SunLine Transit Agency
June 25, 2025
10:50 a.m. — 11:25 a.m.

AGENDA

STRATEGIC PLANNING & OPERATIONAL COMMITTEE
Wellness Room
32-505 Harry Oliver Trail
Thousand Palms, CA 92276

*hkkkkkkhkkkhkhkk
NOTICE TO THE PUBLIC

SunLine has discontinued its COVID-19 Emergency Declaration and has returned its Board and
Board Committee meetings to live and in-person attendance at the location noted above. These
meetings are no longer available for viewing, attendance, or comment by two-way audiovisual
platform, two-way telephonic service, webcasting, or streaming video broadcast. SunLine may
prepare audio or video recordings of Board meetings. In accordance with the Brown Act and
California Public Records Act, these recordings are subject to public inspection for a period for
thirty (30) days after the meeting.

In compliance with the Brown Act, agenda materials distributed 72 business hours or less prior to
the meeting, which are public records relating to open session agenda items, will be available for
inspection by members of the public prior to or at the meeting at SunLine Transit Agency’s
Administration Building, 32505 Harry Oliver Trail, Thousand Palms, CA 92276 and on the
Agency'’s website, www.sunline.org.

In compliance with the Americans with Disabilities Act, Government Code Section 54954.2, and
the Federal Transit Administration Title VI, please contact the Clerk of the Board at (760) 343-
3456 if special assistance is needed to participate in a Board meeting, including accessibility and
translation services. Notification of at least 72 business hours prior to the meeting time will assist
staff in assuring reasonable arrangements can be made to provide assistance at the meeting.
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ITEM RECOMMENDATION

1. CALL TO ORDER

2. FLAG SALUTE

3. ROLL CALL

4. FINALIZATION OF AGENDA



SUNLINE TRANSIT AGENCY

STRATEGIC PLANNING & OPERATIONAL
COMMITTEE MEETING

JUNE 25, 2025

ITEM

5. PUBLIC COMMENTS
NON AGENDA ITEMS

PAGE 2

RECOMMENDATION

RECEIVE COMMENTS

Members of the public may address the Committee regarding any item within the subject
matter jurisdiction of the Committee; however, no action may be taken on off-agenda items
unless authorized. Comments shall be limited to matters not listed on the agenda. Members
of the public may comment on any matter listed on the agenda at the time that the Board
considers that matter. Comments may be limited to 3 minutes in length.

6. PRESENTATIONS

7. COMMITTEE MEMBER COMMENTS

8. ADOPTION OF FISCAL YEAR 2026-2028 SHORT
RANGE TRANSIT PLAN
(Staff: Paul Mattern, Chief Planning Officer)

9. ADOPTION OF FISCAL YEAR 2026 STRATEGIC PLAN
(Staff: Greg Wildman, Chief of Strategic Alignment)

10. ADJOURN

RECEIVE COMMENTS
APPROVE
(PAGE 3-119)

APPROVE
(PAGE 120-152)



ITEM 8

SunLine Transit Agency

DATE: June 25, 2025 ACTION
TO: Strategic Planning & Operational Committee
Board of Directors
FROM: Paul Mattern, Chief Planning Officer
RE: Adoption of Fiscal Year 2026-2028 Short Range Transit Plan

Recommendation

Recommend that the Board of Directors (Board) adopt the Fiscal Year (FY) 2026—2028
Short Range Transit Plan (SRTP), which outlines SunLine Transit Agency’s (SunLine)
strategic priorities, planned service adjustments, performance benchmarks, and capital
improvements over the next three fiscal years.

Background

The SRTP, developed annually, describes SunLine’s operating and capital plans and
funding sources for the upcoming three fiscal years. The SRTP is prepared according to
the Riverside County Transportation Commission (RCTC) requirements and guidelines,
the California Public Utilities Code, and California Transportation Development Act.

Key highlights from the attached FY26-28 SRTP include:

1) Implement fixed route services north of 1-10 in FY 26.

2) Conduct a Comprehensive Operational Analysis (COA) that will inform future
network changes to better serve our community.

3) Complete a microtransit service planning study.

4) Complete the public facing hydrogen station at Thousand Palms.

5) Complete the Architecture and Engineering (A&E) work for key projects including:
the Workforce Training Center, a new Maintenance facility, a new Facilities
Department building, and the SunLine micro-grid.

The service and capital plans recommended in the SRTP align with the FY26 budget,
which has been submitted separately to the Board for consideration.

Financial Impact

The operating and capital costs have been introduced in the FY26 budget.

Back to Top
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ITEM 8

Performance Goal

Goal 2: Highly Trusted Mobility Solutions — Strive to deliver highly accessible,
convenient and trusted mobility solutions that effectively meet the diverse needs of
Coachella Valley Citizens and improve their connectivity to daily life needs.

Goal 3: Organizational Health & Resiliency — Optimize SunLine’s fiscal and overall
organizational strength to allow for growth and to better withstand unexpected challenges
(e.g., COVID-19 financial impact).

In Collaboration with:
Luis Garcia, Chief Financial Officer
Edith Hernandez, Director of Board and Legislative Affairs

Approved/Reviewed by:
Mona Babauta, CEO/General Manager
Catherine J. Groves, General Counsel

Attachments:
. ltem 8a — FY26-28 SRTP Presentation
. Iltem 8b — FY26-28 SRTP

Back to Top
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ITEM 8
ATTACHMENT A

FY 26-28 Short Range Transit Plan (SRTP)

Presented by: Paul Mattern, Chief Planning Officer
June 25, 2025

Back to Top
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Fiscal years 2026 to 2028
Riverside County
Transportation Commission
(RCTC), California Public
Utilities Code and California
Transportation
Development Act

Must accompany a
balanced budget

RCTC Board approval of

Countywide SRTP
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* Public Facing Hydrogen Station

 A&E for Workforce Training Center

 A&E for Maintenance Facility
Building

o A&E for a Facilities Building

e A&E for a micro-grid
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» Strengthen relationships with peer
PIOs to promote the SunlLine
brand.

* |ncrease social media activity to
connect with, promote, and
interact with community
members.

* Participate in community events
such as parades or community
awareness events.
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e Ten (10) or more
boardings per day
warrant a shelter.

e Ten (10) current stops
meet threshold but lack
shelters.
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TRANSIT AGENEY

BOARD OF DIRECTORS

SunLine Transit Agency (STA) was formed as a Joint Powers Authority (JPA) on July 1, 1977,
through an agreement between Riverside County and the cities of Coachella, Desert Hot Springs,
Indio, Palm Desert, and Palm Springs. The JPA was later expanded to include Cathedral City,
Indian Wells, La Quinta, and Rancho Mirage. SunLine is governed by a Board of Directors,
consisting of one elected official from each member city and one Riverside County supervisor.
STA’s Governing Board is responsible for overseeing the agency’s policies, budget, and strategic

direction.

CATHEDRAL CITY
COACHELLA

DESERT HOT SPRINGS
INDIAN WELLS

INDIO

LA QUINTA

PALM DESERT

PALM SPRINGS
RANCHO MIRAGE
RIVERSIDE COUNTY

Nancy Ross, Chair
Denise Delgado

Daniel Pitts

Bruce Whitman

Glenn Miller

John Pefia

Jan Harnik

Grace Garner

Lynn Mallotto, Vice-Chair
V. Manuel Perez
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Figure 1-1 Sunline Board of Directors
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ORGANIZATIONAL STRUCTURE

SunLine’s CEO/General Manager implements the Board of Directors’ policy direction and
provides strategic and operational leadership to the organization. The Executive Team supports
the CEO/General Manager by supporting and developing STA staff, overseeing day-to-day
business operations, and leading the implementation of Agency initiatives.

CHIEF EXECUTIVE OFFICER/GENERAL MANAGER Mona Babauta

CHIEF FINANCIAL OFFICER Luis Garcia
CHIEF SAFETY OFFICER Bryan Valenzuela
CHIEF OF HUMAN RELATIONS Tamara Miles
CHIEF TRANSPORTATION OFFICER Isabel Vizcarra
CHIEF PLANNING OFFICER Paul Mattern
CHIEF MAINTENANCE OFFICER Mark Perry
CHIEF OF CAPITAL PROJECTS Walter Watcher
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Figure 1-2 Sunline Executive Team

@’_’,’V SunlLine

Executive Team

A%
ff\' 1

Mona Babauta
CEO/General
Manager ] '

6

Luis Garcia Isabel Vizcarra
Chief Financial Chief Transportation
Officer Officer

2

Tamara Miles Bryan Valenzuela
Chief of Human Chief Safety
Relations Officer

Pw, ;'J
(!\"-Y? |

Walter Watcher Paul Mattern
Chief of Capital Chief Planning
Projects Officer

Back to Top

31 of 152



CHAPTER 1

System Overview
& Service Profile

iSHORT-RANGE
: TRANSIT PLAN

32 of 152 Back to Top




Sunline

TRANSIT AGENEY

1.1 Description of Service Area

SunLine Transit Agency serves the eastern portion of Riverside County known as the Coachella
Valley, extending from the San Gorgonio Pass in the west to the Salton Sea in the southeast. The
Coachella Valley is located 120 miles east of downtown Los Angeles and 60 miles east of Riverside
and San Bernardino. SunLine Transit Agency services a mix of 9 cities and 7 unincorporated
urban, suburban and rural communities. It covers an area of approximately 1650 square miles and
includes several cities and unincorporated regions.

% Geographic Size 1,120 square miles

@i Fixed Route Service Coverage 150 square miles

& Paratransit Service Coverage 200 square miles!

9 JPA Member Cities SunLine provides service to Cathedral City, Coachella, Desert Hot
Springs, Indian Wells, Indio, La Quinta, Palm Desert, Palm Springs, and Rancho Mirage

Unincorporated Communities SunLine provides service to the unincorporated county
areas of Bermuda Dunes, Desert Edge, Mecca, North Shore, Oasis, Thermal, and
Thousand Palms
. Commuter Service Commuter express service is provided outside of the service area
= connecting the Coachella Valley to San Bernardino

Figure 1-3 Sunline Service Area

[ suntine service Area
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Esrl, HERE, Garmin) (] OpensSirasMap contrioutors and the CIS user community

1 The Federal Transit Administration describes the service area as a measure of access to transit service
in terms of population served and area covered. The service area is determined using the Americans with
Disabilities Act of 1990 (ADA) to identify the corridor surrounding routes three-quarters of mile on either
2023.
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Population Profile and Demographics

The Coachella Valley is home to a diverse population with a mix of urban, suburban, and rural
communities. The population of the Coachella Valley is estimated to be around 411,000 residents,
with significant seasonal fluctuations due to tourism and “snowbirds” visits. The area is known for
its large retiree population, as well as a mix of working families, students, and service industry
workers. Here's an overview of the population profile:

121

1.2.2

General Coachella Valley Population Overview

Total Population: Approximately 411,000 residents

Population Density: Approximately 646 people per square mile

Median Age: The median age in the Coachella Valley is 44.92 years

Main Economic Drivers: Tourism, agriculture, hospitality, and retail

Median Household Income: $76,666

Poverty Rate: Approximately 13% of the population lives below the poverty line
Primary Language: English; Spanish in Hispanic populations

Key demographics of the Coachella Valley population

Older Adults and Retirees: Many retirees live in the Coachella Valley, particularly in
cities like Palm Springs, which has a higher median age compared to other parts of
California. This demographic relies heavily on accessible and convenient transit options.
Low-Income Families & Agricultural Workers: The region is home to a significant
number of low-income households and agricultural workers, particularly in areas like
Mecca, Thermal, and Coachella, where transportation options are essential for access to
employment, education, and healthcare.

Tourism & Visitors: The area also serves tourists, with SunLine providing services to
popular destinations, resorts, and entertainment venues, contributing to the region's
tourism infrastructure.

Seasonal Residents: The valley sees a large influx of tourists and seasonal residents,
particularly in the winter months, drawn by the area's warm climate and leisure activities.

Back to Top
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Figure 1-4 Sunline Service Area Socioeconomic Profile

Households \

Geoaraph Total Median Median Average Population with a B;g\?vulgagl/oe?t Zero Auto
graphy Population Age Income |# of Households| Household Disability Level Y Households
Size
SunLine o o 0
Fiien LA 410,846 44.92 | 76,666.35 162,005 2151 53476 | 13% | 52,234 | 13% | 7,880 | 5%
gg;"“da Dunes 8,047 39.4 93,819 3,075 2.62 722 | 89% | 709 | 9.1 | 145 | 4.7%
Cathedral City 52,047 40.9 67,031 19.157 2.69 6,294 | 12.% | 7,938 | 153 | 1,054 | 55%
Coachella City 42,594 33.4 67,558 12,352 3.45 3708 | 8.7% | 4,481 | 106 | 447 | 3.9%
ggspe” Edge 3,642 63.7 40,089 1,970 1.85 683 | 18.1% | 631 |17.3| 150 | 7.6%
ggﬁf‘gsHOt 32,786 34.4 50,349 11,432 2.85 4214 | 12.9% | 6287 | 192 | 996 | 8.7%
Indian Wells 4,830 67.5 145,313 2,457 1.96 727 | 151% | 189 | 39 | 65 | 2.6%
Indio 90,669 38.2 78,709 31,027 2.89 10,584 | 11.8% | 10,417 | 11.6 | 1,033 | 3.3%
La Quinta 38,299 52.1 97,628 15,733 2.43 4178 | 10.9% | 3462 | 9.1 | 556 | 3.5%
Mecca CDP 7.071 33.2 45,011 2177 3.25 932 | 132% | 1,351 | 19.3| 274 | 12.6%
North Shore CDP 3,373 30.7 43,208 964 3.50 29 29% | 120 | 36 0 0%
Oasis CDP 4,455 25.7 36,553 1,193 3.68 365 | 8.2% | 1,669 |375| 16 | 1.3%
Palm Desert 51,551 56.7 79,508 24.145 2.11 8461 | 16.6% | 5785 | 11.3| 968 | 4.0%
Palm Springs 44,998 57.8 71,979 24.297 1.82 7799 | 17.5% | 6,093 | 13.7 | 1.670 | 6.9%
Rancho Mirage 17,375 65.0 109,943 8,686 1.97 3142 | 183% | 1876 | 109 | 338 | 3.9%
Thermal CDP 1,420 37.0 - 640 2.20 305 | 21.5% | 427 |30.1| 28 | 4.4%
Egos‘sa”d Palms| - q6o 37.3 80,280 2700 281 1263 | 165% | 779 | 104 | 110 | 4.1%

Source: 2023 American Community Survey 5-Year Estimates Data Profile
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1.2.3 Key demographics of SunLine ridership

To delve deeper into the transportation needs of this specific population, SunLine conducted an
Onboard Rider Survey in 2019. This survey provided valuable insights into its fixed-route
ridership, helping to understand who was riding the bus, where they were going, and why. The
findings showed that:

e Transit Users: Approximately 85% of riders are classified as frequent riders due to limited
access to a vehicle, a valid driver's license, or the ability to drive.

e Age: Two-thirds (66%) of riders are under 45 years old, with one-third (33%) under 25.

e Employment: 51% of riders are employed, 24% of which are full-time and 27% are part-time.

e Racial Identity: Racial demographics include 48% Latino, 28% White, and 14% African
American.

e Languages: While 56% of riders speak English at home, 44% speak another language,
primarily Spanish. Other languages spoken include French, Tagalog, Portuguese, and
Vietnamese. Of bilingual riders, 61% report speaking English "very well," and 24% "well."

e Income and Household: The mean household size is 3.2 persons. 90% of riders have an
annual income of less than $50,000, with 60% earning less than $25,000.

e Use Frequency: 49% of riders have ridden SunLine for two years or less (primarily students).
Riders over 60 are more likely to have used SunLine for five years or more.

e Trip Purpose: 85% of trips originate or end at a rider's residence. Common trip purposes
include travel to work, school, and personal business. Recreation and shopping are the least
frequent trip purposes.
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1.2.4 Disadvantaged Communities

SunLine Transit Agency provides service to areas identified as SB 535 Disadvantage
Communities and/or Areas of Persistent Poverty. Disadvantaged communities in California are
specifically targeted for investment of proceeds from the state’s cap-and-trade program. Senate
Bill 535 mandates that 25 percent of the proceeds from the Greenhouse Gas Reduction Fund go
to projects that benefit disadvantaged communities. These investments are primarily aimed at
improving public health, quality of life, and economic opportunity in the state’s most burdened
communities while also reducing pollution.

Disadvantaged communities are defined as the top 25 percent-scoring census tracts from the
California Environmental Health Screening Tool (CalEnviroScreen). The Senate Bill 535
disadvantaged communities within the SunLine service area are illustrated in Figure 1-5.

Figure 1-5 Senate Bill 535 Disadvantaged Communities
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Source: California Environmental Protection Agency (CalEPA), 2022,
https://experience.arcgis.com/experience/1c21c53da8de48f1b946f3402fbae55c/page/SB-535-Disadvantaged-

Communities/

Back to Top

37 of 152


https://experience.arcgis.com/experience/1c21c53da8de48f1b946f3402fbae55c/page/SB-535-Disadvantaged-Communities/
https://experience.arcgis.com/experience/1c21c53da8de48f1b946f3402fbae55c/page/SB-535-Disadvantaged-Communities/

Sunline

TRANSITI AGENEY

Several federal funding programs specifically target investment toward areas designated as Areas
of Persistent Poverty or Historically Disadvantaged Communities. Areas of Persistent Poverty
include census tracts with poverty rates of 20 percent or higher based on the 2014 to 2018 5-year
American Community Survey, counties that have had poverty rates of 20 percent or higher in the
1900 and 2000 Decennial Censuses and the 2020 Small Area Income Poverty Estimates, and
territories or possessions of the United States. Historically Disadvantaged Communities include
census tracts identified based on eight factors of socioeconomic disadvantage, tribal lands, and
territories or possessions of the United States. Areas with these designations within the SunLine
service area are shown Figure 1-6.

Figure 1-6 Areas of Persistent Poverty and Historically Disadvantaged Communities
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Source: U.S. Department of Transportation (US DOT), 2023
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SunLine Transit Agency provides a range of public transportation services tailored to meet the
needs of Coachella Valley (“Valley”) residents and visitors. These services include the SunBus
fixed-route system, the Route 10 Commuter Link, SunRide on-demand microtransit, and SunDial
paratransit. Each service plays a crucial role in providing accessible and sustainable
transportation options. Figure 1-7 provides an overview and brief description of these services.

Table 1 Description of Services by Mode/Route

Route

Classification

Major Destinations

Cities/Communities

Connections
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Hosp|'tal, Medical Palm Springs, Cathedral
Shopping, Center of ) .
1wV Trunk - City, Rancho Mirage and 2,4,5and 6
Employment Training and
Palm Desert
Schools
Sho H?splt?:lzjul\/éeilcglémer Palm Desert, Indian 4,5,6,7,8and
1EV Trunk pping, ge . Wells, La Quinta, Indio 10 Commuter
of Employment Training .
and Coachella Link
and Schools
Shopping, Schools,
Employment Center, .
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1.3.1 SunBus - Local Fixed Route Service

SunLine’s SunBus network consists of nine local routes that are divided into trunk routes and
connector/feeder routes to enhance coverage and efficiency. The trunk routes—Routes 1EV,
1WV, and 2—serve the busiest corridors along Highway 111 in the Valley, offering frequent
service. These routes facilitate connections between major cities, commercial hubs, and
employment centers. On the other hand, the connector/feeder routes, which include Routes 3
through 9, provide access to lower-density areas. They link passengers to the trunk lines,
ensuring connectivity throughout SunLine's service area. The SunBus system map is shown in
Figure 1-7.
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Figure 1-7 SunBus System Map
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SunLine’s SunBus routes run every day of the week year-round, except on Thanksgiving and
Christmas Day. They are serviced by a fleet of eighty-eight fixed route buses powered by clean
fuel, including Compressed Natural Gas (CNG), Hydrogen Fuel Cell Electric Buses (FCEB), and
Battery Electric Buses (BEB). All fixed-route buses are equipped with free Wi-Fi, USB charging
ports, air conditioning, wheelchair accessibility with securement systems, approximately thirty-two
seats with standing options, and external bike racks. SunBus currently accepts fares in cash, mobile
tickets, and issued paper passes.

Figure 1-8 SunLine Division | Fueling Station and Bus Yard

SunBus fixed-route service offers external connections to transportation options located outside of
the service area, including Morongo Basin Transit, RidePV (hospital shuttle), Amtrak, Greyhound,
and FlixBus. Furthermore, SunBus provides internal transfers to its Regional Express Service, the
Route 10 Commuter Link.

