fire and 
emergency medical response agencies.  
 

• Hire and train a Safety Specialist.  
 

• Continue successful administration of Risk Management program. 
 

• Continue development and administration of safety programs. 
 

• Evaluate existing policies, programs, and procedures to ensure that security 
activities are in accordance with Santa Cruz METRO goals. 
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PURCHASING DEPARTMENT OBJECTIVES 
1900 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Purchasing Department is responsible for all purchasing activities of Santa Cruz METRO and 
ensuring that such materials and services are obtained in an effective manner and in compliance with 
the provisions of all applicable federal, state, and local laws and regulations.  This includes the 
procurement of supplies, equipment, services and construction; obtaining spending approval from the 
Board of the Directors; the establishment of contracts and vendor relations; managing Maintenance 
Department parts and materials inventory and issuing activities; annual planning of agency 
procurement needs; training staff with procurement responsibilities in proper procedures; and 
coordinating all related administrative processes with requesting departments and Finance department. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

Procurement: 

•
Instill public confidence in the procurement process of Santa Cruz METRO and the spending
of public funds.

•
Provide oversight to maintain a procurement system of quality and integrity with checks and
balances.

• Monitor applicable federal, state, and local legislation activities to ensure Santa Cruz
METRO’s policies and procedures are in compliance.

• Continue to achieve timely processing of all procurement requests.

• Ensure Santa Cruz METRO obtains beneficial pricing from qualified vendors on all products
and services.

• Ensure fair and equitable treatment for all vendors who seek to do business with Santa Cruz
METRO.

• Ensure nondiscrimination in the award and administration of contracts, with particular
emphasis toward Disadvantaged Business Enterprises and Small Businesses.

• Continue to maintain accurate purchase order and contract files.

• Assist departments in planning activities for the fiscal year and upcoming procurements.

111



Purchasing Department (con’t) 

• Participate in joint procurements with other government agencies to obtain more advantageous 
pricing. 

 
• Continue training department staff through National Transit Institute courses and other 

government procurement-related offerings. 
 

• Provide ongoing procurement training for Santa Cruz METRO employees. 
 

• Develop and implement Contract Administration training program. 
 

• Identify professional development opportunities for department staff. 
 

• Continue to refine boilerplate language for formal procurements and create new templates for 
more specifically tailored types of procurement and contracts. 
 

• Develop and implement outreach program for “How to do business with Santa Cruz METRO.” 
 

• Revise the Procurement Manual to incorporate administrative updates since last revision of 
May 2, 2014. 
 

• Continue bi-weekly staff meetings to ensure department staff is aware of Santa Cruz METRO 
business and has an opportunity to discuss this or other important issues. 
 

Parts Room/Inventory: 
 

• Foster a positive and collaborative working relationship between Purchasing/Parts and 
Maintenance. 

• Continue to work with Fleet Maintenance to reduce inventory value. 
 

• Continue to develop and monitor Warranty Program to recoup costs on parts that fail under 
warranty. 
 

• Continue to develop new vendor relationships and work with current vendors to obtain the 
most advantageous parts and materials pricing. 
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FACILITIES MAINTENANCE DEPARTMENT OBJECTIVES  
2200 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Facilities Maintenance Department provides 24-hour support to Operations and Fleet 
Maintenance, as well as all other departments as needed.  The Facilities Maintenance 
Department maintains seven (7) transit facilities, three (3) transit centers, one (1) park 
and ride lot, and over 1,000 bus stops. 

Working with City, County and State Agencies; the Facilities Maintenance Department is 
constantly improving, adapting and establishing Santa Cruz METRO bus stops and 
facilities. The Facilities Maintenance Department also works with community based 
groups such as E&D TAC and MAC, as well as private property owners, to continually 
improve and maintain Santa Cruz Metro’s facilities. 

The Santa Cruz Facilities Maintenance staff develops/implements/administers the many 
Local, State and Federal regulatory compliance programs such as the storm water and 
hazardous materials programs required to operate a transit agency. 

The Facilities Maintenance Department participates in the Leasing and Property 
Committee, the Quality of Work Committee, the Labor Management Committee, the 
Health and Safety/Occupational Violence Review Committee, and Injury Prevention 
Program. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Continue working with the Planning Department to standardize bus stop amenities
and develop criteria for upgrading bus stops at all locations throughout Santa Cruz
County.

• Manage capital improvement projects to improve and enhance Santa Cruz
METRO capacities and capabilities.

• Maintain all Santa Cruz METRO facilities including upgrades, to ensure
compliance with all applicable regulations, and to provide a safe and comfortable
environment for both Santa Cruz METRO employees and customers.

• Enhance bus stop preventive maintenance program including graffiti removal,
pressure washing of bus stops, and other activities to offer passengers waiting at
Santa Cruz METRO bus stops, a pleasant experience.