During fiscal year (FY) 2024, SunBus reported a total ridership of 2,585,789 passengers. Over 361
days of service, SunBus covered 2,476,499 revenue miles and operated for 176,188 revenue
hours.
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1.3.2 Route 10 Commuter Link — Regional Express Service

SunLine offers the Route 10 Commuter Link, a regional express service designed to seamlessly
connect the Coachella Valley with the Inland Empire. Introduced in July 2021, this service provides
a direct, efficient, and affordable transit option for commuters, students, and travelers needing
access to destinations beyond SunLine’s local routes.

The Route 10 Commuter Link offers limited-stop service between CSUSB’s Palm Desert and San
Bernardino campuses, making it a valuable transportation option for students. Additionally, SunLine
provides direct access to the San Bernardino Transit Center (SBTC), allowing riders to connect with
Metrolink commuter rail and multiple regional transit providers, including the Riverside Transit
Agency, Omnitrans, Victor Valley Transit Authority, and Mountain Transit. These connections
enhance accessibility to job centers, educational institutions, and essential services throughout
Southern California.

Figure 1-9 10 Commuter Link Regional Connections Map
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This route operates Monday through Friday and is serviced by CNG powered MCI coaches. These
buses offer Wi-Fi, reclining seats, and USB charging ports. Route 10 Commuter Link accepts fares
in cash, mobile pass and is free for California State University San Bernardino students and faculty
with valid CSUSB ID card.

During FY 2024, the 10 Commuter Link reported a total ridership of 34,422 passengers. Over 251
days of service, the Commuter Link covered 185,319 revenue miles and operated for 5,589 revenue
hours.
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1.3.3 SunRide — On-Demand Microtransit

SunLine offers SunRide, an innovative on-demand rideshare service designed to provide flexible
and dynamic transportation solutions. SunRide functions as a first-mile/last-mile connector, linking
riders to the fixed-route network and other key destinations within the riders city. Similar to other
rideshare services, users in designated areas or “zones” can specify the details of their trips on a
mobile application and a vehicle is dispatched to deliver them to their destinations. SunRide’s
shared-ride service operates within eight designated zones across the Coachella Valley. This
service geo-fenced zones are located in Cathedral City, Coachella, Desert Hot Springs (including
Desert Edge), Indio, La Quinta, Mecca-North Shore, Palm Desert, and Palm Springs. Figure 1-10
illustrates the eight geo zones and their service area.

Figure 1-10 SunRide Geographic Zones
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SunRide trips can be booked in real-time using the mobile application, which is also called
SunRide, or by calling customer service to speak with a representative. After setting the trip
parameters in the SunRide app, the rider is matched with a driver and vehicle, along with a pickup
time and estimated wait time. Payment for SunRide can be made directly through the app using a
credit or debit card, or riders can choose to pay with cash, which they can give to the driver upon
entering the vehicle. SunRide operates within the same fixed-route service hours, Monday
through Friday, based on SunLine's available resources, such as the number of vehicles deployed
in each zone.

During FY 2024, SunRide reported a total ridership of 22,435 passengers. Over 251 days of
service, SunRide vehicles covered 118,035 revenue miles and operated for 27,705 revenue
hours.
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Figure 1-11 SunRide Vehicle

1.3.4 SunDial — ADA Paratransit Service

SunLine also operates SunDial, a fully ADA-compliant paratransit service designed to provide
accessible, shared-ride transportation for individuals who are functionally unable to use SunLine’s
fixed-route services, either permanently or under certain conditions. This origin-to-destination
service ensures that passengers with disabilities or mobility challenges can travel safely and
conveniently throughout the Coachella Valley. SunDial services are only available within % of a
mile from all SunBus fixed routes. Riders who would like to utilize this service must complete
SunLine’s eligibility process and receive a SunDial ADA Certification ID Card. Riders of SunDial
can utilize this service for transportation needs, including medical appointments, shopping, and
social activities.
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Figure 1-12 SunbDial Vehicle TRANSIT AGENEY

SunDial services requires advance reservation for pick-up and can be scheduled up to seven day
prior by calling SunLine’s customer service. SunDial operates at the same times, days and
frequency of local fixed routes service.

During FY 2024, SunDial reported a total ridership of 119,492 passengers. Over 361 days of
service, SunDial vehicles covered 866,842 revenue miles and operated for 58,412 revenue hours.

1.3.5 SunLine Regulatory Administration & Taxi Services

SunLine Services Group (SSG) is a joint powers agency formed in 1993 between Riverside County
and cities in the Coachella Valley. While sharing administrative resources with SunLine Transit
Agency (STA), SSG is distinctly authorized to regulate the operation of taxicab services in the
Coachella Valley. The SunLine Regulatory Administration (SRA) is the division of SSG responsible
for enforcing and implementing the taxicab service ordinance, which covers licensing and legal
compliance. SRA plays an important role in fostering innovation and accessibility within the taxi
industry.

SRA permits and monitors four taxi businesses currently operating in the region.

Figure 1-13 Taxi Businesses in Coachella Valley

Taxi Businesses Vehicles N“m_ber of
Drivers
City Cab 25 29
Coachella Valley Taxi 30 31
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Taxi Businesses Vehicles N“”?bef of
Drivers

Palm Sprlr_Igs Taxi 10 14
Service
Yellow Cab of the Desert 25 43

As a result of a collaboration with taxi services, passengers can book e-hail trips using the Flywheel

app, allowing them to request a cab, receive upfront pricing, and connect with the nearest available
driver.

1.3.6 Taxi Voucher Program (TVP)

To further enhance mobility options for seniors and persons with disabilities, SunLine offers a Taxi
Voucher Program (TVP) through a matching funds program that subsidizes taxi trips throughout the
Coachella Valley. The program is available to seniors (60+) and persons with disabilities. It is
administered via a taxi smart card that functions similarly to a prepaid debit card. SunLine’s Taxi
Voucher Program provides a dollar-for-dollar match of up to $75 per month, allowing for a maximum
of $150 every 30 days. The remaining funds from previous months are carried over until utilized. A
key benefit of this program is that through SunLine’s matching contribution, the amount available
for cardholders to use on taxi trips is doubled, allowing for more taxi trips.

Figure 1-14 Flywheel Mobile Application and TVP Card
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This program is serviced by all four (4) taxi businesses permitted to operate in the Coachella Valley
listed in Figure 1-14. Riders can book a cab and pay their fare directly with the smart card or through
the Flywheel app where their TVP card can be loaded as a payment method.
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1.4.1 Current Fare Structure
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SunLine's fare structure differentiates prices based on the types of transit customers and services.
The main fare categories include Adult, Youth, and Senior (60+)/Disabled. SunLine also manages
several fare payment programs and partnerships throughout the Coachella Valley, extending to
nearby college campuses. Accepted fare media include cash, issued paper passes, and mobile
tickets (when available). SunLine's fares comply with the FTA's Half Fare rule for Senior (65+) and

disabled travelers.

The last change in base fare was approved by the governing Board in 2002, raising the base fare
from 75 cents to $1. A recommendation to eliminate the 25-cent transfer fare and incrementally
raise the base cash fare to $1.50 was presented in 2011, but no implementation occurred.

Figure 1-15 shows the existing SunLine fare structure.

Figure 1-15 SunLine Fare Structure

| SunBus FARES & PASSES

sm?:::r:'de Day Pass 10-Ride Pass 31-Day Pass
ADULT $1.00 $2.00 $10.00 $34.00
YOUTH $0.85 $2.00 $8.50 $24.00
60+ YEARS/
SeXEs $0.50 s1.50 $5.00 $17.00
TRANSFERS $0.25 INCLUDED $0.25 INCLUDED
Single Ride Day Pass g 30-Day Pass
-
ADULT/YOUTH $6.00 $14.00 $150.00
50+ YEARS/
DISABLED $4.00 $10.00 $100.00
CSUSE H
STUDENTS, Free w/ valid

CsSUsSBID

STAFF & FACULTY

Hida FARE

STANDARD $32.00 ONE-WAY PER PERSON
FARE INCLUDES ONE TRANSFER TO SUNBUS

™
sunlliair FARE

MUST MEET SUNDIAL ELIGIBILITY CRITERIA

TRAVEL
WITHIN SAME  $150 ONE-WAY PER PERSON
CITY

TRAVEL
BETWEEN
MULTIPLE

CITIES

$2.00 ONE-WAY PER PERSON

10 Commuter Link Discounted Fare: $1.00 during off peak hours (see page 60 for those times). Local fare also applies.

Source: SunLine Transit Agency, Rider’s Guide (January 2025)

1.4.2 Cash Fares/ Single Ride Fare/ Transfers

SunLine offers riders the lowest fares in the region. An adult can board the SunBus for $1 for a
single ride or take the Route 10 Commuter Link to San Bernardino for $6. Both the fixed route and
Route 10 Commuter Link services provide the option for single trip riders to purchase a 25-cent
transfer for unlimited rides on the fixed route within 2 hours of purchase. Transfers can only be
purchased upon boarding and are valid only on the day they are issued.

The base cash fare for seniors, defined by SunLine as individuals 60 years of age or older, is 50
cents for all fixed-route services and $4 for the 10 Commuter Link. Individuals qualifying as ADA
also pay a 50-cent cash fare on all fixed-route services. Medicare cards, Department of Motor
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Vehicles driver’s licenses or senior ID cards, ADA certification cards, and SunLine Half Fare ID
cards are accepted as proof of age or disability.

A discounted youth fare of 85 cents is available for children between the ages of 5 and 17 on fixed
routes. Children who are 4 years old and younger ride free with a paid adult cash fare (maximum
of two children). All cash fares must be paid with exact change, as operators do not carry coins.

1.4.3 Fare Passes

SunLine’s SunBus currently offers three types of fare passes: the Day Pass, 31-Day Pass, and 10-
Ride Pass. Daily and 30-Day monthly passes are also available for the 10 Commuter Link service,
but they are priced and sold separately from the general fixed-route passes. SunLine’s ADA
paratransit also provides a 10-Punch card for use with SunDial services. Day Passes can be
purchased directly from bus operators, while all other passes must be obtained at designated
SunLine pass outlets or through a mobile transit app (Token Transit and Transit App). Pass outlets
are located throughout the service area for easy access by riders.

Day Pass

The SunLine Day Pass is available for $3 and allows unlimited rides on all fixed routes for the
duration of one calendar day. In accordance with the FTA’s Half Fare rule, the Day Pass for seniors
and disabled riders costs $1.50. The Day Pass for youth riders is priced at $2. Sold separately, the
Day Pass for the 10 Commuter Link is $14 for adults and $10 for seniors.

31-Day Pass/ 30-Day Pass

SunLine offers a pass that is valid for a rolling 31-day period from the date of first use for fixed
routes. The 31-Day Pass costs $34 for general adult riders, $17 for seniors and disabled riders,
and $24 for youth. The monthly pass for the 10 Commuter Link is a 30-day option available for $150
(the 10 Commuter Link operates only Monday through Friday).

Multiple Ride (10-Ride) / 10-Punch Card (SunbDial)

A 10-Ride Pass costs $10 for general adult riders, $5 for seniors and disabled riders, and $8.50 for
youths (ages 5 to 17). This pass is not discounted and is priced at ten times the base cash fare.
The SunDial 10-Punch Card is available for travel within the same city for $15 and $20 for those
traveling across multiple cities.

SunDial

SunDial service fares are determined by the origin city and final destination. If a rider books a ride
within the same city of origin, the fare is $1.50 one-way per person. For travel between multiple
cities, the fare is $2 one-way per person. Riders must meet SunDial eligibility criteria to use this
service. All cash fares should be paid with the exact amount, as SunDial operators do not carry
change.

SunRide
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SunRide services have a standard fare of $3 for a one-way trip per person and include one transfer
to SunBus. There is no discount from the base fare for this service. Riders can purchase single
rides with exact fare upon boarding or pay the fare digitally using the SunRide app.

1.4.4 Fare Payment Programs

SunLine Transit Agency offers several fare payment programs designed to expand the agency’s
potential rider base and enhance the system’s existing ridership. SunLine's fare payment
programs include the Coachella Valley Employer Pass Program, Half-Fare Program, and Haul
Pass Program.

Coachella Valley Employer Pass Program

The Coachella Valley Employer Pass incentive program allows businesses to sponsor 31-day fixed-
route passes for their employees to travel to and from work. This program offers employees the
opportunity to ride fixed-route services at no cost. Passes are purchased by each employer at a
discounted price of $24 per pass and are valid for 31 consecutive days.

Half-Fare Program

Based on Federal Transit Administration (FTA) guidelines, SunLine offers riders who are 60 years
of age or older, as well as individuals with disabilities, a half-fare on fixed route services. To qualify
for this program, applicants must present a current, non-expired government—issued photo
identification, Medicare card, or SunLine ADA certification card.

Haul Pass

In support of student riders in the community, SunLine established the Haul Paul (HP) program to
reduce transportation barriers to educational opportunities. SunLine’s Haul Pass Program offers
free fares for local fixed-route services to students of Coachella Valley high schools and College of
the Desert (COD), as well as free fares for Route 10 Commuter Link to California State University
San Bernardino faculty and students. To participate in the program, students must be enrolled and
complete an application. Haul Passes are provided as 31-day paper passes (high school), mobile
passes via Token Transit (high school & COD), and if applicable, students can utilize their active
student ID (only CSUSB) when boarding.

1.4.5 Fare Payment Technology

SunLine provides a variety of fare payment options to meet the needs and preferences of its
riders, including both cash and cashless methods.

Farebox

For payments on SunBus routes, the system uses electronic fareboxes. These fareboxes accept
cash, coins, and pre-purchased passes, and they issue paper one-day and transfer passes as
well.
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Token Transit and Transit App

SunLine partners with both Token Transit and Transit App to offer cashless fare payment options
through mobile applications. These apps enable riders to purchase and store fare media digitally
on their smartphones, requiring a linked debit or credit card. Both apps are compatible with
SunBus, Commuter Link, and SunDial services. Token Transit primarily acts as a platform for
purchasing tickets and serves as the exclusive provider for the Haul Pass program. In contrast,
Transit App not only allows fare purchasing but also provides features such as trip planning and
bus tracking, thereby enhancing navigational assistance for riders.

Token Transit and Transit App Logos
SunRide Application

The SunRide service provides a dedicated mobile application, also called SunRide, which
integrates trip planning and fare payment. Riders can link a debit or credit card for digital
payments before pick-up or opt to pay in cash when boarding, as noted in the app.

Flywheel

For taxi services in the Coachella Valley, payments can be made through the Flywheel app. This
app enables riders to book and pay for rides electronically using a linked debit card, credit card, or
Taxi Voucher Program (TVP) card. Alternatively, riders can call to request a taxi and pay the
driver in cash upon arrival.

1.5 Revenue Fleet

In accordance with the Innovative Clean Transit (ICT) Regulation, SunLine is committed to
transitioning to a fully zero-emission fleet by 2035, as outlined in its Zero Emission Bus Rollout
Plan. SunLine’s current fleet comprises 49 vehicles in its active fixed-route service and 39 (or 49)
vehicles in its paratransit fleet. The fuel makeup and contingency allocations are elaborated on
below.
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1.5.1 Fixed Route

Figure 1-16 Fixed-Route Bus

SunLine's fixed-route services are supported by a fleet of forty-six 40-foot and three 45-foot buses
in service, along with thirty-nine vehicles in the contingency fleet. This fixed-route fleet includes
CNG, hydrogen fuel cell (FCEB), and battery electric buses (BEB).
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1.5.2 Paratransit

Figure 1-17 Paratransit Cutaway
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SunLine’s Paratransit service is supported by 39 CNG-powered vehicles.
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1.6 Existing Transit Facilities and Bus Stop Amenities

1.6.1 Facilities

SunLine Transit Agency operates out of two facilities situated at the northern and eastern ends of
its Coachella Valley service area, as pictures in Figure

Division | — Thousand Palms

Division |, located at 32-505 Harry Oliver Trail in Thousand Palms, serves as the primary
headquarters of SunLine Transit Agency for administrative, operations, maintenance, and facility
management staff. Spanning 20.5 acres, Division | includes a maintenance, operations, and
administrative building, housing most of the agency’s assets, including both revenue and non-
revenue vehicles. Daily operations such as pull out/in, vehicle maintenance, dispatching, customer
service, and training primarily take place at this location. Additionally, Division | functions as the
agency’s main fueling center, equipped with hydrogen and CNG fueling dispensers and battery
electric charging stations.

Figure 1-17 SunLine Facilities

-

‘\; @ .Rivision 1 -
Yo Thousand Palms
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- \
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Division Il — Indio

Division Il, located on a 2.31-acre site at 83-255 Highway 111 in Indio, operates as a satellite facility
for vehicle maintenance and storage. This division supports several vehicle maintenance
operations and houses equipment for the Stops and Zones department, which is responsible for
maintaining bus shelters and amenities. Division Il also includes a public CNG fueling station,
serving as a secondary fueling source for the agency’s CNG fleet.
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1.6.2 Transit Hubs

SunLine Transit Agency maintains two transit hubs: one in Thousand Palms and the other in
Coachella. Flgure 1-18 Thousand Palms Transit Hub Aerlal

Thousand Palms Transit Hub

The Thousand Palms Transit Hub is
conveniently located at 72420 Varner Road
near Division I. The Thousand Palms Hub
serves as both a transit boarding point and a
park-and-ride for travelers along the CA I-10
Highway. This hub exclusively services
SunLine’s regional express Route 10
Commuter Link, connecting riders to §
destinations in the eastern valley and cities
outside our jurisdiction. This 74,487 square- %
foot transit hub features 84 parking spaces: 79 standard spaces and 5 ADA- acceSS|bIe ones,
offering riders amenities such as shade structures, seating, and restrooms.

Coachella Transit Hub

The Coachella Transit Hub, a project
completed in 2024 in collaboration with the
City of Coachella, is located at the corner of
4th Street and Cesar Chavez in Coachella.
¥\ This hub was funded by the Affordable
" Housing and Sustainable Communities
(AHSC) Grant to enhance transit
accessibility to neighboring affordable
1 housing and reduce greenhouse gas (GHG)
emissions for the eastern valley
communities. It serves Routes 1, 8, and 6

Figure 1-19 Coachella Transit Hub

and acts as a connecting point for riders traveling to and from the far eastern side of the Coachella
Valley (North Shore) to the rest of the valley and beyond. This newly constructed 540 sq. ft. hub
features shade structures, benches, a bicycle rack, a water fountain, and a break room for bus
operators.

1.6.3 Park-and-Rides

Park-and-ride facilities offer convenient access to public transportation by providing free parking for
commuters. The California State University, San Bernardino — Palm Desert (CSUSB-PD) Campus
acts as a park-and-ride for SunLine customers, primarily benefiting students and staff traveling
between the Palm Desert and San Bernardino campuses. Both locations are served exclusively by
the 10 Commuter Link, although SunLine does not maintain these facilities.
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1.6.4 Bus Stop Amenities

SunLine’s bus system features 571 bus stops within the Coachella Valley service area, plus three
additional stops in the partnering cities of Beaumont and San Bernardino. SunLine’s Bus Stop
Amenity standard ensures that all stops are equipped with a bench and waste container, while stops
with an average of at least 10 daily passenger boardings will have a shelter if conditions permit. All
bus stops are installed according to ADA requirements. Figure 1-20 illustrates the number of stops
and those with shelters by city or district.

Figure 1-20 Bus Stop by City/District

Total Shelters

City/District Total Stops
Count Percent
Cathedral City 61 52 85%
Coachella 34 31 91%
Desert Hot Springs 48 36 75%
Indian Wells 15 13 87%
Indio 87 59 68%
La Quinta 52 36 69%
Palm Desert 52 42 81%
Palm Springs 121 92 76%
Rancho Mirage 33 25 76%
Riverside County uninc. 68 28 41%
Thermal 8 2 25%
Oasis 10 3 30%
Mecca 17 8 47%
One Hundred Palms 3 2 67%
Thousand Palms 9 9 100%
North Shore 11 1 9%
Desert Edge 7 0 0%
Bermuda Dunes 3 3 100%
Total 571 414 73%
Outside Coachella Valley
Beaumont 1 1 100%
San Bernardino 2 2 100%

Source: Trapeze
1.7 Existing Coordination Between Transit Agencies

Federal Agency Partners

SunLine collaborates with and reports to the U.S. Department of Transportation (USDOT),
specifically the Federal Highway Administration (FHWA) and the Federal Transit Administration
(FTA). These agencies offer funding and technical assistance for various transportation projects.