• Prepare to take on facilities maintenance functions for the new Judy K Sousa
Operations Building and closing out the temporary Operational Facilities at 165
Dubois.
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PARACRUZ DEPARTMENT OBJECTIVES 
3100 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The ParaCruz Department is responsible for coordinating and providing safe, efficient, reliable, 
and courteous complimentary shared ride Paratransit service offered to qualifying Older Adults, 
and Persons with Disabilities in Santa Cruz County.  ParaCruz will provide door-to-door service 
within three quarters of a mile of any Santa Cruz METRO bus service route.  This service is also 
extended to those persons qualified to ride Paratransit visiting from other areas.   

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Migrate communications from Cellular Technology to newly installed Digital 2-way
Radio system.

• Obtain stakeholder input, and revise ParaCruz Policy & Procedures.

• Revise the ParaCruz Customer Guide to reflect Board approved changes to service
delivery and fare increases.

• Perform ongoing outreach to ParaCruz client base clarifying changes to service provided
and new fare structure.

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

• Development and certification of staff to respond to emergency situations through
certification in Standard Emergency Management System (SEMS),  National Incident
Management System (NIMS) and Incident Command System (ICS)  training.

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

• Continue scheduled replacement of Paratransit Cutaway Vehicles.

• Engage Office of Emergency Services for additional training and Table-top exercises for
emergency situations.

• Enhance ParaCruz Operator performance by providing yearly Vehicle Transit Training.
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OPERATIONS DEPARTMENT OBJECTIVES 
3200 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Operations Department coordinates and administers activities related to Santa Cruz 
METRO’s fixed route bus service. It provides supervisory, training; scheduling and 
Administrative support required in meeting Federal, State, Local, and Santa Cruz METRO 
organizational requirement for the delivery of bus service in Santa Cruz County, and in 
conjunction with other transit jurisdictions.  

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• Successfully transition Operations from the Dubois Facility to the newly built
Judy K. Souza building

• Complete installation of Land Mobile Radio system and transition from analog to
digital capacity.

• Implement expanded review of Operator performance monitoring to ensure quality
service is being provided to the community in compliance with SSPP

• Implement processes necessary to achieve stakeholder input, and complete revision of the
Operator Handbooks for Fixed-Route personnel.

• Complete staffing appointments for critical positions such Supervision, Assistant
Superintendent and Assistant Safety and Training Coordinator.

• Provide developmental training for new and experienced Supervisors in various areas
critical to Effective Transit Supervision; Accident Investigation Conflict Resolution,
Employee Performance Monitoring and Evaluation, and Vehicle Transit Training.

• Development and certification of supervisory staff to respond to emergency situations
through training and certification in Standard Emergency Management System
(SEMS),National Incident Management System (NIMS) and Incident Command System
(ICS) training.

• Cross train Fixed Route Operators on ParaCruz vehicles to provide additional certified
Operators in case of emergency deployment.

• Continue outreach in providing local police, fire and emergency medical response
agencies with CNG equipment and building information and training to better familiarize
response criteria, and in dealing with possible emergency crisis situations.

• Establish communication and interaction with Office of Emergency Services to include 
Santa Cruz METRO Supervisory staff in exercises with those agencies responding to an 
emergency. Provide contact information that will assist in improving service 
deployment during an emergency.
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      Operations Department (con’t) 

• Review and upgrade various job descriptions to reflect changes in responsibilities and 
duties consistent with current agency needs.

• Improve Operator recognition for commendable performance

• Increase training in various skill sets for Office Administrative staff and implement cross
training of various critical function areas.
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BUS OPERATORS DEPARTMENT OBJECTIVES 
3300 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The Bus Operators department is responsible for providing safe, efficient, reliable, and 
courteous transit service to the residents and visitors of Santa Cruz County. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

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

• Extend Verification of Transit Training for yearly re-certification of existing
Operators to include curriculum tailored to address trends identified.

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

• Continued refinements in Operator Line Instructor program to ensure qualified
instructors are trained to empirically evaluate new hire performance and provide
proper critique and guidance to new-hires..

• Increase Operator representation in Customer Service role during presentations
and community familiarization outreach of Santa Cruz METRO services.

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

• Enhance appearance professional disposition in employees through clarification
and enforcement of bus operator uniform standards.

• Increase Operator participation in community outreach and events representing 
Santa Cruz METRO.
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FLEET MAINTENANCE DEPARTMENT OBJECTIVES 
4100 

MAJOR FUNCTIONS OF THE DEPARTMENT 

The major function of the Fleet Maintenance Department is to provide support to the 
Operations Department by providing buses, staff vehicles and equipment that are safe, 
reliable, and clean. This is accomplished in support of transit service to the public 
through the optimum use of all resources available to the Department. 