State Agency Partners
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SunLine collaborates with the California State Transportation Agency (CalSTA), which oversees
transportation policies and programs across the state. Key departments within CalSTA include the
California Transportation Commission (CTC) and the California Department of Transportation
(Caltrans). CTC and Caltrans manage vital programs such as the Active Transportation Program
and the Low Carbon Transit Operations Program (LCTOP). The California Air Resources Board
(CARB) and the California Energy Commission (CEC) are essential partners in SunLine's mission
to reduce emissions and promote sustainable transportation. CARB sets air quality standards, while
CEC advocates for the transition to 100% clean energy. These agencies run programs like the
Clean Transportation Grant, which supports the adoption of zero-emission vehicles.

Regional Agency Partners

Regional agency partners include the Southern California Association of Governments (SCAG),
which is the metropolitan planning organization for the region, and the Coachella Valley Association
of Governments (CVAG), the regional planning agency for the Coachella Valley. CVAG oversees
the development and implementation of regional transportation projects such as the CV Link and
CV Sync programs, and it plays a crucial role in managing roadway infrastructure within the valley.

County-Level Partners

The Riverside County Transportation Commission (RCTC) is a vital partner for SunLine. RCTC
distributes funds from Measure A, a voter-approved sales tax, with 15% designated for public
transportation in the Coachella Valley. Additionally, RCTC manages various funding programs,
including the State of Good Repair (SGR) Program and the Transit and Intercity Rail Capital
Program (TIRCP), which support improvements to transportation infrastructure.

Subregional Agency Partners

Subregional partners in the Inland Empire include agencies such as the Riverside Transit Agency
(RTA), Omnitrans, Metrolink, Mountain Transit Authority, Victor Valley Transit Authority, City of
Banning Transit, City of Beaumont Transit, and City of Corona Transit. Although direct service
connections between SunLine and these agencies may be limited, operating within the same region
creates opportunities for collaboration and information sharing, fostering a more interconnected
transportation network throughout the Inland Empire.

Local Agency Partners

SunLine collaborates with several nearby transit agencies to enhance mobility options for riders.
These agencies include Morongo Basin Transit, Palo Verde Valley Transit, OmniTrans, FlixBus,
and Amtrak, which provide connecting services at shared stops within SunLine's service area and
accept selected fare media.

1.8 Reference List of Prior or Existing Studies and Plans

SunLine’s operations, performance, and service planning are guided by a series of studies aimed
at better understanding its rider population, exploring the latest low-emission fuel technologies,
improving facilities, and redesigning its network. These reports and studies have either been
initiated by SunLine itself or mandated by federal and state agencies. In the past, these reports
have also influenced the development of the Short Range Transit Plan (SRTP).

Back to Top

60 of 152



Sunline

TRANSIT AGENEY

e Bus Rider Survey Study (February 2015)

e SunLine Transit Feasibility Study Hydrogen Station Expansion (January 2016)

e SunLine Transit Facilities Master Plan (November 2016)

e SunLine Transit Agency Transit Asset Management (September 2018)

e Network Study Report SunLine Transit Redesign & Network Analysis (February 2019)

e Innovative Clean Transit (ICT) Plan, presented to SunLine Board of Directors (May 2020)
¢ Innovative Clean Transit (ICT) Plan (Coming 2025)

e Onboard Ridership Survey (Coming 2025)

e Comprehensive Operations Analysis (Coming 2026)

SunLine Transit Agency recognizes the significance of strategic investment in research and
analysis to enhance services, respond to population growth, and meet federal mandates for the
benefit of our community.
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Chapter 2 Existing Service and Route Performance

SunLine is the sole provider of public transportation in the Coachella Valley, located in Southern
California. In the last fiscal year (July 2023 to June 2024), SunLine proudly transported 2,753,390
passengers across its three transit modes, showcasing its commitment to effectively serving the
community.

SunBus &
10 Commuter Link

SunDial SunRide

Paratransit Microtransit

Fixed Route

SunLine Transit Agency's initiatives are guided by its clear mission and vision, which offer
strategic direction.

Mission: Connecting people and improving life by taking you from where you are to where you
want to be.

This direction is further influenced by the oversight and funding provided by the Riverside County
Transportation Commission (RCTC). The RCTC serves as the regional transportation planning
agency for Riverside County and is responsible for developing the regulatory standards for the
Short-Range Transit Plan (SRTP). Preparing the SRTP and its supporting data enables RCTC to
advocate for local, state, and federal funding to support SunLine's capital projects and transit op-
erations.

RCTC also tracks performance metrics that evaluate the effectiveness and efficiency of SunLine’s
services, which are reviewed in Sections 2.1 to 2.4.

In January 2023, the Board of Directors approved the revised SunLine Service Standards Policy
to provide Agency staff with direction regarding the planning, operation, and management of
transit service in the Coachella Valley. The Service Standards Policy and accompanying metrics
are intended to:

promote continuous improvement of transit service

provide regular updates on service performance

meet federal requirements for monitoring Title VI of the Civil Rights Act
avoid uninformed decision-making regarding the provision of service
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2.1 Description of Key Performance Indicators
2.1.1 Service Design Standards

SunLine Transit Agency developed a service standards policy to provide a framework for
guidance of staff in the design, operation, and management of SunLine Transit Agency’s transit
services. The service standards policy objective is to promote the continuous improvement of
transit service throughout the Coachella Valley and the maximization of mobility benefits to the
community. Additionally, these service standards support the agency in meet Federal Title VI of
the Civil Rights Act of 1964 requirements. SunLine Service Standards Policy was developed
7/13/2013 and revised on 12/7/2022.

Service frequency and span of service can be revised where sustainable (that is, where demand
warrants increased frequency, where performance measures can still be met, and when funding
can sustain the frequency and span of service).

New routes may be implemented based on a weekday-only service, typically between the hours
of 6:00 A.M. and 7:00 P.M., usually when there is a peak demand. During the implementation of
new service, a trial period is allocated from 12 to 18 months as an opportunity to provide for
service adjustments before deciding to retain, expand, or eliminate the service. Figure 2-1 lists the
minimum service frequencies and spans.

Figure 2-1 Service Frequency Standards

Frequency Frequency of Service Span of Service

and Span by
Service Type Weekday Weekend Weekday Weekend
Trunk bus 28 2:23:: E:‘ff"k 20 minutes 5:00 A.M. — 5:00 A.M. —
routes 11:00 P.M. 11:00 P.M.
peak
30 minutes peak
Local bus routes | 60 minutes gff- 60 minutes S:00 AM. — 9:00 AM. —
7:00 P.M. 6:00 P.M.
peak
Market-based Based on Based on Based on Based on
services demand demand demand demand

Network Role

New services should be evaluated for their place in the overall transit network. Each new route in
the network will have a unique role, whether it is facilitating transfers with existing services,
introducing service coverage to a recent development, or providing connections between current
routes and major destinations. While successful new routes connect with existing services, they
should not duplicate existing service or compete for passengers.

Back to Top

64 of 152



Sunline

TRANSIT AGENEY

Market Opportunities

There is a strong correlation between service performance, surrounding population, and
employment densities. In other words, the more people with access to a route, the higher the
route’s potential ridership. Population-dense areas tend to coincide with mixed-use
neighborhoods, walkable environments, and higher populations of transit-friendly constituencies
such as students, seniors, zero-vehicle households, and low-income populations. The minimum
population and employment density for the introduction of new all-day fixed route transit service is
an average of 10 people/jobs per acre within a half mile of the proposed route.

A minimum threshold is considered supportive of fixed route service and should not be subjected
to further analysis. Areas in this category that have unmet needs may be served by alternative
options to fixed route service.

Unmet Mobility Needs

SunLine will strongly consider the mobility needs of transit-dependent populations when
evaluating where to operate service. In assessing the area’s demand for transit service, it is
important to examine the presence of these demographic groups and identify any unmet needs.

Productivity vs. Coverage Target

The SunLine Board of Directors’ goal is to capture choice riders and new riders and to expand
transit market share. The Board is committed to investing in new operating plans that improve
productivity and, when necessary, improve coverage. This is consistent with the Transportation
Development Act of 1971 that established fiscal performance requirements of 20 percent of
farebox recovery in urbanized areas and 10 percent in rural areas. To comply with this state
mandate, and to improve effectiveness and efficiency, SunLine recommends the following policy
for service deployment:

Seventy percent of fixed-route service should be deployed in areas with higher population
and employment densities where transit is able to meet productivity standards.

Thirty percent of fixed-route service should be deployed to maintain coverage in areas
where lower population and employment densities limit transit service productivity.

Key Destinations

Key destinations likely to generate higher demand for transit service include major area schools,
colleges, universities, hospitals, retail/commercial/entertainment centers with more than

10 people/jobs per acre, open residential communities, and those with relatively lower income and
vehicle ownership levels.

2.1.2 Service Productivity Standards

Passengers per revenue hour and passengers per revenue trip are KPIs that measure service
effectiveness, or productivity, based on ridership (passenger boardings) generated for each hour
of revenue service for local and trunk routes and boardings per trip for market-based services
operated (see Figure 2-2).
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Figure 2-2 Passengers Per Revenue Hour/Revenue Trip Standards

Refueled Routes 1/3/2021 to 6/30/2021

Passengers Per

Service Tiers Routes in Service Type Revenue Hour Standard
Trunk routes Routes 1EV, 1WV, 2 20
Local routes Routes 3, 4,5,6, 7, 8,9 10
Market-based services 10 Commuter Link 10*

* Boardings per trip — is the productivity measure for market-based routes
2.1.3 Service Quality Standards

Service quality standards contribute to the reliability and consistency of service delivery.
Customers may first be attracted to transit service based on headway and span. Choice riders
may continue to use services because they know they can get to their destinations on time—
unreliable service usually results in decreased ridership. Service quality standards are proposed
to be measured using the following operational and passenger experience metrics:

service scheduled speed (service quality)

on-time performance (service reliability)

runtime variance (service reliability)

percent service completed (service reliability)

miles between service interruption (service reliability)
load standards (service comfort)

average fleet age (service comfort)

¢ bus deployment standards

Each suggested metric is discussed in more detail below.

Service Scheduled Speed: Measures the route’s scheduled service speed. The measure is
calculated by dividing revenue miles by revenue hours for each route. This KPI monitors services
needed to maintain reasonable speed to retain and grow ridership.

The target performance scheduled speed is 12.5 miles per hour (mph) for SunLine’s transit
system, as shown in Figure 2-3.

Figure 2-3 Service Scheduled Speed Standard

Service Mode Service Speed - Weekdays Service Speed - Weekends

Fixed Route Bus 12.5 MPH 12.5 MPH

On-time Performance: This KPI measures service reliability as defined by adherence to the
published service schedule. “On-time” is when a trip departs a time point within a range of

0 minutes early to 5 minutes late. For SunLine to achieve targeted on-time performance, service
running times need to be calibrated regularly based on existing conditions. SunLine has a
relatively uncongested operating environment, which helps support a high KPI for on-time
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performance. Some challenges to on-time performance are related to construction, heavy traffic,
and passenger problems.

On-time performance standards for fixed routes are at a target of 85 percent (Figure 2-4).

Figure 2-4 On-Time Performance Standard

Service Mode On-Time Performance Standards

Fixed Route Bus 85% (Excepting Major Detours)

Runtime Variance: Runtime is the time allotted in a transit schedule for a route to travel from one
time point to another time point, or from beginning to end. Calibrating the runtime for the day of
the week and hour of the day (for example, peak vs. non-peak) helps routes and the overall
system adhere to or surpass the adopted on-time performance. It is important to review runtime
variance regularly because roadway traffic conditions are ever-changing.

Percent Service Completed: Percentage of service completed is a metric established as of
September 2017. The initial intention was to report percentage of trips completed; however,
because of limitations in the Avail ITS system, the percentage of revenue mileage completed is
reported.

This KPI measures service reliability as defined by the percentage of miles completed daily.
Three components are necessary to successfully complete scheduled service:

e daily availability of operators to meet service demands
e daily availability of fleet vehicles to meet service demands
¢ miles between service interruptions

The set standard for service completed is 99 percent by service mode, as seen in Figure 2-5. The
percentage of service completed for FY 24 was 97 percent of the approved level of service,
exceeding SunLine’s minimum service standard.

Figure 2-5 Service Completed Standard

Percentage of Service
Completed

Service Completed

Service Mode Minimum Standard

Fixed route bus 99%

Miles between Service Interruptions: This KPI measures service reliability as defined by
revenue miles between service interruptions, regardless of the cause. To meet this target, both
avoidance of service interruptions through early identification (for example, planning for detours,
proper fleet maintenance) and timely response to service interruptions that do occur are
necessary. The set minimum target between service interruptions (road calls) is 5,000 miles, as
seen in Figure 2-6.
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Figure 2-6 Miles between Service Interruptions Standard

Target Minimum Miles

Miles between Service
between

Interruptions
Service Mode

Service Interruptions
(Road Calls)
Fixed route bus 5,000

Load Standards: This service quality KPI establishes load standards for various vehicle types
and is measured for each trip operated. While it may be acceptable for some riders to stand for
short distances or time periods (for example, under 2 miles or 10 minutes) during peak periods, it
is expected that seating should be available for all riders during normal off-peak conditions
(Figure 2-7).

Figure 2-7 Load Standards

Load Standards Maximum Consistent
Service Period Load Factor
Peak Average over 133% of seated load = 50 passengers
Off Peak Average over 100% of seated load = 38 passengers

Average Fleet Age: The age of the vehicle fleet affects the performance and reliability of transit
services and the attraction of customers. Adhering to the average fleet age requirement will
ensure a consistently safe, reliable, and comfortable passenger experience (Figure 2-8).

Figure 2-8 Average Fleet Age Standard

Vehicle Average Age Average Fleet Age

Standard Transit Bus No greater than 10 years

Bus Deployment Policy: This policy specifies the kind of vehicle that should be used to operate
individual routes. The type of vehicle deployed on a route depends primarily on ridership demand
and trip loads (Figure 2-9). Using incorrectly sized vehicles on routes can unnecessarily add
operating cost to a route or result in overcrowding.

Figure 2-9 Bus Deployment Standard

Bus Deployment Vehicle Type

Trunk Bus Routes 40' Buses
Local Bus Routes 32' or 40' Buses - Based on ridership demand
Market-Based Services MCI Coach
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SunLine will review the Bus Deployment Policy every 2 years, beginning in 2018, and make
necessary adjustments as the fleet is updated to ensure compliance with the Title VI
requirements.

2.1.4 Service Warrants

The Warrants Standards provide guidelines for the introduction of new services. They are a tool
for judging when new service or service extensions are appropriate. A new fixed route or route
extension could be introduced when the ridership forecasts based on population, school
enrollment, or job density are sufficient to achieve minimum passengers per revenue hour
standards by service type. To ensure the agency’s financial sustainability, SunLine will introduce
only those new services that operate above the lower-performing route quartile or with
productivity that is within 15 percent of the system average.

Planning new services around these guidelines will help ensure the successful performance of
new routes. Providing a set of guidelines for which areas warrant all-day fixed route service will
help SunLine respond to future community requests for new service.

Evaluating New Services

New routes should be monitored to determine whether they are reaching the desired performance
standards. The route should first be evaluated after 6 months to determine whether it meets more
than two-thirds of its performance standards. New services not meeting the minimum standards at
the end of an 18- to 24-month trial period are subject to corrective action or discontinuation.

In some cases, trial periods for new services may vary based on the requirements of grant
funding. For example, if a grant provided 3 years of funding for a route that did not meet
standards, this route may still be operated for the full 3-year period.

2.15 Paratransit Service Standards (SunDial)
Eligibility

Any person with a disability who is unable to board, ride, or disembark from an accessible
vehicle without the assistance of another person is eligible.

Any person with a disability who has a specific impairment-related condition that prevents
the person from traveling to or from a boarding/disembarking location is eligible.
Certification is based on individual’s functional ability to ride the fixed route system.
Visitors qualified elsewhere in the United States may use the SunDial ADA service for up
to 21 days per year and must then qualify locally.

A maximum 21-day response period for the application and an appeals process exists.
There is no limit to the number of trips a person can make. Reservations can be made up
to 7 days in advance.

A no-show policy exists for passengers who do not appear for their rides, with possible ex-
clusion from SunDial service for a period of time in extreme cases.

SunLine’s Eligibility Department processed 100 percent of completed applications within the
21-day target.
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Access

The agency must serve any origin and destination requests that are both within 0.75 miles
of a fixed route corridor (excluding Commuter bus service) at the times and days of ser-
vice when the fixed route is operating. Next-day service by reservation during regular busi-
ness hours must be provided.

The reservations call center accepts client reservations 7 days per week between

8:00 A.M. and 5:00 P.M. for next-day service.

Travel Time

Trip pick-up time must be scheduled within 1 hour before or after the requested pick-up
time. Trip length should be comparable to the time it would take to make the same trip by
the fixed route service.

On-time Performance

Trip pick up should consistently occur within a 30-minute window from the scheduled pick-
up time.

On-time performance is in accordance with FTA Circular 4710.1 to perform equivalent to
SunLine’s fixed route service. Paratransit continues to meet and exceed this goal.

Capacity

Subscription service is provided as a proportion of our total complementary paratransit
service as long as it does not interfere with our capacity for demand trips.

No more than 50 percent of the number of trips can be subscription. Going above this
level could cause capacity constraints to serve our non-subscription riders.

Staff ensures subscription trips are balanced with non-subscription trips to ensure ade-
guate levels of service are provided on a daily basis.

Fares
Fares charged may not exceed twice the non-discounted fare for the fixed-route network
at the time of the trip.
No fare is to be charged to personal care attendants where they are required.
Companions pay the same ADA fare.

SunDial fares are based on travel within one city or multiple cities. Within one city the fare
is $1.50 per trip; travel within multiple cities is $2.00 per trip.

2.2 Description of SRTP Performance Report

Service Design

The transit routes and the cities or communities they serve are listed below in Figure 2-11. Figure
2-12 and *Service runs 6:30 AM — 11:30 AM and 2:10 PM — 7:30 PM.

Figure 2-12 communicate the current frequency and service spans, respectively, for each route.
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Figure 2-10 Summary of Fixed Route Transit Services

Route Cities/Communities Served

1wV Palm Springs, Cathedral City, Rancho Mirage

1EV Palm Desert, Indian Wells, La Quinta, Indio, and Coachella
Desert Hot Springs, Palm Springs, and Cathedral City
Desert Hot Springs and Desert Edge

Palm Springs, Cathedral City, Rancho Mirage, Thousand Palms, and Palm Desert
Desert Hot Springs and Palm Desert

Palm Desert, Indian Wells, La Quinta, Indio, and Coachella
La Quinta, Palm Desert, Indian Wells, and Bermuda Dunes
Indio, Coachella, Thermal, and Mecca

Mecca and North Shore

Indio, Palm Desert, Beaumont, and CSUSB

Olo|N|ojoa|bhwN

=
o
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Figure 2-11 Service Frequencies, in Minutes

Weekday Weekend Frequency
Frequency
All Day All Day
1EV 30 30
2 30 40
3 30 60
4 60 60
3] 60* NS
6 60* NS
7 45 90
8 60 60
9 60 60
10 Select trips NS

*Service runs 6:30 AM —11:30 AM and 2:10 PM - 7:30 PM.

Figure 2-12 Service Spans

Weekday Span Weekend Span
Start Finish Start Finish
1wV 5:00 A.M. 10:14 P.M. 5:00 A.M. 10:14 P.M.
1EV 5:00 A.M. 10:48 P.M. 5:00 A.M. 10:48 P.M.
2 5:00 A.M. 10:56 P.M. 5:00 A.M. 10:46 P.M.
3 6:45 A.M. 8:35 P.M. 6:45 A.M. 8:35 P.M.
4 6:10 A.M. 9:50 P.M. 6:10 A.M. 9:50 P.M.
5 (AM) 6:10 A.M. 9:00 A.M. NS NS
5 (PM) 3:00 P.M. 6:51 P.M. NS NS
6 (AM) 6:00 A.M. 11:46 A.M. NS NS
6 (PM) 2:00 PM 7:45 PM NS NS
7 5:10 A.M. 9:20 P.M. 5:10 A.M. 9:20 P.M.
8 5:30 A.M. 10:57 P.M. 5:35 A.M. 10:57 P.M.
9 (AM) 6:00 A.M. 9:45 AM 6:00 A.M. 9:45 P.M.
9 (PM) 2:00 P.M. 7:45 P.M. 2:00 P.M. 7:45 P.M.
10 (AM) 5:20 A.M. 2:00 P.M. — —
10 (PM) 12:50 P.M. 8:00 P.M. — —
Back to Top

72 of 152



Sunline

TRANSET AGENEY
Ridership

Ridership system-wide in FY 23-24 for SunBus, SunDial, SunRide and SolVan was a total of
2,753,390 boardings, an increase of 1.9 percent compared with FY 22-23:

e SunBus ridership totaled 2,585,789, an increase of 26,360 rides or 0.01%, in comparison

to FY22-23.

e SunDial ridership totaled 119,492, an increase of 9,338 rides or 8.5%, in comparison to
FY22-23.

» SolVan ridership totaled 23,738, an increase of 3,766 rides or 18.8%, in comparison to
FY22-23.

e SunRide ridership totaled 22,435, an increase of 13,313 rides or 145.9%, in
comparison to FY22-23.

Figure 2-13 5-Year Fixed Route Ridership Comparison

Fixed Route Ridership Comparison - 5 Years
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Figure 2-15 shows our COVID-19 recovery chart, showing detailed changes in ridership for
calendar years 2020, 2023 and 2024.

Figure 2-14  COVID-19 Impact on Fixed Route Ridership
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350,000 336,514 334160 CY 2020 ===CY 2023 ===CY 2024 | %VAR.2020Vs 2023 | %VAR. 2020 vs 2024
,
300,000
249,407
244,570 X
233,700 229188 o006 35% 230,028
250,000 224,607 2 5 229,938
219,727 X 75% S 36% 399%
-35% -33% 207,771 210,803 2
234,896
218,953 g 214,292 26% 214,104
200,000 - - 4
) a5 213,;17 4% e . 205,433 27% 210,100
38 15% 186,280 89,026 24% %
a 4 15%
I 13% 185,159
150,000 £ 171580 o 164,236 166,293 168,536 168,364
& .
] 150,202
3
130,678
100,000
50,000
0
JAN FEB MAR APR MAY JUN JuL AUG SEP ocT NOV DEC

Back to Top

74 of 152



Sunline

TRANSET AGENEY
Paratransit Performance
Figure 2-16 shows SunDial’s on-time performance for FY 2022 to FY 2024.

Figure 2-15 SunDial On-Time Performance for FY 2022 to FY 2024.
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Paratransit had a 8.48% increase in ridership when comparing FY22/23 to FY23/24. The chart
below displays ridership over calendar years. May 2024, paratransit had its highest ridership of
10,480. (Figure 2-16).

Figure 2-16 Paratransit Ridership COVID-19 Impact for FY 22-23
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2.2.8 Route-level Performance
Productivity

Figure 2-17 indicates that neither of the two trunk routes (Routes 1 and 2) met their performance
standards in FY 24.

Figure 2-17 Trunk Routes Average

Trunk Routes - Passengers Per Revenue Hour
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Figure 2-20 indicates that three out of the seven local routes met their performance standards
goal:

e For FY22-23, Routes 3, 4, 7 and Route 8 met the target of 10 passengers per revenue
hour.

e For FY22-23, Routes 5, 6, and 9 failed to meet the target of 10 PPRH.
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Figure 2-18 Local Routes Average
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Route 10 Commuter Link service started revenue service in July 2022 and is currently
meeting its goal of 10 passengers per revenue trip (

Figure 2-19).
Figure 2-19  Market Based Service Average
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Service Quality

On-time Performance: SunLine’s system-wide on-time performance is at 84 percent for

July 1, 2022, to June 30, 2023. The Agency did not meet its goal for FY 23/24 with an OTP of
89.2%. Routes 1EV, 1WV, 2, 3, 5, 7, 8, 9 met the minimum on-time performance standard as
captured in Figure 2-20.

Figure 2-20 On-Time Performance, by Route

On-Time Performance Percentage by Route FYTD
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On-Time: When a trip departs a time point within range of zero (0) minutes early to five (5) minutes late.
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Average Fleet Age: The fixed route fleet is made up of 49 buses and supported with a
contingency fleet of 39 CNG/RNG buses. The contingency fleet is required to ensure service
reliability as SunLine implements hydrogen fuel cell buses. New zero emission technologies
present new challenges that require time and experience to understand. SunLine continues to
replace buses in the fleet that have met their useful life.

Figure 2-21 Active Fixed Route Fleet

2014 Hydrogen 40" heawy-duty
2015 1 Hydrogen 40" heawvy-duty
2017 1 Hydrogen 40" heawvy-duty
2018 g Hydrogen 40" heawy-duty
2018 4 Electric 40" heawy-duty
2020 2 CNG 45" over-the-road
2020 10 CMNG 40" heawy-duty
2021 B Hydrogen 40" heawy-duty
2022 4 Hydrogen 40" heavy-duty
2022 1 CNG 45" over-the-road
2024 8 Hydrogen 40" heavy-duty
Total 49

Bus Deployment: SunLine is in full compliance with Title VI, which protects people from
discrimination based on race, color, and national origin in programs and activities receiving
federal financial assistance. SunLine ensures equitable distribution of its assets in delivery of
transit services to the people of the Coachella Valley.

Buses are assigned according to successful completion of maintenance functions without regard
to route assignment, or vehicle age, except in size considerations as outlined in the Bus
Deployment Policy described previously. Additionally, fuel cell buses and battery electric buses
are assigned to routes with shorter distances and/or durations that are within the acceptable
range capacity of those vehicles.

Adequate numbers of buses are assigned to routes with high demand to avoid instances of
overcrowding or standing passengers. All SunLine buses are fully air-conditioned and are
100 percent accessible to persons with disabilities.

* Routes 1, 2, 3, and 4 should use 40-foot buses given the higher passenger volumes.
e Other routes should use either 40- or 32-foot buses based on ridership demand.
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Figure 2-22 to Error! Reference source not found. show key performance metrics for SunRide

during calendar year 2024.

Figure 2-22 SunRide System-wide Metrics

SunRide System-Wide Metrics
CYTD 2024
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This chart compares completed trips by passengers (PAX) for the three (2] most recent This pie dhart illustrates the number and percentage of trips completed by each
maonths. geo-fence zone for the calender year to date (CYTD) 2024,

SunRide Payment Method
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This pie chart illustrates the chosen method of payment for SunRide passengers by This chart illustrates rider trip booking methods for the three (3) most recent

number and percentage of riders for calendar year to date (CYTD) 2024, months.

Percentage of Trips System-wide as Ridesharing: 27%.

[Based on Mo. of Shared Rides for the month (492) divided by Total Trips Completad [1,802]].
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2.3 Productivity Improvement Efforts Underway

SunRide has grown as a microtransit program from connecting riders to fixed route service by
bridging the first mile, last mile gap, to including virtual stops within each geo-fence. Virtual stops
consist of medical facilities, pharmacies, banks, grocery stores, educational facilities, and
community services, such as libraries and senior centers. SunRide has entered a hew phase
using VIA as a turnkey solution. VIA and SunLine will undergo a service evaluation to improve
how the service performs.

SunLine has partnered with Transit App to bring a universal solution to riders. Transit App is a
globally used trip planning and payment app that brings convenience to riding public transit.
Transit app’s multiagency trip planning solution allows riders to identify new transit solution out of
the Coachella Valley and into the greater LA County region.

SunLine will be conducting a Comprehensive Operational Analysis (COA) in FY 26 to evaluate
and improve the effectiveness of its transit network. This in-depth study will assess current rider
needs and explore strategies to attract new riders. Key questions the COA will help answer
include: Does my bus go where | need it to go? Does it operate when | need it? And does it come
often enough to meet my needs? The results will guide future service planning to ensure
SunLine’s system is efficient, equitable, and responsive to the communities it serves.

2.4 Major Trip Generators

The 2019 SunLine Transit Agency Rider Survey identified the main transit trip generators in the
Coachella Valley. The top destinations for home-based work trips are Palm Springs, Palm Desert,
and La Quinta. The College of the Desert and Palm Springs High School are top destinations for
home-based other trips that include shopping, recreation, and education. SunLine’s service
design should focus on serving major trip generators and creating convenient, direct linkages
between origins and destinations.

2.5 Recent Service Changes

SunLine typically implements service changes in January, May, and September in agreement with
the MOU. These service changes are driven by experiences learned from previous adjustments,
evolving passenger needs, assessments of service effectiveness, and other factors impacting
service quality. The following changes occurred in FY24 and through the third quarter of FY25:
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Figure 2-1 Recent Service Changes

Service Changes

Date Description

September 2023 e The last westbound trip on the 10 Commuter Link is now scheduled
to begin at 3:50 PM instead of 2:50 PM to better accommodate
CSUSB's bell schedule.

January 2024 e Routes 1WV, 1EV, and 2 operate every 30 minutes, seven days a

week.

e Route 3 operates every 30 minutes on weekdays and every 60
minutes on weekends.

e Minor schedule adjustments to Routes 5 and 6, which continue to
operate on weekdays only.

e Route 7 operates every 45 minutes on weekdays and every 90
minutes on weekends.

September 2024

e Routes 1EV, 6, and 8 no longer stop at 5" and Vine in Coachella.
The new stop is at the Coachella Transit Hub on 4™ at Cesar
Chavez.

e Route 2 operates every 30 minutes, seven days a week. Northbound
trips depart nine minutes earlier from B St. and Buddy Rogers.

e Route 4 operates every 60 minutes, seven days a week. Eastbound
trips depart 5 minutes later, starting from El Cielo and Kirk Douglas.

e Route 5 has minor schedule adjustments and continues to operate
on weekdays only.

¢ Route 10 Commuter Link adds a new stop at the Thousand Palms
Transit Hub on Varner at Harry Oliver Trail. Starting September 3 the
westbound trips depart 10 minutes earlier.

e 200 Tripper starts service 10 minutes earlier, departing West and
Pierson in Desert Hot Springs at 7:30 AM.

January 2025

¢ Route 1WV has a new timepoint stop for eastbound trips at Palm
Canyon and Baristo. The schedule was slightly adjusted to make it
easier for passengers to transfer to Route 2.

¢ Route 1EV has a few minor schedule changes to enhance service
reliability and efficiency.

e Route 2 schedule was slightly adjusted to facilitate passenger
transfers to Route 1WYV at Indian Canyon and Ramon on northbound
trips.

¢ Route 4 has a new timepoint stop at Ramon and Sierra del Sol at
3:52 pm (only at that time on weekdays) to allow students to arrive at
the stop closest to Rancho Mirage High School.

e Route 7 southbound trips now depart ten (10) minutes earlier,
starting from Harris Lane at Washington Street.

e Route 10 Commuter Link has a new stop added at the Indio
Transportation Center on Indio Boulevard at the Transportation
Center.
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e Route 200 Tripper now starts service one (1) minute earlier,
departing from West and Pierson in Desert Hot Springs at 7:29 a.m.

2.6 Community and Stakeholder Engagement

SunLine Transit Agency organizes annual events and actively participates in various community
gatherings and outreach programs. These efforts are essential for fostering relationships not only
with riders and community members but also with other organizations. Below is a list of key
events hosted by SunLine, as well as those we attended in collaboration with other organizations
from January 2024 to January 2025:

e Internal SunLine Events for Employees:
o We Love our Employees
o National Transit Employee Appreciation Day
e Valley-Wide Mass Casualty Dirill
e Salvation Army’s Annual Veterans and Community Expo
e Professional Vehicle and Touch a Truck Days at Schools and the Cathedral City Hot Air
Balloon Festival
e Community Outreaches: Migrant Resource Fair, Family Resource Fairs in Multiple Cities,
Family Days, Dia del Nifio/Day of the Child Events, etc.
e SunLine’s Youth Sustainability Committee Earth Day Event at the Palm Desert Farmer’s
Market
California State University of San Bernardino Transit Expo
Annual Valley Wide Employment Expo
Healthy Desert, Healthy You Environmental Health Summit
Parades: Palm Desert Golf Cart Parade, President’'s Day Parade, Mecca Desfile de Luces
(Lights Parade)
American Heart Association’s Coachella Valley Heart & Stroke Walk
e External SunLine Events:
o SunLine’s Annual Pack the Bus
SunLine’s Coachella Transit Hub Ribbon Cutting
SunLine’s Liquid Hydrogen Station Ribbon Cutting
SunLine’s Haunted Bus
SunLine’s Annual Fill the Bus
SunLine’s Student Art Contest

O O O O O

2.6.1 Access Advisory Committee

In June 1996, the Board of Directors established the Access Advisory Committee to assist staff in
an advisory capacity on accessibility and senior mobility concerns. This input was especially
valuable in the early years as SunLine Transit Agency (SunLine) structured its fixed route and
paratransit services to comply with ADA requirements.

As determined by the Board of Directors, the Committee serves as a vital forum for advising
SunLine on the planning and implementation of its fixed-route and paratransit services. The
Committee reviews, comments on, and provides feedback to SunLine staff in order to make
transportation more accessible for everyone. Membership is designed to include individuals with
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diverse expertise and firsthand experience with SunLine’s services, strengthening the
Committee’s ability to offer well-informed recommendations. The Committee complies with
California's open meeting law, the Brown Act, and follows Robert’s Rules of Order to ensure
structured and effective discussions.

All members of the Committee serve at the pleasure of the SunLine Board of Directors and in a
voluntary capacity. The Committee includes fifteen (15) seats. Any person living within SunLine’s
service area may be appointed to the Committee, and the Committee includes individuals who
regularly utilize SunLine’s transit services. Currently, five (5) of the fifteen (15) seats are filled.
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3.1 Planned Service Changes FY 2026 to FY 2028

SunLine is actively exploring ways to leverage its existing resources to increase service where
needed which would notably reduce the headway during weekdays from 30 minutes to 20
minutes on select routes. SunLine has previously faced challenges in hiring a sufficient workforce
and obtaining the necessary fleet to meet the demands to increase service levels. However, as
resources become available, the intent is to follow through with deploying that level of service.
There is the possibility of implementing a higher level of service incrementally to continue the goal
of improving service without exhausting resources.

Figure 3-1 Fixed Route Service Levels

Effective January 7, 2024

Weekday Salurday Sunday

1WV |Palm Desert Mall - Palm Springs 30 30 30
1EV |[Coachella- Palm Desert Mall 30 30 30
Desert Hot Springs - Palm Springs -
2 30 30 30
Cathedral City
3 |Desert Edge - Desert Hot Springs 30 60 60
4 |Palm Desert Mall - Palm Springs 60 60 60

Desert Hot Springs - CSUSB Palm

> Desert -Palm Desert Mall 60 NS NS

6 Coachella- ViaFred Waring - Palm 60 NS NS
Desert Mall

- Berlmuda Dunes - Indian Wells - La 25 90 90
Quinta

2 Morth Indio - Coachella - €0 €0 &0
Thermal /Mecca

9 [North Shore - Mecca - Oasis 60 60 60
Indio - CSUSB-PDC - CSUSB - San 4

10 (Bernardino Transit Center round | NS NS
(SBTC)/Metrolink trips

MNS: No Service
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3.1.1 Fixed Route Future Service Changes

SunLine Transit Agency conducts a service change three times per year in accordance with the
Collective Bargaining Agreement with the ATU Local 1277. These service changes go into effect
on the first Sunday of January, May, and September.

Planning staff, using feedback and input from Operations staff and the community, use the
Service Change activity to make adjustments to the fixed route system.

Comprehensive Operational Analysis

SunLine Transit Agency will undertake a Comprehensive Operational Analysis (COA) that will
span Fiscal Years 2026 and 2027. The primary objective of the COA is to evaluate existing
service and provide strategic recommendations for the future design of the transit network. The
findings and recommendations from the COA will serve as a critical planning tool, guiding staff in
implementing service improvements and system changes that align with the agency’s long term
goals and the evolving needs of the Coachella Valley community.

3.1.2 Fixed Route Service North of 1-10

As development in the Coachella Valley continues to expand, the area north of I-10 has been
identified as having a service gap. The proposal for a new fixed route, Route 17, aims to connect
the existing terminal points of Routes 7 and 8 in Bermuda Dunes and Indio, respectively.
Introducing Route 17 will create a new connection between Bermuda Dunes and Indio, reduce
overall travel time for passengers, open up new destinations, and ultimately making the system
more efficient and accessible. Implementing a new route is considered a Major Service Change
and, therefore, requires a public engagement process and final approval from the Board of
Directors.

3.1.3 Other Improvements

Looking ahead, SunLine is evaluating the possibility of splitting Route 4—which currently oper-
ates between Palm Desert and Palm Springs—into two shorter, more manageable routes. This
change would reduce the total travel distance and is intended to improve service reliability.

Additionally, SunLine’s updated ICT Plan or Fleet Replacement Plan will outline how the agency
intends to transition to clean fuels, considering the current availability of zero-emission vehicle
models.

The upcoming OnBoard Ridership Survey will provide valuable insights into who is riding the sys-
tem and how they are using it. This data will support leadership in making informed decisions to
enhance service and better meet rider needs.

3.14 SunRide Future Service Plans

SunLine and Via are conducting a comprehensive evaluation of the microtransit service to identify
opportunities for improved efficiency, performance, and rider experience. The review process
begins with collecting and analyzing service data, including ridership trends, wait times, trip
fulfillment rates, and vehicle utilization. Feedback from riders, drivers, and staff will be gathered to
inform a well-rounded assessment. The evaluation will also examine service coverage,
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accessibility, and how well the microtransit system integrates with SunLine’s fixed-route network.
Key performance indicators such as cost per trip, shared ride percentage, and on-time
performance will be analyzed against industry benchmarks. Based on the findings, SunLine and
Via will develop targeted recommendations to enhance service delivery and ensure the system
continues to meet the evolving needs of the Coachella Valley. An ongoing monitoring plan will
follow to measure progress and guide future improvements.

3.1.5 SunDial Future Service Plans

The provision of ADA services remains a challenge because it is costly. Efforts to mitigate the
increasing expenses in demand-responsive service include revisions to the paratransit
eligibility/certification process and continuing to monitor late cancellations and no-shows, which
improves the availability of appointment time slots and makes SunDial service more efficient for
customers. SunDial staff periodically (monthly) measure the system wide average rate for that
month to determine whether a particular customer has excessive late cancellations or no-shows.
They then consider the customer's overall frequency of use and evaluate whether there is “a
pattern of abuse” relative to how often that customer travels with SunDial.

3.2 Future Marketing Plans, Studies, Promotion, or programs to promote ridership

To support the initiatives outlined in the SRTP, the Marketing Department will focus on the
following key areas:

1. Help regain and build ridership among current, recent, and lapsed riders through seasonal
campaigns

2. Identify and drive ridership among new riders

3. Build trust among stakeholders and the community to drive advocacy

4. Communicate SunLine’s efforts in maintaining and continuing to improve on-time perfor-
mance

5. Communicate SunLine’s efforts and role in supporting job creation in the private sector, as

well as for local businesses by highlighting how public transit helps connect people to em-

ployment opportunities and essential destinations

Convey progress made in SunLine’s clean fuels fleet initiatives

Collaborate across departments to help improve customer experience for passengers and

elevate SunLine’s brand

8. Explore new ways to engage with the community through various community outreach
event opportunities and community partnerships

No

3.2.1 Target Audiences
For marketing efforts to resonate, analysis of target markets must be done, studying both who

they are and what motivates them. Then, marketing materials must be customized to reach those
target audiences. See Figure 3.2 for target audience analysis.
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Figure 3-2 Target Audience Analysis

Key Messages
What motivates them?

Current riders e On-time performance
e Wait time between buses (headway
time)
e Cleanliness
e Safety
e Price

For some: environment

Potential new riders e Ability to multitask
e Cleanliness
o Safety
e On-time performance
e Wait time between buses (headway
time)
e Price
e Technology friendly facilities (i.e.:
Wifi, chargers on buses, various
payment methods like tap payment,
etc.)
For some: environment

Community at large e Economic prosperity

¢ Reduced congestion

e Reduced emissions

e Transparency

e Community relationships

e Good environmental stewards

Employees e Feeling valued and heard

e Having the opportunity to contribute
to the Agency’s success

¢ Compensation and benefits

e Cleanliness in office/bus

e Transparency
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3.2.2 Marketing Strategies

There are several strategies for communicating with SunLine’s diverse target audiences, and
messaging will be customized to engage each group based on their motivations identified in the
target audience analysis.

3.2.3 Social Media and Website

After developing a strong social media program in recent years, SunLine has enhanced direct
communication with its target audiences (fans and followers of the Agency’s social media
platforms). The posts have been both entertaining and informative, emphasizing short-format
videos and reels — two key components of keeping followers engaged.

Transit Tuesdays is a monthly live event on social media that discusses pre-selected topics and
shares important updates with riders. Other social media posts tie in history, education, places to
visit, comedy, safety, and recognition. This variety in messaging keeps the social platform
accounts interesting and worth following.

,A newly redesigned website will be released before the end of the FY25 fiscal year. The re-
design takes into account highlighting information that is necessary to have front and center, thus
allowing website visitors to find that information instantly. The new website also follows new web
trends and practices and provides an easier pass purchase experience.

3.2.4 Advertising

By strategically utilizing SunLine’s budget, we will develop and implement an advertising plan that
maximizes available funds and incorporates innovative strategies. This plan will use various
platforms, including digital, print, radio, streaming, and TV media. Additionally, the goal is to
promote all key messaging through agency-owned and maintained advertising mediums, such as
bus shelters, interior bus displays, and announcements.