DEPARTMENT OBJECTIVES FOR FY16 & FY17 

• In the next fiscal year, the Fleet Maintenance Department will continue to put
safety first. Safety program enhancements and practices already in place will be
monitored and continued improvements implemented as necessary. These safety
practices will include items such as “Lock Out/Tag Out”, Personal Protective
Equipment (PPE) policy, Work Zones where PPE is to be worn and continued
training in safe work practices. Refresher safety programs will be developed with
the input of all Fleet Maintenance personnel including mechanics, lead
mechanics, and supervisors.

• The Fleet Maintenance Department is instituting an enhanced fully compliant
vehicle maintenance inspection, repair and quality control program. These new
programs include implementing more accurate tracking, maintenance scheduling
and Key Performance Indicator reporting to improve fleet reliability and quality.

• The Fleet Maintenance Department will rearrange its staffing schedule to enable
more repairs to be completed during the times when bus service is reduced or not
scheduled, increasing the number of buses available for service.

• The Fleet Maintenance Department will continue its training program for all
employees of the department. This training will be both technical and
administrative. The technical training will enhance staff’s ability to repair Santa
Cruz METRO equipment with efficiency, accuracy, and lower costs of repairs.
The administrative training will provide a career ladder for those employees
wishing to advance to higher positions. This will provide Santa Cruz METRO
with a candidate succession pool for those who retire or otherwise vacate their
positions.

• Other priorities are: reducing the Bus Spare Ratio to 20 percent, implementation
of a Mid-Life Bus Overhaul Program and completing major engine repairs in-
house.
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V. ADDITIONAL INFORMATION

- Board Member Travel

- Employee Incentive Program 
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- THIS PAGE INTENTIONALLY LEFT BLANK - 



 
 
 

BOARD MEMBER TRAVEL 
 

FY16 
 
 
 

American Public Transportation Association (APTA) Meetings 
 
 
Legislative Conference 
March 2016 
Washington, DC 
Two Board Members 
 
Annual Conference 
October 2015 
San Francisco, CA 
Two Board Members 
 
 
California Transit Association (CTA) Meetings 
 
Annual Meeting 
November 2015 
Pasadena, CA 
One Board Member 
 
Legislative Conference 
Spring 2016 
One Board Member 
 
 
 
Additional Travel 
 
Meetings with legislators and government officials in Washington, D.C., San Francisco 
and Sacramento, as approved by the Chair of the Board. 
 
Expenses related to Board members meeting with CEO/General Manager and staff. 
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EMPLOYEE INCENTIVE PROGRAM 

EVENT/ACTIVITY # EMP RATE FY16 FY17 DEPT/ACCOUNT

District Service Awards 9,400$      9,400$      1100-509101

Employee Picnic & Holiday Party 10,000$    10,000$    1100-509101

Certificates of Appreciation 700$         700$         1100-509101

Safe Driver Pins and Certificates 200$         200$         3300-509101

Employee Incentive Program  -$             -$             1100-509101

Departmental Programs

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

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

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

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

Operations
Employee Recognition/Appreciation Events -$          -$             -$             3200-509101
and Shift Bid Refreshments

Fleet Maintenance
Employee Recognition/Appreciation Events -$          -$             -$             4100-509101
and Shift Bid Refreshments

TOTALS 20,300$    20,300$    

Customer Service (Metro Center)
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	MAJOR FUNCTIONS OF THE DEPARTMENT
	 In the next fiscal year, the Fleet Maintenance Department will continue to put safety first. Safety program enhancements and practices already in place will be monitored and continued improvements implemented as necessary. These safety practices wil...
	 The Fleet Maintenance Department is instituting an enhanced fully compliant vehicle maintenance inspection, repair and quality control program. These new programs include implementing more accurate tracking, maintenance scheduling and Key Performanc...
	 The Fleet Maintenance Department will rearrange its staffing schedule to enable more repairs to be completed during the times when bus service is reduced or not scheduled, increasing the number of buses available for service.
	 The Fleet Maintenance Department will continue its training program for all employees of the department. This training will be both technical and administrative. The technical training will enhance staff’s ability to repair Santa Cruz METRO equipmen...
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	MAJOR FUNCTIONS OF THE DEPARTMENT
	The Facilities Maintenance Department provides 24-hour support to Operations and Fleet Maintenance, as well as all other departments as needed.  The Facilities Maintenance Department maintains seven (7) transit facilities, three (3) transit centers, o...
	Working with City, County and State Agencies; the Facilities Maintenance Department is constantly improving, adapting and establishing Santa Cruz METRO bus stops and facilities. The Facilities Maintenance Department also works with community based gro...
	The Santa Cruz Facilities Maintenance staff develops/implements/administers the many Local, State and Federal regulatory compliance programs such as the storm water and hazardous materials programs required to operate a transit agency.
	The Facilities Maintenance Department participates in the Leasing and Property Committee, the Quality of Work Committee, the Labor Management Committee, the Health and Safety/Occupational Violence Review Committee, and Injury Prevention Program.
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