3.25 Rider/Community Input

A strong marketing program incorporates a strategy for listening to constituents. SunLine will
create and facilitate surveys to gather input regarding major service changes and how they are
being received in the community. This provides the opportunity to learn about any issues that may
need to be addressed. Data gathered can be used with all appropriate departments to help
improve the customer experience.

3.2.6 Public Relations
SunLine’s public relations representatives will draft press releases to promote Agency initiatives.
They will also pitch stories to the media to publicize key newsworthy items, coordinate media
interviews, and follow up on media requests in a timely fashion.

3.2.7 Customer Service Center/Website
SunLine’s Customer Service Center features LiveChat on the web for those who need immediate

assistance or prefer a chat-based interface for convenience. The website also serves as a central
resource for all communications and announcements from SunLine. Additionally, the Customer
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Service Center provides phone support by customer service representatives Monday through
Friday. Agents can utilize resources such as Google Transit Trip Planner and the Transit app to
address customer inquiries quickly and accurately. Bilingual customer service agents are
available to assist with questions in English and Spanish. Interpretation services for all other
languages, including American Sign Language, are offered through our contract with
LanguageLine. An interpreter can be accessed via phone, video, or through their app.

3.2.8 Video Production

The Agency will continue to focus more on creating videos as marketing tools, in response to
shifts in social media audience preferences. By developing an expanded library of video assets,
SunLine will be able to drive greater engagement with its target markets, and those individuals will
better retain the information shared through unique videos. The Marketing Department will also
explore opportunities to produce longer video features, such as those created to recap the
Student Art Contest event and the Youth Sustainability Advisory Committee Earth Day videos,
where possible.

3.2.9 Rider’s Guide

The Rider’s Guide has become an essential communication tool for SunLine. The Agency has
maintained the layout of this revamped guide, which has proven to be a more user-friendly format.
It features relevant information for riders that includes directions, maps, timepoint bus stop
locations, schedules, fares, transfer instructions, and guidance on how to receive assistance with
SunLine’s programs and services. Transit system information, which aligns with the updated
Rider’s Guide, can also be found at transit hubs, on buses, at bus stops, and in community
gathering locations. SunLine’s system information is provided in both English and Spanish.

3.2.10 Clean Fuels Fleet Communications

The Agency’s reputation as a pioneer in clear air and alternative fuel technology must continue to
stay top-of-mind by promoting news about SunLine’s advancements in its Zero-Emissions Bus
Rollout Plan. SunLine’s new liquid hydrogen station has delivered increased reliability in fueling
the Agency’s Hydrogen Fuel Cell technology fleet. The addition of SunLine’s upcoming public
hydrogen station further reinforces this message by providing community members and visitors
the chance to fuel their zero-emission hydrogen vehicles at SunLine.

3.2.11 Internal Communications

Keeping employees informed about company initiatives and marketing efforts boosts morale and
encourages their participation in the larger vision. To this end, SunLine will hold town hall
meetings and has relaunched its internal newsletter, which features key stories and facts about
the Agency’s latest initiatives. In line with our strategic plan, a key component of the newsletter
and town hall meetings is educating staff on how our Agency operates. Examples of topics
include the different types of funding we receive, eligible uses for various funding sources, and
how we gather data for planning our services. These efforts help enhance communication with the
employee target audience segment, making SunLine Transit Agency an even better place to
work.
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3.2.12 Building an Effective Marketing Plan

All the tools mentioned above will be used to market SunLine as a leader in transportation,
innovation, and alternative fuel technology. As stated, targeted messaging and the use of
effective platforms and strategies will be crucial for increasing ridership, rebuilding trust,
communicating progress, and engaging employees.

3.2.13 Community Outreach

SunLine works with local organizations, businesses, government agencies, and non-profit
organizations to promote SunLine programs and services. Community outreach involves
grassroots organizations to identify unmet transit needs and build community-based marketing
partnerships. Historically, SunLine invests in these relationships by participating in community
events such as mobility workshops, food drives, school supply drives, fundraisers, parades, and
special event activities.

3.2.14 Community/Local Partnerships

SunLine Transit Agency recognizes the importance of building strong partnerships with
organizations that share our values and align with our mission of fostering a healthier community.
Some organizations we currently collaborate with include the American Heart Association and the
Ophelia Project at the John F. Kennedy Foundation. The American Heart Association focuses on
heart health and community education to promote overall well-being—a mission that closely
aligns with SunLine’s commitment to enhancing public health through accessible transportation.
Similarly, the Ophelia Project empowers young women, and SunLine supports this mission by
providing essential public transit education, ensuring that they and other youth in our community
gain valuable life skills for independence and mobility.

3.2.15 Public Presentations and Town Hall Meetings

Target audiences include seniors, students, social services, businesses, and community leaders.
The main goal is public education regarding the economic and environmental benefits of using
public transportation. During presentations, SunLine highlights the key role it plays as a public
transit provider and leader in alternative fuel technology. SunLine’s use of hydrogen electric fuel
cell and battery electric fuel cell buses has made a positive impact on the environment on a global
scale. Presentations emphasize the importance of this initiative and how it affects residents of the
Coachella Valley. Town hall meetings focus on gathering feedback from riders and potential riders
regarding areas in need of service. These presentations and town hall meetings typically occur at
senior centers, colleges, government agencies (e.g., City Council meetings, SCAG, CVAG, etc.),
and adult special needs schools and programs.

3.2.16 Travel Training

Transportation offers us a sense of independence and opportunities to engage with our
community. SunLine’s Travel Training Program provides riders with the chance to learn how to
navigate a public transit system independently. To achieve this, SunLine offers group and one-on-
one training virtually, in person, or aboard a fixed-route bus to build confidence and enable people
to travel with ease. Travel training also includes onboard bus sessions for guide dogs assisting
visually impaired individuals. In-person training sessions are held at senior centers, recreation
centers, community centers, adult special needs schools, and aboard buses.
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3.2.17 Transit Ambassador Program

The SunLine Transit Ambassador Program, known as TAP, empowers employees to expand
SunLine’s culture of customer service. TAP consists of a series of training sessions for SunLine
employees that address crucial topics and everyday scenarios in public transportation service. A
Transit Ambassador has completed this program and can assist passengers with their trip
planning. Transit Ambassadors will assist the rider until they feel confident in navigating the
SunLine system independently.

3.2.18 Youth Sustainability Advisory Committee

Established in 2022, the Youth Sustainability Advisory Committee is a student-led group that
meets monthly and includes members aged 13 to 18 from each city in the Coachella Valley,
mirroring the structure of the Board of Directors. Aligned with SunLine’s long-term strategic plan
and Board vision, the committee’s mission is to support the implementation of sustainability
initiatives through innovative, engaging, fun, and creative approaches.

3.2.19 Free Ride Policy

SunLine Transit Agency will provide free rides on our local fixed-route system on the dates listed
below:

Transit Equity Day
Earth Day

Dump the Pump Day
Car Free Day

California Clean Air Day
Rideshare Week
Election Day

SunLine Transit Agency’s Marketing team is creating a set of guidelines to help staff determine
whether additional days can be added or when requests for free rides can be accommodated.

3.3 Project Ridership Growth (FY26-28)

SunLine continues to recover fixed route ridership year over year. Based on current trends and
projections, the expected ridership growth is as follows:

FY 2024 Actual: 2,585,680 boardings

FY 2025 Projected: 2,729,627 boardings (5.57% growth)
FY 2026 Projected: 2,953,872 boardings (8.22% growth)
FY 2027 Projected: 3,178,117 boardings (7.59% growth)
FY 2028 Projected: 3,402,362 boardings (7.06% growth)

These projections suggest a consistent rise in ridership driven by service adjustments, enhanced
reliability, and improved customer experience initiatives. Key initiatives contributing to this growth
include:

e Coachella Mobility Hub: Expected to improve connectivity in the Eastern Coachella
Valley.
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e Bus Stop and Amenity Upgrades: This includes improved shelters and real-time
passenger information systems.

o CVAG Transit Signal Priority (TSP) Project: SunLine is actively working with the
Coachella Valley Association of Governments (CVAG) to implement TSP along major
corridors like Highway 111. This initiative aims to reduce bus travel times by prioritizing
buses at signalized intersections, improving reliability, and making transit a more
competitive travel option.

o Fleet Modernization: Continued investment in zero-emission buses to support
sustainability goals while improving operational efficiency.

e Increasein Service North of I-10: Due to increasing development and ridership demand,
SunLine plans to expand service in the areas north of I-10, thereby improving transit
access for residents and businesses in these growing communities.

As SunLine continues to monitor ridership trends, further adjustments may be made to optimize
service levels, ensuring alignment with the evolving travel patterns in the Coachella Valley.
Special attention will be given to high-growth areas, particularly those east of 1-10, to provide
sufficient transit coverage and accessibility.

3.4 Proposed Fare Structure Changes

SunLine conducted its last fare study in 2011 to analyze passenger fare usage for both fixed-
route and on-demand paratransit services. This study aimed to explore potential adjustments to
the fare structure and pricing in response to rising service costs and reduced state funding.
Commissioned by the Board of Directors, the study recommended eliminating the $0.25 transfer
fee and the two-hour unlimited transfer window while increasing the base fare to $1.25.
Alternative scenarios considered raising it to $1.35 or $1.50. However, no changes were
implemented following this study, and the fare has remained unchanged since 2002.

With SunLine's upcoming Comprehensive Operational Analysis (COA) update, a new fare study
will evaluate the current fare structure in relation to projected conditions, transit demand in the
Coachella Valley, and proposed service enhancements. The COA will examine the effects and
feasibility of implementing a free fare, an increased fare, or maintaining the current fare.

Additionally, the implementation of a contactless fare payment system through the Open Loop
Validators Project aims to enhance the ease of fare payment and collection for riders. Regardless
of whether the cost of a bus ride changes, the contactless payment system will allow riders to tap
their debit or credit cards to pay on the bus, where cash or paper passes were previously the only
options. This new system will include built-in features such as fare capping, automatically
ensuring that riders receive the best fare during their travel.

3.5 Capital Improvement Planning

SunLine Transit Agency's commitment to serving the Coachella Valley has been bolstered by
successfully securing competitive grants. These grants are essential for the Agency to maintain
its dedication to providing reliable transit services throughout the Coachella Valley. Additionally,
these grants finance the capital projects that are crucial in supporting the Agency’s aspiring goal
of transitioning its entire fleet to zero-emission vehicles by 2035.

In fiscal year 2025, the Capital Projects department demonstrated significant skills in managing
and delivering complex infrastructure upgrades and fleet replacement projects, as detailed in
Figure 2-2. Looking forward to fiscal year 2026, the department remains committed to deploying
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innovative projects that will further enhance the Agency’s day-to-day operations. These projects
are outlined in Chapter 3.5.1.

During fiscal year 2025, the Capital Projects team successfully delivered a new Liquid Hydrogen
Refueling Infrastructure at SunLine’s Division 1 in Thousand Palms. This station, equipped with
liquid and gaseous storage, compression equipment, and dispensing capabilities, enhances the
Agency's existing fueling infrastructure and provides fuel at both 350 and 700 bar. The Agency
also celebrated the completion of the Coachella Transit Hub, a project that will positively affect the
residents. Working closely with the City, the project established a sustainable transportation
infrastructure designed to improve rider amenities. This initiative was undertaken under an
Affordable Housing Sustainability Community Grant awarded to SunLine in partnership with the
City of Coachella. The Coachella Hub will expand connectivity for riders throughout the Coachella
Valley.

The Agency has also completed the Radio & On Bus Technology Upgrade, transitioning from an
outdated analog radio system to cellular services. This upgrade will improve day-to-day
communication for the Transportation Department, offering enhanced clarity, wider coverage, and
increased efficiency. Furthermore, SunLine has successfully purchased eight new Hydrogen Fuel
Cell Buses and ten new Paratransit Vehicles. These acquisitions replaced older vehicles that had
reached the end of their useful life, supporting the Agency's goal of achieving a fully zero-
emission fleet by 2035 and ensuring continued reliable paratransit services in the Coachella
Valley.

Several other projects are currently in the bidding phase. The D1 Backup Generator project will
enhance the connection to the Maintenance building with an automatic transfer switch and
connect the Operations building to the backup generator. The D1 Pavement Replacement project
will enable the Agency to keep the asphalt and concrete at its Thousand Palms, Division 1, in
good condition. Additionally, the A&E Workforce Training Center project, which will fund the
preliminary design for a training and maintenance facility focused on zero-emission bus
technology, is also out for bids. This facility will support workforce training and include a
maintenance bay for these vehicles.

3.5.1 Capital Projects Planned in FY26

SunLine Transit Agency is planning several significant projects in FY26, focusing on improving
technology, infrastructure, and fleet sustainability in the Coachella Valley.

Figure 3-2 Capital Projects

Project Name Description ‘ Status
Upgrade ITS This project will replace the existing CAD/AVL Implementation
(CAD/AVL System) system with a new phase.

and improved solution that will incorporate onboard
hardware in the Agency's revenue and support
vehicle fleet. The project will encompass the design,
development, integration, and installation of the
CAD/AVL system, including all necessary software
and licensing requirements.
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Workforce Training
Center Construction

This project aims to construct a facility that will
support a workforce training program focused on
advancing and adopting zero-emission bus
technology in public fleets. This facility will also
feature a dedicated maintenance bay for these types
of vehicles.

Planning phase.

Replacement Facility
Building

This project will construct a prefabricated building for
the Maintenance Facility department, offering
storage, repair space, offices, a breakroom, and
restrooms to support the Agency's daily upkeep of its
facilities and bus shelters.

Project not
started.

A&E Maintenance
Facility Building

This project will fund the development of preliminary
design documents, utilizing architectural and
engineering services, to replace the current
significantly aged Maintenance Facility in Thousand
Palms.

Planning phase.

Planning Phase for
Microgrid

This project supports the engineering and
development of a solar microgrid infrastructure that
will help lower fueling costs and is expected to
improve the Agency's energy resilience for the daily
deployment of its zero-emission transit fleet
operations.

Planning phase.

D2 Liquid Hydrogen
Refueling Infrastructure

This project will construct a hydrogen fueling station
at SunLine's Division Il in Indio, enabling hydrogen
fleet operations in the East Valley, reducing costs,
and increasing service sustainability. This project will
support the Agency's goal of a 100% zero-emission
bus fleet by 2035.

Utility Upgrade
in Progress

Open Loop Validators

This project will fund the procurement and
installation of contactless fare payment validator
equipment on SunLine's fixed-route fleet, including
service agreements for the maintenance of the
payment devices/equipment and the operation of the
fare processing services.

Planning phase.

Rolling Stock The procurement of these buses will replace CNG Ongoing
Procurement - Fuel and older hydrogen fuel cell buses that have reached
Cell Buses their useful life, furthering the Agency's efforts to

achieve a fully zero-emission fleet by 2035.
Liquid Hydrogen This project will construct a new liquid hydrogen Completed
Refueling Infrastructure | station, which will include liquid storage,

compression equipment, gaseous storage, and

dispensing, providing both additional capacity and
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resiliency for the existing fueling infrastructure. The
new station will be capable of dispensing fuel at 350
and 700 bar.

Coachella Transit Hub

In collaboration with the City of Coachella, this
project will establish sustainable transportation
infrastructure, designed to enhance transportation-
related amenities within the city. This initiative is
being undertaken pursuant to an Affordable Housing
Sustainability Community Grant awarded to SunLine,
in partnership with the City of Coachella, enabling
riders to connect with other fixed-route lines to travel
across the Coachella Valley.

Completed

D1 Backup Generator

This project will upgrade the existing connection to
the maintenance building by converting it to an
automatic transfer switch, and it will also connect the
operations building to the backup generator.

Out for bids

D1 Pavement
Replacement

The project will allow the Agency to maintain the
asphalt and concrete at its Thousand Palms division
in a state of good repair.

Project is out for
bids.

A&E Workforce
Training Center

This project funds the preliminary design documents,
including architectural and engineering services, for
a training and maintenance facility. The facility will
support a workforce training program for zero-
emission bus technology in public fleets and include
a maintenance bay for these type of vehicles.

Project is out for
bids.

Radio & On Bus
Technology Upgrade

This project will replace the outdated analog radio
system with cellular services, resulting in improved
day-to-day operational communications for SunLine's
Transportation Department. This transition will offer
benefits such as enhanced clarity and wider
coverage, leading to increased efficiency and
responsiveness.

Completed

Purchase of (8)
Hydrogen Fuel Cell
Buses

This project involves the purchase of fixed-route
vehicles to replace buses that have exceeded their
useful life of 12 years or 500,000 miles. This will
support the Agency's goal of achieving a fully zero-
emission fleet by 2035.

Completed

Purchase of (10)
Paratransit Vehicles

This project will replace paratransit vehicles that
have reached the end of their useful life. Replacing
these vehicles is crucial for maintaining reliable and
accessible transportation services in the Coachella
Valley

Completed
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The Upgrade ITS (CAD/AVL System) project is currently in the implementation phase. This

initiative will replace the existing system with a new and improved solution that incorporates
onboard hardware in the Agency's vehicles. This will enhance operational efficiency through
better communication and data management.

Several projects are in the planning phase, indicating the Agency's commitment to future
development. The Workforce Training Center Construction project will establish a facility focused
on zero-emission bus technology, featuring a dedicated maintenance bay. The Planning Phase
for the Microgrid project will investigate the development of a solar microgrid to lower fueling costs
and enhance energy resilience for the Agency's zero-emission fleet. Similarly, the D2 Liquid
Hydrogen Refueling Infrastructure project will prepare for the construction of a hydrogen fueling
station in Indio, supporting the Agency's goal of achieving a 100% zero-emission fleet by 2035.
The Open Loop Validators project will arrange for the procurement and installation of contactless
fare payment equipment for the fixed-route fleet. Lastly, the A&E Maintenance Facility Building
project will finance the preliminary design for replacing the significantly aged Maintenance Facility
in Thousand Palms.

The Replacement Facility Building project will install a prefabricated structure for the Maintenance
Facility department, offering essential storage, repair space, and office facilities. The Rolling
Stock Procurement for Fuel Cell Buses and the Replacement of 15 Paratransit Vehicles projects
will finance the acquisition of fuel cell buses and paratransit vehicles to replace aging CNG and
hydrogen vehicles, advancing the Agency's zero-emission goals.

These projects reflect SunLine's commitment to modernizing its operations, investing in
sustainable technologies, and enhancing services for the broader Coachella Valley community.

3.6 Long Term Vision (5 Years and Beyond)

SunLine Transit Agency established an aggressive agenda to elevate and solidify the skill and
competencies of its workforce in support of the Agency-wide strategic goal established for FY25
noted below:

“GOAL 1: WORKFORCE INVESTMENT - Facilitate a healthy workforce and ensure that they
are adequately supported and equipped with the knowledge, expertise, and experience to meet
the Agency’s operational requirements as they evolve and grow over time.”

In pursuit of that goal, the Agency focused its initial efforts on the leadership and management
teams. The Agency’s executive team, consisting of department chiefs, participated in a six-ses-
sion/64-hour leadership development program provided through the professional education pro-
gram at the local community college. The focus was on developing essential leadership skills as
the foundation for continuing to advance the Agency’s agenda in pursuit of its strategic priorities.

The Agency’s Deputy Chiefs, middle managers, and supervisors were provided online management
training consisting of over 30 hours of supervisory theory and skill development. Monthly roundtable
sessions supplemented the learning process to emphasize the application of skills, evaluate
courses of action, and create viable responses and solutions to challenges faced.

These training opportunities, including participation in peer review activities and industry training
workshops/conferences/seminars, have significantly helped supervisory staff see their value in the
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organization, better define their roles, improve their thinking and management skills, grow their
expertise, and work better as a strategically aligned team. The Agency’s investment in leadership
training is undoubtedly helping it move critical projects/programs forward quicker and more effec-
tively. Also noteworthy is the fact that morale and communication have vastly improved as we have
invested in the professional growth of our employees.

In addition to the extensive educational programs offered, SunLine has been working on an exten-
sive cultural transformation program designed to establish strategic agency priorities and goals and
align its business processes to ensure the achievement of those priorities. The program consists of
nearly monthly strategic planning and working sessions, and the process is ongoing. Additional
consultant support has been provided to the Chiefs related to the development of work plans, de-
partment goals, and action plans.

For FY 26 and beyond, the Agency established a revised strategic priority to strengthen its empha-
sis on staff and professional development:

People & Workforce: Our commitment to people and workforce strategy emphasizes fostering
a culture that aligns with our vision, growing and creating opportunities for staff to realize their
fullest potential, and maintaining staffing levels to meet the needs of our organization and cus-
tomers effectively.

In pursuit of that priority, the Agency has launched several initiatives to achieve its goals.
Apprenticeships and Mentoring

Staff is actively working with ATU Local 1277, California Transit Works (CTW), the local community
college, and key stakeholders to establish maintenance and bus operator apprenticeship and men-
tor programs to support the recruitment and retention of frontline employees. The mentor program
involves pairing a new hire with a seasoned employee to support on-the-job training and integration
into the team, which would complement formal apprenticeship training done in coordination with the
local community college. Similar mentor and apprenticeship programs in other transit agencies
within the State of California have helped recruit and retain talent, as well as served to reduce
absenteeism, disciplinary actions, and turnover.

Maintenance Training Program

Staff is actively working with a consultant to build a training program for its vehicle maintenance
staff, primarily focused on the fleet of hydrogen fuel cell buses (“HFCB”), to ensure that its mechan-
ics have the full range of skills and knowledge to perform not only preventative maintenance and
repairs, but also to diagnose issues and implement a comprehensive plan of corrective action. For
the Agency to successfully grow and maintain its HFCB fleet, it needs to establish and maintain a
training program that is specifically focused on staff’'s immediate operational needs. Once imple-
mented and proven successful, the Agency can offer to train others in the industry on FCEBSs.

Career Ladders

SunLine Transit Agency is in the initial phases of formalizing, memorializing, and institutionalizing
a comprehensive career ladder program outlining professional options within the Agency. Empha-
sizing that all employees should “stay curious” and pursue the many fascinating technical, opera-
tional, and administrative options available, career ladders illustrate the multitude of possibilities for
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career growth and advancement using both linear and divergent career pathways. The intent of this
program is to emphasize that an employee’s original position on their initial date of hire may not
necessarily be where they find their occupational home.

Continued Leadership Training

The Agency purchased licenses for online training to continue its supervisory training programs for
current and new supervisory staff. Newly hired or appointed supervisors/managers are assigned
the 30-hour online training curriculum introduced in FY 24. Current managerial staff will tackle ad-
vanced leadership concepts through instructor-led and online curricula designed to develop insight
into their personal qualities as it contributes to their ability to successfully manage and motivate
staff, develop critical thinking and problem analysis skills, and instill the philosophy of continuous
learning and improvement.

Succession Planning

In conjunction with career ladders, SunLine is developing an aggressive succession planning
program to ensure it has a ready pool of potential leaders to ensure the continuity of leadership
capability across place and time. The program’s objective is to provide both theoretical learning
and experiential opportunities as well as practical application of skills learned to challenge the
next generation of the Agency’s leaders to stretch beyond their current capabilities and develop
the necessary skills and knowledge to assume leadership roles.
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Chapter 4. Financial Planning

The FY2026 financial planning process focused on prioritizing resources and alignment with the
core strategic goal of regaining ridership and providing multimodal solutions. The team at SunLine
brought their diverse insights to most effectively allocate resources to maintain essential services.
The enclosed financial plan of the Agency is based on the best available financial projections and
anticipated grants.

4.1 Operating and Capital Budget

In FY2026, SunLine will have an operating budget of $50,500,000 and a capital budget of
$36,447,800 (Table 4 and 4A). The operating budget encompasses costs such as driver salaries,
administrative salaries, fuel, insurance premiums, and other overhead costs required to run day to
day operations. The available funding will be used effectively and efficiently in the
accomplishment of organizational objectives. The operating budget will ensure that the Agency
continues to offer safe and reliable transportation to Coachella Valley residents.

The capital budget incorporates key projects to help further advance the Agency’s Capital
Improvement Program. The Capital Improvement Program for FY2026 focuses on continuing
SunLine’s investment in replacing aging infrastructure and equipment. SunLine’s Capital Program
represents a unique opportunity to make long term investments in SunLine’s operational
capabilities, energy strategies, and regulatory compliance by conforming with the California Air
Resources Board’s Innovative Clean Transit mandate.

4.2 Funding Plans to Support Proposed Operating and Capital Program

For FY2026, funding plans for the proposed operating and capital programs are primarily funded
as follows:

FTA Section 5307, FTA Section 5311, FTA Section 5311 (f) (Intercity), FTA Section 5339,
Congestion Mitigation and Air Quality (CMAQ), California Air Resources Board (CARB),
California Energy Commission (CEC), Air Quality Management District (AQMD), State
Transit Assistance (STA), State of Good Repair (SGR), Low Carbon Operating Program
(LCTOP), Local Transportation Funds (LTF), Local Measure A funding, Senate Bill 125
(Transit and Intercity Rail Capital Program) and farebox revenue.

The estimated FY2026 operating and capital budget of $86,947,800 outlined in Table 4, is
funded by:
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For FY27 and FY28, figures presented in tables 4.2 and 4.3 to fund operating and capital
expenditures are based on best available funding projections.

TABLE 4.1 Summary of Funding Requests FY 26/27

RIVERSIDE
TRANSPORTATION

Table 4.1 - Summary of Funding Requests - FY 2026/27
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Froject Management and Administration - SL-27-08 $300,000) 530,000
Revenue Viehicies - Bus Rehabilitsbon - 5L-27-10 $500,000) $500,000
Fevenue Vehickes - Expansion CNG Paratansit $550.000 $550.000|
Vehicies - 5L-27-09
Revenue Vihicles - Purchase of Hydrogen Fuel $2.252.000 2050802 $4.960.000 $1:441.208
Cell Eleciric Buses - SL-27-07
Revenue Vehicles - Furchase of Paratransit 54,850,000 52,850,000 $1.223.750 562,904
Vehicles - 5L-27.-08
Safety and Security - Safety Enhancements - 51-2 5200000 5200000
1
Transit Shelters and Amenities - Sus Stop 5300000 5300000
Improvement - SL-27-12
Vehicle Systems - Vehicie Equipment - SL-27-13 5100000 5100000
sub-total capital | S22063.000 52.850.000 ] 50 52050602 50 0 36723750 0 50 £ 50 $4.860,000 50 $2.050,000 $3.705.302
Total Operating & Capital | 575,007,735 57.388022 5435544 5300,000 $2.850,692 100,000 5100.000 $5.723.750 $1.818,893 $500000| 534013726 7,000,000 $4.860,000 53,258,163 $2.050,000 53705302
FY 2026:27 Projscied Funding Detalls
Total Estimated Operating Funding Request 552,054,648

106 of 152

Back to Top



Sunline

TRANSIT AGENEY

TABLE 4.2 Summary of Funding Requests FY 27/28
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4.3 Regulatory and Compliance Requirements

4.3.1 Americans with Disabilities Act

SunLine complies with ADA guidelines by providing a 100 percent accessible revenue service
fleet for fixed route transit services and ADA paratransit vehicles. As funding becomes available,
SunLine continues to provide bus stop improvements to ensure accessibility. Staff also
coordinates with developers and contractors regarding construction projects to include bus stop
improvements when the opportunity arises.

4.3.2 Disadvantaged Business Enterprise
SunLine’s most recent Disadvantaged Business Enterprise (DBE) program and goals were
submitted to FTA in July 2025 and has an expiration date of September 2027.

4.3.3 Equal Employment Opportunity

SunLine complies with federal regulations pertaining to employment and submits its Equal
Employment Opportunity (EEO)-4 report annually to the U.S. Equal Employment Opportunity
Commission (EEOC) and its EEO/Affirmative Action Program to FTA every 4 years, or as major
changes occur in the workforce or employment conditions. The most recent EEO-4 report was
submitted to the EEOC and certified in February 2024. The most recent EEO/Affirmative Action
Program was revised and submitted to FTA in April 2024. The next update to the EEO/Affirmative
Action Program is due to the FTA in March 2028.

4.3.4 Title VI

Title VI protects people from discrimination based on race, color, and national origin in programs
and activities receiving federal financial assistance. SunLine’s Title VI report was submitted to
FTA in January 2023 and has an expiration date of October 2025.

4.3.5 Transportation Development Act

The Transportation Development Act provides two major sources of funding for public
transportation: the LTF and STA. RCTC commissioned Michael Baker International to conduct the
Triennial Performance Audit as required by the Transportation Development Act;
recommendations from the auditors are referenced in section VI of that document.

4.3.6 Federal Transit Administration Triennial Review
In accordance with regulations, SunLine completed an FTA Triennial Audit site visit in 2023 and
has fully complied with all closeout and post-review documentation.

4.3.7 National Transit Database

To keep track of the industry and provide public information and statistics as growth occurs, FTA’s
National Transit Database records the financial, operating, and asset conditions of transit
systems. Staff submit monthly reports and a yearly report which is used for funding formulas.

4.3.8 Alternative Fuel Vehicles

In alignment with SunLine’s Board-approved Alternative Fuel Policy, all revenue vehicles in the
fleet use CNG, electric, or hydrogen fuel. The current active fleet consists of 10 CNG buses, 36
hydrogen electric fuel cell buses, four (4) battery electric buses, three (3) CNG coaches, 39 CNG
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paratransit vehicles, and 52 non-revenue CNG, gas and electric vehicles, including general

support cars and trucks.

4.4 Capital Project Status -

Figure 4-1 summarizes the status of SunLine’s existing capital projects and remaining funding as

of March 2025.

Project

Project Description

Project Status

Total Project Fund-
ing Balance

Vehicles & Vehicle Improvements

Purchase  of
Hydrogen Fuel
Cell Bus (7)

Purchase of replacement
fixed route vehicles to re-
place buses that have ex-
ceeded their useful life of
12 years of 500,000 miles.

Staff working with
FTA to combine re-
maining fixed
route funding for a
new order of re-
placement fuel cell
buses.

$34,418,167

5,920,303

Purchase  of
Battery Elec-
tric Buses (6)

Purchase of replacement
fixed route vehicles to re-
place buses that have ex-
ceeded their useful life of
12 years of 500,000 miles.
The competitive funding for
the buses and included
electrical chargers were
awarded to the agency as
part of a competitive Low
Now funding application.

Staff working with
FTA to combine re-
maining fixed
route funding for a
new order of re-
placement fuel cell
buses.

7,064,109

Purchase  of
Hydrogen Fuel
Cell Electric
Bus (1)

Purchase of replacement
fixed route vehicle to re-
place buses that have ex-
ceeded their useful life of
12 years of 500,000 miles.

Staff working with
FTA to combine re-
maining fixed
route funding for a
new order of re-
placement fuel cell
buses.

1,100,000
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Purchase of

Purchase of replacement
fixed route vehicle to re-

Staff working with
FTA to combine re-
maining fixed
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Fuel Cell Bus | place buses that have ex- | route funding for a | 768,000
(1) ceeded their useful life of | new order of re-
12 years of 500,000 miles. | placement fuel cell
buses.
Staff working with
Purchase of replacement | FTAtocombinere-
Purchase  of | fixed route vehicle to re- | maining fixed
Fuel Cell Bus | place buses that have ex- | route funding for a | 649,088
(1) ceeded their useful life of [ new order of re-
12 years of 500,000 miles. | placement fuel cell
buses.
Staff working with
Purchase of replacement | FTAtocombinere-
Replacement | fixed route vehicle to re- | maining fixed
of Fixed Route | place buses that have ex- | route funding for a | 450,304
Bus (CNG) ceeded their useful life of | new order of re-
12 years of 500,000 miles. | placement fuel cell
buses.
Staff working with
FTA to combine re-
Expansion D maining fixed
Fixed Route Purchase .Of expansion fixed route funding for a | 382,147
Bus (Fuel Cell) route vehicle. new order of re-
placement fuel cell
buses.
Staff working with
Expansion This project will allow the FTA,t,O comblng re-
. . | maining fixed
Fixed  Route | purchase of one (1) addi- .
. route funding for a | 45,857
Bus (Motor | tional MCI bus to meet the
Coach) needs of the Agency. new order of re-

Sub-total
Fixed Route
Vehicles

placement fuel cell
buses.
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Purchase of
Paratransit Ve-
hicles (15)

This project will allow the
replacement of fifteen par-
atransit vehicles that have
met their useful life.

Project not

started.

Sunline
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3,600,000

Purchase of
Paratransit Ve-
hicles (10)

Sub-total
mand

De-
Re-

sponse Vehi-
cles

Micro Transit
Expansion (4)

This project will allow the
replacement of ten (10) par-
atransit vehicles that have
met their useful life.

This project will allow the
procurement of two (2) mi-
cro transit Chrysler Voyager
vehicles that are ADA acces-
sible.

Project initial de-
layed due to CARB
certification of
CNG engine. Para-
transit vehicles de-
livered in early cal-
endar year 2025.

Both vehicles have
been received and
the project. The
project is closed.

2,309,592

5,909,592

170,576

H2 Vehicle
Demonstra-
tion

Sub-total Mi-
cro Transit Ve-
hicles

Purchase  of
Stops & Zones
CNG Trucks (3)

This project will support the
make ready costs for the
demonstration of four (4)
22-foot hydrogen fuel cell
vehicles. Vehicles to be
demonstrated in Agency
service including the ability
to assign to microtransit.

Purchase of three (3) sup-
port trucks to replace the
current vehicles that have
met their useful life.

All four (4) vehicles
have been deliv-
ered but are not
yet ready to be
placed into ser-
vice.

The vehicles have
been manufac-
tured but are wait-
ing CARB certifica-
tion for the CNG
conversion before
the vehicles are
completed and de-
livered to SunLine.

33,556

204,132

183,383
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Purchase of
Shop Service
CNG Vehicle

(1)

This project is for the pur-
chase of a shop service ve-
hicle to support the Mainte-
nance and Transportation
departments.

The vehicles have
been manufac-
tured but are wait-
ing CARB certifica-
tion for the CNG
conversion before
the vehicles are
completed and de-
livered to SunLine.

Sunline
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159,400

Purchase of

Administrative
Vehicles (2)
Sub-total Sup-

port Vehicles

This project is for the pur-
chase of two (2) support ve-
hicles.

Project not

started.

119,971

462,754

FTA has approved
the project scope

Refurbishment of 12 CNG | change in the
CNG Bus Re- | busesto extend their useful | model vyear of
furbishments | life. This will allow time to | buses to be refur- | 5,300,607
(12) obtain zero emission re- | bished. The pro-
placement buses. ject will begin in
the second half of
CY25.
This project allocates fund-
Bus Rehabilita- | ing to ensure that the Agen- | Project not
. . . . 384,703
tion cy's vehicles remain in a | started.

Sub-total Bus

state of good repair.

5,685,310

Rehabilitation

Upgrade ITS

(CAD-AVL)

This project will allow the
replacement of the ITS sys-
tem for the fleet.

The contract
award has been
approved by the
Board and the con-
tract is expected
to be executed in
the second quar-
ter of CY25 and the
project completed
by the end of
CY25.

4,913,144
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Radio System
Replacements
Phase 1 &
Phase 2

Sub-total
dio

Ra-

Replace-
ments

This project will allow the
replacement of the current
radio system from analog to
cellular services that will im-
prove the day-to-day opera-
tional communications of
SunlLine's  Transportation
department.

The radios were
installed at the
end of CY24.

Sunline
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694,475

5,607,619

This project will allow the
Agency to conduct a study
Fare Collection | of its fare collection mecha- Proiect not
Modernization | nism and provide recom- J 100,000
. started.
(Study) mendations on new tech-
nology to replace the exist-
ing fareboxes.
This project will support the Vehicle has been
H1 Vehicle prol PP delivered but it is
make ready costs for the
Demonstra- . not yet ready to be | 68,952
. demonstration of one (1) .
tion . placed into ser-
hydrogen fuel cell vehicle. .
vice.
Sub-total Oth- e

ers

Facilities & Stations

$36,877,514

This project will allow the

Public  Hydro- Agency to provide hydrogen | Project not
gen Station Ex- | oo cY tOPr yeros ) 9,725,000
. to the public through 700 | started.
pansion .
bar dispensers.
The new liquid hydrogen
station will include liquid o
storage compression Project is undergo-
Liquid Hydro- e gm’ent aseoEs stor ing the final com-
gen Refueling aqe :nd dis’, (;gnsin rovid- missioning phase | 1,271,704
Infrastructure & P &P for the 700 bar dis-

ing both additional capacity
and resiliency for the exist-
ing fueling infrastructure.

pensing.
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The new station will be ca-
pable of dispensing fuel at
350 and 700 bar.
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The new liquid hydrogen
station in Indio would allow
the Agency to fuel hydrogen

Utility  upgrades
are currently being
planned and dis-

Liquid Hydro- d with IID t
I(:I:ll'raile»rl ro fuel cell buses on the East zﬂsseortWIower re(? 8,852,950
g end of the Valley and pro- Pp P
. . quirements of new
vide an opportunity for the .
ublic to access hydrogen station and
P ydrogen. backup generator.
Bids received were
higher than what
iginall -
This project is for the con- “.’a.s originatly an
. . ticipated by the
struction of a facility to .
Center of Ex- .. project team. Staff
serve as a training center | . 3,598,522
cellence . is currently re-
and maintenance bay for| . .
. . viewing the scope
zero-emission vehicles. .
and will look to al-
locate additional
funding.
The microgrid will utilize
power generated through | Land has been pur-
. . solar panels to stored onsite | chased. The next
Microgrid to | . . . . .
in batteries. The project will | step is the plan-| 3,513,789
Hydrogen

reduce operating costs and
provide for additional resili-
ency from green power.

ning phase for the
solar panels.
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Coachella
Transit Hub

This project is in conjunc-
tion with a grant awarded
to SunlLine as part of the Af-
fordable Housing Sustaina-
bility Community Grant.
Sunline, along with the City
of Coachella, will construct
sustainable transportation
infrastructure to provide
transportation related
amenities.

The project has
been completed.
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11,692

Indio CNG Sta-
tion Upgrade

The project will upgrade the
existing equipment and
CNG station in Indio.

Project not

started.

2,277,000

Electrolyzer

This project deployed five
(5) new 40-foot fuel cell
electric buses along with
the upgrade of SunLine’s ex-
isting hydrogen refueling
station with a new electro-
lyzer.

Contractor failed
to meet site ac-
ceptance test by
the December
2023 deadline.
Staff is actively
working on the
next steps of the
project.

737,198

Bus Stop Im-
provements

Bus stop improvements
funds are utilized to replace
and install new amenities in
locations that meet the
Agency's ridership and eg-
uity standards.

Project ongoing.

1,335,002

Operator's
Training
Ground

The project will allow the
Agency to begin the initial
stages of the plan to utilize
its existing land to develop
an area where operators
can be trained on how to
maneuver buses in a safe lo-
cation.

Project not

started.

998,107

Asphalt & Con-
crete Upgrade

The project will allow the
Agency to maintain the as-
phalt and concrete at its

Project not

started.

1,000,000
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Thousand Palms division in
a state of good repair.
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This project would allow the

Design & Con-
struction of Agency to construct a new Project not
pre-fabricated building for 800,000
New Storage . . started.
- the Facility Maintenance
Building
staff.
Facility This project will support the
Maintenance purchase of equipment and | Ongoing. 835,073
Upgrade facility improvements.
SunLine. i .
unLine, in partngrshl!o with Project has com-
the Southern California Gas
o pleted the demon-
Company, will install, test, . .
SoCal Gas . stration period
monitor, and demonstrate a .
Demonstra- and the equip-|480,761
. . Steam Methane Reformer ) .
tion Project . . . ment is being re-
(SMR) in various operating
Iy ., | moved by SoCal
conditions at SunlLine’s Gas
Thousand Palms facility. '
Project being re-
vised to replace
existing generator
This project will upgrade | with a new gener-
the existing connection to | ator capable of
Automatic the maintenance building | supporting the
Transfer by converting it to an auto- | new liquid hydro- 240 179
Switch (ATS) T- [ matic transfer switch and | gen station as well ’
1&T-2 will connect the operations | as the operations
building to the backup gen- [ and maintenance
erator. buildings. Environ-
mental approvals
are currently on-
going.
This project will make up-
U . i
pgrade Gate [ grades to the existing en Project ot
and Guard | trance and guard shack at 270,350
. started.
Shack the main entrance to the

Thousand Palms facility.
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This project will support the
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Thousand Palms facility.

Facilit Im-
aciity m purchase of facility im- | Ongoing. 322,000
provements

provements.
Maintenance | The project would assist the
Facility Mod- | Agency conduct a study for | Project has been

o . s 200,000

ernization future plans for the mainte- | initiated.
(Study) nance facility.

The project will allow the
Repair of Divi- [ Agency to make repairs to .

P

sion 1 Mainte- | the roof in the maintenance str::f:; not 200,000
nance Roof shop at its Thousand Palms '

division.

The project would allow the
Indio Facilities | Agency to ma!<e improve- Ongoing. 79.159
Improvements | ment and repairs to the In-

dio division property.
Thousand This project will support the
Palms Facilities | purchase of facility im- | Ongoing. 12,172
Improvements | provements.

This project will allow the

. . | Agency to make upgrades .
Divi- P

U.pgrade V! to the fence surround the roject not 36,856
sion 1 Fence started.

property at the Thousand

Palms division.

. Installation of perimeter

Perimeter lighting to enhance the | Project not
Lighting Divi- | '8 ""8 . ) 80,000
sion 1 safety and security of the | started.

Bus Chargers

Purchase of bus chargers to
support the purchase for six
(6) new electric buses. The
competitive funding for the
buses and included electri-
cal chargers were awarded
to the agency as part of a
competitive Low Now fund-
ing application.

Project not

started.

Equipment $2,283,416

1,679,854
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their useful life.

Tools & Equip- | purchase of equipment | Project not
. . 312,401
ment needed in the maintenance | started.
department.
The project will allow the
Miscellaneous | replacement of existing as- | Project not
. 291,161
Equipment sets once they have met | started.

This project allows the
Agency to capitalize project

Systems $2,536,808

Surveillance

tion of new access control
systems around the Agency.

completed.

management costs from
Project Man- third_ par_ty contractors.
Funding will be used when — .
agement & Ad-|. . . . Project is ongoing. | 683,783
. . individual project costs do
ministration .
not allow for project man-
agement or do not have the
budget to support project
management.
This project would facilitate
Software Ex- [ the Agency's need for soft- | Project not 600.000
pansion ware upgrades across its | started. ’
operations.
Th ject f th
© projec ocgses on . | staff s working
purchase of information| .
Information & | technology equipment such with new [T con-
gy €d p tractor to identify | 617,621
Technology as servers, switches and .
priority of Agency
battery backup systems,
needs.
desktop replacements.
Software has been
This project will allow the | . W
. implemented and
Transit Asset | purchase of an asset man- . .
staff is working | 53,759
Management |agement tool for the| .
. with vendor to
Maintenance Department. .
close project.
This project will allow the
Access Control | procurement and installa- | Project has been 99 271
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This project will be allow
the Agency to improve

Sunline

TRANSIT AGENEY

. overall safety of its facilities | Project not
Safety P t . . 250,000
atety Frojects by enhancing the perimeter | started.
fence, gates and surveil-
lance.
Contract  award
Real Time Sur- | This project is to add real | was approved by
veillance Sys- | time video surveillance to | the Board at the | 90,000
tem all Agency support vehicles. | April 2025 meet-
ing.
Timekeeping Z:ilztirojfi(;;:kz r?nplaicnetearn Project has been
Software Inte- g ping J 82,374
. face between two software | completed.
gration L
systems within the Agency.
This project will be allow
the Agency to improve
Safety En- | overall safety of its facilities | Project not
. : 60,000
hancements by enhancing the perimeter | started.

fence, gates and surveil-

lance.

Grand Total

$76,115,905
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ITEM9

SunLine Transit Agency

DATE: June 25, 2025 ACTION
TO: Strategic Planning & Operational Committee
Board of Directors
FROM: Greg Wildman, Chief of Strategic Alignment
RE: Adoption of Fiscal Year 2026 Strategic Plan

Recommendation

Recommend that the Board of Directors (Board) adopt the SunLine Transit Agency
(SunLine) Fiscal Year (FY) 2026 Strategic Plan.

Background

SunLine engaged Insight Strategies, Inc. (Insight) in March 2024 to work with staff to
identify key strategic priorities as the focus of the agency’s efforts through FY28.

Insight conducted one-on-one and group interviews, as well as in-person focus groups
with staff from all levels of the organization to gather employee thoughts, ideas and
opinions on topics and issues that contribute to or have an effect on a wide range of
topics including, but not limited to, the agency’s culture, working relationships, quality of
leadership, employee engagement, transparency of and participation in decision-
making, safety and customer service. Additional information was solicited using a
comprehensive survey distributed for employees to voluntarily complete.

The aggregated data from these efforts was presented in the final assessment report.
The data, as well as detailed feedback from employees, was used to inform and shape
the strategic priorities, goals and tactical plans. The CEO/General Manager, Executive
Team and Managers further collaborated to develop the FY25 Strategic Priorities, as
follows:

1. Service Reliability: Our commitment to service reliability centers on building
ridership trust by delivering a seamless transit experience and being there when
we say we are going to be there.

2. Customer Experience: Our customer experience commitment focuses on all
aspects of the customer’s journey with an emphasis on achieving respectful,
timely and accessible service.

3. Environmental Impact: We are committed to reducing our carbon footprint by
working closely with SunLine Transit Operations to support sustainable initiatives
and by implementing green energy solutions.
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4. Safety and Security: Our safety and security commitment focuses on protecting
staff and rider within the Sunline system, creating a culture of safety that protects
our communities, while minimizing risk and ensuring accountability to safety and
security exists for all.

5. People/Workforce: Our workforce strategy emphasizes fostering a culture that
aligns with our vision, growing and creating opportunities for staff to realize their
fullest potential, and maintaining staffing levels to meet the needs of our
organization and customers effectively.

6. Resource Acquisition, Allocation and Management: Our resource management
commitment prioritizes optimized resource management by effectively acquiring
and allocating financial, human, and material resources to ensure operational
excellence and long-term sustainability. We emphasize the importance of
organizational accountability and responsibility in stewarding public funds,
fostering transparency and trust in how resources are utilized to serve our
community.

Strategic Goals and action plans have been developed to support the achievement of
each of the Strategic Priorities. These goals can be reviewed for each Strategic Priority
in the attached Strategic Plan.

The FY26 Strategic Plan is the culmination of the extensive and in-depth work
completed under the guidance and direction of Insight Strategies over the past 16
months, and reflects the collective thoughts and efforts of staff at all levels of the
Agency.

Financial Impact

There is no financial impact.

Performance Goal

Goal 4: Valuable Community Asset — Be seen as a highly valued and integral
contributor to shaping socially engaged, economically vibrant, and healthy communities
throughout the Coachella Valley.

In Collaboration with:
Executive Team

Approved/Reviewed by:
Mona Babauta, CEO/General Manager
Catherine J. Groves, General Counsel

Attachment:

. Item 9a — FY26 Strategic Plan
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ATTACHMENT A

SunlLine Transit
Strategic Plan

January 2025 - June 2028
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Letter from the CEO

It is a true honor to present SunLine Transit Agency's (STA) 3-year
Strategic Plan, an ambitious roadmap that sets the stage for
transformative projects, programs and initiatives shaping the
future of the agency and the mobility landscape for the
Coachella Valley. | extend my sincere appreciation to STA's
Board of Directors for their leadership in adopting this Strategic
Plan and advancing the strategic priorities and goals that will
allow for STA's long-term success as the Valley's sole public
fransportation provider.

| also want to express my gratitude to our dedicated employees, who safely transport
residents to work, school, medical appointments and other essential destinations every
day. Their valuable feedback gathered through an agency-wide survey process, one-
on-one interviews, and focus groups has been instrumental in shaping the strategic
priorities and action plans over the past year. Their time, energy, and commitment are
deeply valued.

In July 2025, STA will celebrate 48 years of service, marking the beginning of a two-year
countdown to our 50th Anniversary. This milestone underscores the urgency and
importance of delivering major projects and programs that will sustain high quality and
safe transportation services. We'll accomplish this while realizing our mission of
connecting people and improving life by taking our customers from where they are tfo
where they want to be...in all respects.

Among these projects is the Workforce Training Center (WTC), which exemplifies our
commitment to investing in the professional growth of our employees and ensuring we
have a skilled workforce that will continue STA's legacy of advancing clean air
technology and innovation while providing leadership succession and excellence
going forward. The strategic plan and annual budget also highlight other foundational
programs and projects that enhance customer and employee safety, and support
organizational and operational sustainability. These efforts are essential fo meeting the
growing and increasingly diverse mobility needs of the Coachella Valley.

At the heart of our success is our people. Supporting our employees is my number one
priority. Their commitment, dedication, skills and expertise enable STA to deliver on its
priorifies and meet the Coachella Valley's mobility needs, both foday and in the future.
The Board’s continued leadership and policy direction to maximize operational safety,
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maintain strong financial and environmental stewardship, and prioritize customer
service and trust will be our guiding star.

This Strategic Plan provides the blueprint for building on our past success and defining
how we will work together to realize an even more impactful future. Through our
collective efforts, there will be much to celebrate when STA reaches its 50th Anniversary
during the life of this Strategic Plan.

Mona Babauta

Mona Babauta, CEO/General Manager
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Infroduction to the Sunline Transit Strategic Plan

A strategic plan serves as a roadmap that outlines an agency's goals and strategies. Its
purpose is to provide a clear direction and guide decision-making processes within the
agency. By looking ahead and setting goals for the next three years, the strategic plan
helps align the efforts of different departments and stakeholders toward a common
vision. It provides a comprehensive and holistic view of the agency's future.

The benefits of a strategic plan are many. First, it enhances organizational focus by
defining priorities and setting clear goals. Second, it improves resource allocation by
identifying the key areas where investments and efforts should be concentrated. Lastly,
a strategic plan promotes accountability and performance measurement. Overall, a
well-crafted strategic plan provides a roadmap for success, fosters organizational
growth, and enhances adaptability.

Insight Strategies’ Organizational Health and High-Performance Framework®©

To aid in the facilitation of the strategic planning process, SunLine Transit engaged the
consulting firm Insight Strategies, Inc. With 30+ years’ experience consulting with
executives and organizations on organizational excellence, Insight has crafted an
Organizational Health & High-Performance Framework© that has proven success.
SunLine Transit’s strategic plan was grounded in this excellence model.

Organizations perform at their best when employees see
themselves and the roles they play in the mission and aspirational
vision of the organization (“the why"); when strategies and goals
are clear and aligned to the mission and vision (“the what"); when
key processes anchor the mission, vision, and strategies into the
day to day operations — driving employee effectiveness and
accountabilities (“the how™); and when the right people are in the
right positions to implement the strategies and goals and
exemplify the desired culture (“the who"). Ensuring all components
are maximized and aligned results in an organization’s ultimate
success. (See graphic)

As Peter Drucker famously said, “Culture eats strategy for breakfast.”
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Strategic Plan Overview

Sunline Transit’'s Mission Statement

Connecting people and improving life by taking you from where
you are to where you want to be.
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Strategic Priorities

1. Service Reliability: Our commitment to service reliability centers on building
ridership trust by delivering a seamless fransit experience and being there when we
say we're going to be there.

Priority Owner: Chief Transportation Officer

2. Customer Experience: Our commitment to customer experience commitment
focuses on all aspects of the customer’s journey with an emphasis on achieving
respectful, fimely, and accessible service.

Priority Owner: Director of Board & Legislative Affairs

3. Environmental Impact: Our commitment to environmental impact is to reduce our
carbon footprint by working closely with SunLine Transit Operations to support
sustainable initfiatives and by implementing green energy solutions.

Priority Owner: Deputy Chief of General Services

4. safety & Security: Our commitment to safety and security commitment focuses on
protecting staff and riders within the SunLine system, creating a culture of safety that
protects our communities, while minimizing risk and ensuring accountability to safety
and security exists at all levels.

Priority Owner: Chief Safety Officer

5. People & Workforce: Our commitment to people and workforce strategy
emphasizes fostering a culture that aligns with our vision, growing and creating
opportunities for staff to realize their fullest potential, and maintaining staffing levels to
meet the needs of our organization and customers effectively.

Priority Owner: Chief of Human Relations

6. Resource Acquisition, Allocation, and Management: Our commitment to resource
management prioritizes optimized resource management by effectively acquiring
and allocating financial, human, and material resources to ensure operational
excellence and long-term sustainability. We emphasize the importance of
organizational accountability and responsibility in stewarding public funds, fostering
fransparency and trust in how resources are utilized to serve our community.

Priority Owner: Chief Financial Officer
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Strategic Priority #1:
Service Reliability

Strategic Priority Owner: Chief Transportation Officer

Strategic Agency Goal 1: Increase and sustain fleet availability for Fixed Route to 20% above
scheduled peak requirement by May 3, 2025. (ex. Current requirement is 41 peak, 49 active fleet).

Goal Owner: Chief Maintenance Officer
Goal Team Members: HR/Human Resources Specialist - Recruitment; Deputy Chief Maintenance
Officer, Supervisors, Superintendent & Maintenance Analyst; Operations/Fixed Route Lead Controller

Cross-Functional Support Needed: Execution Plan
. HR 1. Identify Team Members
. 2. Complete initial fleet assessment
e Planning
3. Complete workforce assessment
e Procurement . . :
4. Fill mechanic vacancies
* Safety 5. Restructure the preventative
o CEO/GM maintenance plan and standard
e Operations operating procedures (SOPs) to improve
e T efficiencies
e Finance 6. Assess and evaluate current
e Strategic Alignment comprehensive fleet maintenance plan

Strategic Agency Goal 2: Increase and sustain fleet availability from calendar year 2024 levels for
paratransit to 90% of fleet to be completed by May 1, 2025.

Goal Owner: Chief Maintenance Officer

Goal Team Members: HR/Human Resources Specialist - Recruitment; Maintenance/Deputy Chief

Maintenance Officer, Supervisors, Superintendent, Maintenance Analyst; Operations/Paratransit Lead

Controller

Cross-Functional Support Needed: Execution Plan

1. Identify Team Members

2. Complete initial paratransit fleet
assessment

3. Complete workforce assessment

e HR
e Planning
e Procurement

* Safety 4. Fill mechanic vacancies
¢ CEO/G'_VI 5. Restructure the preventative
* Operations maintenance plan and standard
o |T
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e Finance operating procedures to improve
e Strategic Alignment efficiencies
6. Assess and evaluate current
comprehensive fleet maintenance plan
7. Continuously assess, monitor, and
analyze to achieve and maintain results

Strategic Agency Goal 3a: Establish agency operational standards for fleet and facilities
maintenance and replace by June 30, 2025.

Strategic Agency Goal 3b: Achieve 100% adherence to agency operational standards by SunLine
staff by December 31, 2025.

Goal Owner: Chief Maintenance Officer

Goal Team Members: SunFuels/Alternative Fuels Program Manager; Maintenance/Chief
Maintenance Officer, Deputy Chief Maintenance Officer, Deputy Chief of Facilities, Maintenance
Analyst; Planning/Planning Manager -Strategic Planning and Analytics

Cross-Functional Support Needed: Execution Plan

Goal 3a

Planni
° anning 1. Identify team members

* Elr;ance 2. Create SOPs and policies
¢ atety 3. Maintain standards by implementing the
e CEO/GM

new procedures in tailgate meetings
Kickoff & stakeholder engagement
Current state assessment
Draft operational standards
Review and feedback loop
Finalization of standards

9. Formal approval and communication
Goal 3b

1. Training & onboarding plan developed

e Operations

©® N Uk

2. Staff training completed

3. Implementation launch

4. First adherence audit / spot checks

5. Corrective action & support plans
implemented

6. Final adherence audit

7. Celebrate & close out
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Strategic Agency Goal 4: Establish a contingency plan to achieve 100% fueling availability at all
times by June 30, 2025.

Goal Owner: Chief Maintenance Officer

Goal Team Members: Finance/Deputy Chief of General Services; Planning/Chief Planning Officer;
Capital Projects/Chief of Capital Projects; Safety/Chief Safety Officer; Operations/Chief Transportation
Officer; Maintenance/Chief Maintenance Officer

Cross-Functional Support Needed: Execution Plan

e Finance 1. Identify key personal needed

e Planning 2. Create initial inspection and check list
) . 3. Identify all manuals and specific locations
* Capital Projects 4. Create emergency/support call list
* Safety ) 5. Create step-by-step SOPs
* Operations 6. Create an action plan to activate
e CEO/GM

Contingency Fleet

e Maintenance 7. Identify alternative fueling resources and
location by type

8. Set up mutual agreements with potential
vendors or MAC

9. Create activation approval hierarchy list

10. Make multiple binders with all
information and place in accessible
location

Strategic Agency Goal 5: Implement strategies towards achieving fixed route missed trips to
zero by June 30, 2025.

Goal Owner: Chief Transportation Officer

Goal Team Members: Operations/Fixed Route Lead Controller, lead supervisor, supervisors;
Planning/Scheduler; Maintenance/Shop Leads; Human Resources/Human Resources Specialist -
Recruitment

Cross-Functional Support Needed: Execution Plan
e Maintenance 1. Analyze current performance
2. Create KPIs
o T i 3. Enhance operator training
* Planning 4. Monitor and adjust schedules
* Safety ] 5. Incentivize performance
* Operations 6. Conduct regular feedback sessions
e CEO/GM
e HR
www.InsightStrategies.com 10 | Bage
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Strategic Agency Goal éa: Establish a comprehensive plan/training program for maintenance
staff to develop skillsets needed to maintain 100% of the fleet.

Strategic Agency Goal éb: Establish a basic universal level of skills competency across 100% of
the fleet maintenance staff by January 30, 2027.

Goal Owner: Chief Maintenance Officer, Chief of Strategic Alignment, and Chief of Human Relations
Goal Team Members: HR/Chief of Human Relations; Strategic Alignment/Chief of Strategic
Alignment; Maintenance/Deputy Chief Maintenance Officer, Superintendent of Zero Emissions
Technology; Training/Senior Training Supervisor; Finance/Deputy Chief of General Services
Cross-Functional Support Needed: Execution Plan

1. Identify training needs

* Marketing 2. Assess individual personnel skill set
o Safety . .
CEO/GM 3. Identify trainer
¢ ) / 4. Develop structure and order of training
e Finance
plan
* HR ) ) ) 5. Assess current curriculum, identify gaps,
* Sunline University develop new or expand existing content
e C(California Transit Training Consortium 6. Create partnerships with OEMs, CTTC,
(CTTC) and CTW
e California Transit Works (CTW)/ 7. Create incentive program for training
Amalgamated Transit Union Local 1277 8. Launch program
(ATU)
e Original Equipment Manufacturers
(OEMSs)

e Procurement

Strategic Agency Goal 7: Decrease voluntary turnover of coach operators from 13.5% to less
than 5% for the next 3 years (June 30, 2026).

Goal Owner: Chief Transportation Officer and Chief of Human Relations
Goal Team Members: Human Resources/Chief of Human Relations, Human Resources Specialist —
Recruitment; Operations/Superintendent of Transportation

Cross-Functional Support Needed: Execution Plan
e HR 1. Baseline analysis — determine current
. voluntary turnover rate

e Finance .

- 2. Action plan developed and approved
¢ OperaTtlons 3. Pilot interventions launched
* Planning 4. Midpoint evaluation and adjustments
* Safety/Training 5. Full rollout

6. Final Review and reporting
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Strategic Agency Goal 8: Expand service to meet growing community needs within 3 years of

resources becoming available.

Goal Owner: Chief Planning Officer

Goal Team Members: Planning Department/Chief Planning Officer, Transit Planning Manager,
Planning Manager-Strategic Planning and Analytics; Operations Management/Deputy Chief of Transit

Operations; Marketing department
Cross-Functional Support Needed:

e HR

e Maintenance
e Finance

e Marketing

e QOperations

www.InsightStrategies.com
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1.
2.
3.

Distribute RFP

Conduct interviews with RFP respondents
Select a vendor that will support
SunLine’s vision

Bring the resolution before the Board of
Directors for approval

Phase 1: Data collection with consultant
Phase 2: Analysis w/ consultant

Phase 3: Network scenarios with
consultant

Phase 4: Comprehensive Operational
Analysis (COA) Report from consultant
Phase 5: Adoption
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Strategic Priority #2:
Customer Experience

Strategic Priority Owner: Director of Board & Legislative Affairs

Strategic Agency Goal 1a: Establish a measurable baseline of brand and service awareness by

conducting a community outreach survey by June 30, 2026.

Strategic Agency Goal 1b: Improve positive perception of brand and service awareness from
baseline to 95% over the next (3) years, by December 31, 2029.

Goal Owner: Director of Board & Legislative Affairs

Goal Team Members: Planning Department/Planning Manager-Strategic Planning and Analytics;
Marketing/Marketing & Events Manager; Communications Coordinator, Marketing Specialist;

Safety/Safety Manager
Cross-Functional Support Needed: Execution Plan
e Marketing 1. Identify team me.mbers .
e HR 2. !dentlfy and con.flrm cross-functional
interdependencies
* Safety . 3. List possible XFI, request participation,
* Operations confirm with initials
* CEO/C_SM 4. Engage Services of third-party transit-
* Planning oriented survey company
5. Create outreach and survey
strategy/strategies
6. Engage with community partners to get
data (i.e.: CVEP) or facilitate survey
process
7. Create a survey template
8. Pre-survey marketing efforts
9. Conduct survey — defined in survey
strategy
10. Collect and analyze data
11. Present the findings
12. Collaborate with other department heads

www.InsightStrategies.com
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Strategic Agency Goal 2: Enhance customer experience and service accessibility by
implementing a new app/technology with accurate real-time bus tracking and service alerts with fare
payment options by December 31, 2026.

Goal Owner: Chief Planning Officer
Goal Team Members: Maintenance/Chief Maintenance Officer; Marketing/Marketing & Events
Manager; Capital Projects/Chief of Capital Projects; IT/Deputy Chief of General Services

Cross-Functional Support Needed: Execution Plan
e Marketing 1. Implementation of Transit App .
. I 2. Implementatlon of Computer—Alde:d
Dispatch/Automatic Vehicle Location
* Safety (CAD/AVL)
* Operations 3. Implementation of contactless open loop

e Maintenance

fare payment system
e Capital Projects

Strategic Agency Goal 3: Establish a measurable baseline of current service and operations by
conducting a COA to be completed by December 31, 2027.

Goal Owner: Chief Planning Officer
Goal Team Members: Marketing/Director of Board & Legislative Affairs; Human Resources/Chief
of Human Relations; Operations/Chief Transportation Officer; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Marketing 1. |Initiate and complete COA
e HR
e QOperations
e CEO/GM
www.InsightStrategies.com 14 | Raaa
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Strategic Agency Goal 4a: Understand customers, potential customers, community values and
needs from the time a person thinks about transit to their final destination by embarking on a journey

mapping strategy to be completed by June 30, 2026.

Strategic Agency Goal 4b: Improve customer experience (CX) by closing 100% of the gaps

uncovered in the journey mapping plan by June 30, 2027.

Goal Owner: Director of Board & Legislative Affairs

Goal Team Members: Marketing/Marketing & Events Manager; Planning/Planning Manager —
Strategic Planning and Analytics; Operations/Deputy Chief of Transit Systems & Technology

Cross-Functional Support Needed: Execution Plan

1.

e Planning 5

e Marketing

10.
11.

12.
13.

14.

15.
16.

www.InsightStrategies.com
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Identify team members

Identify and confirm cross-functional
interdependencies

List possible cross-functional
interdependencies (XFl), request
participation, confirm with initials

Define journey mapping scope, goals, and
customer segments

Develop journey mapping framework and
methodology

Create stakeholder and community
engagement plan

Identify and onboard community
partners and facilitators

Launch customer engagement and data
collection phase

Conduct ride-along, focus groups,
interviews, and surveys

Complete community outreach

Begin analysis and synthesis of journey
data

Draft journey maps by rider type

Identify pain points, moments of delight,
and improvement opportunities

Present preliminary findings to internal
stakeholders

Finalize journey maps and insights report
Deliver report

15 | Rage

Back to Top



Strategic Priority #3:
Environmental Impact

Strategic Priority Owner: Chief Maintenance Officer

Strategic Agency Goal 1a: Establish a baseline of public awareness to the benefit of zero
emission transportation (ZET) December 30, 2025.

Strategic Agency Goal 1b: Increase public positive awareness to the benefit of ZET from baseline
to greater than 85% by August 30, 2026.

Goal Owner: Deputy Chief of General Services
Goal Team Members: Marketing/Marketing & Events Manager; Planning/Chief Planning Officer;
Operations/Superintendent of Transportation; Safety/Chief Safety Officer; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Marketing 1. Survey launched via American Bus
e Planning Benchmarking Group (ABBG)
e Operations 2. Initiate an educational campaign
e Safety regarding the environmental benefit of

Zero Emission Vehicles (ZEV)

Strategic Priority #4:
Safety and Security

Strategic Priority Owner: Chief Safety Officer

Strategic Agency Goal 1: Implement strategies towards achieving zero assaults (physical and
verbal) of bus operators on revenue vehicles and at facilities by November 9, 2027.

Goal Owner: Chief Safety Officer

Goal Team Members: Safety/Safety Manager; Training/Senior Trainer; CEO/GM; Safety/Chief
Safety Officer

Cross-Functional Support Needed: Execution Plan
e Finance 1. Identify core team members/possible
e Maintenance others for XFl
e CEO/GM 2. Confirm XFI
e HR 3. List possible XFI, request participation
e Operations and agreed upon support, confirm agreed
e Planning upon support with initials
e Marketing 4. Develop action plan/implement
www.InsightStrategies.com 16 | Baas
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O N

10.
11.

Conduct crisis awareness and de-
escalation training for bus operators
Install protective barriers on buses
Launch community awareness campaign
Conduct a midpoint progress survey
Collect and analyze data from the
midpoint survey

Present findings from midpoint survey
Conduct final survey to measure progress

Strategic Agency Goal 2a: Establish a baseline of customer, potential customer and community

perception of SunLine’s system safety by June 20, 2026.

Strategic Agency Goal 2b: Improve perception of system safety/security from system from
baseline to greater than 90% on the safety survey by December 30, 2028.

Goal Owner: Marketing and Events Manager

Goal Team Members: Marketing/Marketing Specialist; Facilities/Deputy Chief of Facilities; Stops
and Zones/Supervisor; Safety/Safety Manager; Maintenance/Superintendent of Maintenance

Cross-Functional Support Needed: Execution Plan
e HR 1. Identify core team members/possible
e Operations others for XFI
e Marketing 2. Confirm XFI
e Planning 3. List possible XFI, request participation
e CEO/GM and agreed upon support, confirm agreed

10.

11.

12.

13.

www.InsightStrategies.com
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upon support with initials

Develop and implement survey to
establish baseline perception

Conduct survey among customers,
potential customers, and community
members

Collect and analyze survey data to
establish baseline perception

Present findings from baseline survey
Develop action plan based on baseline
survey findings

Implement safety and security
improvements

Launch community awareness campaign
about safety improvements

Conduct midpoint progress survey to
measure perception changes

Collect and analyze data from midpoint
survey

Present finding from midpoint survey
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14. Monitor results and adjust action plans as
needed

15. Conduct final survey to measure
perception improvement

Strategic Agency Goal 3: Implement strategies towards achieving zero preventable vehicle
collisions by November 9, 2027 (Milestones: reduce by 10% each year).

Goal Owner: Chief Safety Officer
Goal Team Members: Training/Senior Trainer; Operations/Senior Supervisor; Safety/Safety
Manager, Risk Manager; Planning/Chief Planning Officer

Cross-Functional Support Needed: Execution Plan
e Operations 1. Identify core team members and possible
e Planning others for XFI
e Marketing 2. Confirm XFI

3. List possible XFI, request participations,
and confirm agreed-upon support with
initials

4. Develop and implement action plan to
reduce vehicle collisions

5. Conduct driver training on collision
prevention and safe driving practices

6. Implement heat mapping of collision
incidents to identify high-risk areas

7. Launch communications and social
campaign to raise awareness about
collision prevention

8. Conduct quarterly reviews of collision
data and progress towards milestones

9. Monitor results and adjust action plans as
needed

10. Conduct annual progress surveys to
measure reduction in collisions

11. Collect and analyze data from annual
surveys

12. Present findings from annual surveys
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Strategic Agency Goal 4: Implement strategies towards achieving zero preventable passenger

injuries by November 30, 2027.

Goal Owner: Chief Safety Officer

Goal Team Members: Marketing/Marketing & Events Manager; IT/IT Support Technician;
Safety/Safety Manager, Risk Manager, Senior Training Supervisor

Cross-Functional Support Needed: Execution Plan

e Operations L

e Marketing
e [T/Maintenance

10.

11.

12.

www.InsightStrategies.com
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Identify CORE team members and
possible others for XFI

Confirm XFI

List possible XFI, request participation,
and confirm agreed upon support with
initials

Develop and implement action plan to
reduce passenger injuries

Conduct passenger safety training and
awareness programs

Install and maintain security technology
to enhance passenger safety

Launch communication and social
campaign to raise awareness about
passenger safety and code of conduct
Conduct quarterly reviews of passenger
injury data and progress towards
milestones

Monitor results and adjust action plan as
needed

Conduct annual progress surveys to
measure reduction in passenger injuries
Collect and analyze data from annual
surveys

Present findings from annual surveys
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Strategic Priority #5:
People/Workforce

Strategic Priority Owner: Chief of Human Relations

Strategic Agency Goal 1: Improve agency wide communication from 3.92/7 to 5.5/7 on the
Voice of the Employee (VOE) survey (2024 question #25) by June 30, 2027.

Goal Owner: Chief of Human Relations

Goal Team Members: Executive Team/Chiefs, Deputy Chiefs; Management/Managers,
Supervisors; Marketing Department/Marketing & Events Manager; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Chiefs, Deputy Chiefs, and Managers 1. Identify core team members/possible
e Marketing Department others for XFl
e CEO/GM 2. ldentify/confirm XFI
3. List possible XFI, request participation
and agreed upon support, confirm
agreed-upon support with initials
4. Develop action plan/implement
5. Conduct a midpoint progress survey that
is identical to the initial survey
6. Collect and analyze data
7. Present findings
8. Monitor results and adjust action plans,
as needed
9. Conduct final survey
10. Repeat tasks numbers 6-8

www.InsightStrategies.com
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Strategic Agency Goal 2: Ensure that all key positions have one or more qualified candidates to
assume the roles, duties, and responsibilities of executive leadership positions as measured by a score

of 4 or 5 on the readiness scale by June 30, 2030.

Goal Owner: Chief of Strategic Alignhment

Goal Team Members: Human Resources/Chief of Human Relations, Human Resources Manager;
Strategic Alignment/Staff Development Coordinator; Department Representatives (as needed)

Cross-Functional Support Needed: Execution Plan
e HR 1. Identify core team members/possible
e All Departments others for XFl; steering committee
2. ID and confirm XFI
3. List possible XFI; request participation
and agreed upon support, confirm with
initials
4. Develop plan and define process: ID and
Prioritize positions for inclusion based on
business strategy requirements
5. Define position requirements vis-a-vis the
implication of agency short/long term
strategy
6. Assess available talent and identify high-
potential employees
7. Assess development needs
8. Implement programs to develop skills,
experience, and knowledge
9. Benchmark external candidates

10. Make selection(s) as needed

www.InsightStrategies.com
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Strategic Agency Goal 3: Improve on perception of transparency between management and
staff as measured by an increase from 4.65/7 to 5.5/7 (an improvement of 6.5%) on the VOE Survey
(2024 question #26) by December 30, 2026.

Goal Owner: Chief of Human Relations
Goal Team Members: Marketing/Marketing & Events Manager; Union/Shops Stewards; Various
Department Supervisors (as needed); CEO/GM

Cross-Functional Support Needed: Execution Plan
e CEO/GM 1. Identify core team members/possible
e Marketing others for XFI
e Stewards 2. Identify/confirm XFI
e Managers/Supervisors 3. List possible XFI, request participation

and agreed upon support, confirm
agreed-upon support with initials

4. Develop action plan/implement

5. Conduct a midpoint progress survey that
is identical to the initial survey

6. Collect and analyze data

7. Present findings

8. Monitor results and adjust action plans,
as needed

9. Conduct final survey

10. Repeat tasks numbers 6-8
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Strategic Agency Goal 4: Increase employee perception of participation in decision-making from
4.65/7 to a 5.5/7 (an improvement of 6.5%) on the VOE Survey (2024 question #11b) by December 30,
2026.

Goal Owner: Chief of Human Relations
Goal Team Members: Executive Team/Chiefs, Deputy Chiefs; Management/Managers,
Supervisors; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Chiefs and Deputy Chiefs 1. Identify core team members/possible
e Managers others for XFI
e CEO/GM 2. ldentify/confirm XFI

3. List possible XFI, request participation
and agreed upon support, confirm
agreed-upon support with initials

4. Develop action plan/implement

5. Conduct a midpoint progress survey that
is identical to the initial survey

6. Collect and analyze data

7. Present findings

8. Monitor results and adjust action plans,
as needed

9. Conduct final survey

10. Repeat tasks numbers 6-8

www.InsightStrategies.com 23 | Rags

Back to Top

144 of 152



Strategic Agency Goal 5a: Improve employee productivity by decreasing unscheduled motor
coach and paratransit operator absences by 50% from baseline by December 30, 2026 (limited to

Operations).

Goal Owner: Chief of Human Relations

Goal Team Members: Finance/Financial Analyst; Operations/Superintendent of Transportation,
Operations System Specialist, Paratransit Manager, Fixed Route Shop Steward, Deputy Chief of Transit
Operations, Deputy Chief of Transit Systems and Technology; Human Resources/Human Resources

Manager
Cross-Functional Support Needed: Execution Plan
e Operations 1. Identify core team members/possible
e Finance others for XFl
e HR 2. Identify/confirm XFI
3. List possible XFI; request participation
and agreed upon support, confirm
agreed-upon support with initials
4. ldentify root cause following principles of
root cause analysis:
O Define, Measure, Analyze,
Improve and Control (DMAIC)
O 5Whys
O Fish Bone
5. Prioritizing the results from root cause
analysis
6. Develop action plan/implement
7. Monitor results adjust action plans, as

www.InsightStrategies.com
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Strategic Agency Goal 5b: Improve employee productivity by reducing workers compensation

claims from 118 CY 2024 to less than 100 for CY 2026.

Goal Owner: Chief of Human Relations

Goal Team Members: Safety/Senior Training Supervisor, Risk Manager, Safety Manager, Chief
Safety Officer; Finance/Financial Analyst; Operations/Superintendent of Transportation, Operations
Systems Specialist, Senior Supervisor, Deputy Chief of Transit Operations, Deputy Chief of Transit
Systems and Technology, Lead Controller; Human Resources/Human Resources Manager;

Maintenance/Deputy Chief of Maintenance

Cross-Functional Support Needed: Execution Plan
e Operations 1. Identify core team members/possible
e Safety/Risk others for XFI
e Finance 2. ldentify/confirm XFI
e Training 3. List possible XFI, request participation
e HR and agreed upon support, confirm
e Athens agreed-upon support with initials
4. ldentify root cause following principles of

e Maintenance
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O DMAIC

O 5Whys

O Fish Bone
Prioritizing the results from root cause
analysis
Develop action plan/implement
Monitor results adjust action plans, as
needed
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Strategic Agency Goal é: Develop an updated performance management process by December

31, 2025.

Goal Owner: Chief of Human Relations

Goal Team Members: Strategic Alignment/Chief of Strategic Alignment; Human
Resources/Human Resources Manager; Finance/Deputy Chief of General Services; CEO/GM

Cross-Functional Support Needed: Execution Plan
o T 1. Identify core team members/possible
e CEO/GM others for XFl
2. ldentify/confirm XFI
3. List possible XFI, request participation
and agreed upon support, confirm
agreed-upon support with initials
4. Insight Workplan and request for
additional funds presented to the Board
of Directors.
5. Drill Down Meetings with Insight
6. Evaluation systems demo, procurement
process, selection
7. Goal cascading and training
8. Selected system setup, system training
9. Golive
10. Quality Assurance to ensure proper use
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Strategic Priority #6:
Resource Acquisition, Allocation, and Management

Strategic Priority Owner: Chief Finance Officer

Strategic Agency Goal 1: Increase revenue from grants and sales as measured by meeting our
fiscal year obligations without the use of long term funds (LTF) reserves to be completed by the end
of each fiscal year (ongoing).

Goal Owner: Chief Financial Officer
Goal Team Members: Finance/Financial Analyst, Accounting & Financial Reporting Manager,
Grants Analyst; Capital Projects/Chief of Capital Projects; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Legislative 1. Revenue Identification
e CEO/GM 2. Yearly Budget Approval
e Planning 3. Competitive Grant Application Submittals

Strategic Agency Goal 2: Establish a 10-year long term financial plan that balances
transportation needs with available resources and prioritizes long-term sustainability in alignment
with long-term operating and capital needs identified through the planning process to be completed
by December 31, 2025.

Goal Owner: Chief Financial Officer
Goal Team Members: Finance/Financial Analyst; Planning/Planning Manager Strategic and
Analytics, Transit Planning Analyst; Marketing/Marketing & Events Manager

Cross-Functional Support Needed: Execution Plan
e Planning 1. Complete revenue/subsidy projections
e Chiefs Complete operating expense projections

2

3. Complete capital expense projections
4. Complete initial draft of revenue and
expense projections

Review draft with executive Team

6. Present to the Board of Directors

v
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Strategic Agency Goal 3a: Establish a comprehensive list of system-wide fixed assets in the
agency’s enterprise asset management system to be completed by July 31, 2025.

Strategic Agency Goal 3b: Establish a focus on state of good repair through the capital
investment planning process to ensure that no more than 10% of all system wide assets exceed their
useful life benchmark by December 30, 2027.

Goal Owner: Chief Planning Officer
Goal Team Members: Capital Projects/Chief of Capital Projects; Finance/Chief Financial Officer;
Planning/Planning Manager-Strategic Planning and Analytics, Transit Planning Analyst

Cross-Functional Support Needed: Execution Plan
e Capital Projects 1. Hire transit asset management analyst
e Finance 2. Audit Hexagon software for existing data

3. Work with Maintenance and Finance to
determine assets and information to
include in Hexagon

4. Audit data and include reviews by
different departments

5. Revise and update information as
necessary and finalize data in hexagon
along with SOPs to maintain data
integrity moving forward

6. Complete capital expense projections

7. Include capital requirements in 10-year
financial plan

Strategic Agency Goal 4: Achieve 100% of resource requests align with the agency’s strategic
plan (ongoing).

Goal Owner: Chief Financial Officer
Goal Team Members: Planning/Chief Planning Officer; Human Resources/Chief of Human
Relations; Strategic Alignment/Chief of Strategic Alignment; CEO/GM

Cross-Functional Support Needed: Execution Plan
e Planning 1. Require written justification for
e HR alignment with strategic plan along with
e CEO/GM yearly capital and operating funding
requests
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Background

Plan Development

Arriving at the three-year strategic priorities was a multfi-step process. The agency
gathered data and selected priorities from many sources including organizational and
employee assessments, regulatory mandates, Board presentations, annual employee
engagement surveys, customer surveys, and more. Guided by the agency’s mission,
vision, and values, SunLine Transit prioritized themes that reflected both employee
feedback and the SWOT2 analysis. SunLine Transit evaluated those finalists against the
guideposts for decision-making. From there, SunLine Transit’s leadership team reached a
consensus on the five most critical agency-wide priorities that provide a solid foundation
for the agency’s continued advancement.

Organizational and Employee Assessment

An organizational and employee assessment was conducted by Insight Strategies, Inc.
(Insight) on behalf of SunLine Transit. Nearly 100 SunLine Transit employees participated
in the oral strategic planning assessment and 42 employees participated in the written
strategic planning survey assessment. The purpose of the assessment was to elicit input
to shape and inform SunLine Transit's strategic plan and assess the current state of
SunLine Transit's leadership feam effectiveness and opportunities for alignment.

The Impact of Culture + SunlLine Transit's Desired Culture

Describing a company’s culture is like describing an individual's personality. It's a
combination of the ethics, values, perceptions, atmosphere, practices, attitudes, and
beliefs shared by a company’s employees. In simple terms, a company’s culture is “the
way we do things around here.”

The key to tfransforming a strategic plan from theory to successful implementation is
culture. Concurrent with this process and informed by the organizational and employee
assessments, SunLine Transit identified its current culture and defined its desired culture.
Building upon what SunLine Transit already does well, the strategic plan seeks to make
SunLine Transit an ideal work environment, focusing on:

e Communication

¢ Accountability

e Increasing innovation and creativity
e Collaboration

e Learning and Development
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Guidepost for Decision-Making

A guidepost for decision-making is a compass and helps teams and individuals prioritize
decisions and actions. When used properly the guidepost:

e Facilitates alignment of team output

e Provides a framework for discussion, disagreement, and complex decision making
e Reduces confusion

e Saves time

SunLine Transit's Guidepost for Decision Making is as follows...

e What's best for SunLine vs. a department or person

¢ 3-5year horizon

e Regulatory Mandates & Compliance

¢ Protects and supports SunLine's brand reputation

¢ Supports mission and vision

e Short-term and long-term health & stability of the agency

SWOT2 Analysis

A SWOT2 analysis is a strategic planning tool that helps organizations evaluate their
strengths, weaknesses, opportunities, and threats. It provides a comprehensive overview
of the internal and external factors that can impact the success of a business or project.
SWOT analysis provides a structured framework for organizations to evaluate their current
position, make informed decisions, and develop effective strategies to achieve their
goals.

Leadership and Board Workshops

A total of ten workshops were facilitated by Insight. The outcomes of these workshops
include a guidepost for strategic decision-making, a revised mission statement, a vision
statement, strategic priorities, agency goals, cross-functional interdependency
agreements, and more. This document summarizes the outcomes of the ten workshops.
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