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Excerpt – May 25, 2021 
Secretary/Treasurer Presentation
Use of Projected Ending Balances
• The $315 million of funds:

• Strategic planning ensures stability
• With long term impact in mind
• In a combination of support for:

• Operating Budget, 
• Unfunded Capital Projects
• Debt Reduction
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Excerpt – May 25, 2021 
Secretary/Treasurer Presentation (continued)
Use of Funds
• Operating Budget                    -   $   98.8 m - 31%
• Unfunded Capital Projects -      156.2 m - 50%
• Debt Reduction                         -   60.0 m - 19%

  TOTAL                              $ 315.0 m
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Excerpt – May 25, 2021 
Secretary/Treasurer Presentation (continued)
Support of Operating Budget
• $98.8 m will ensure:

• Stability of operations through 2026
• A needed reserve to mitigate economic risks
• We project:

• No lay-offs or furloughs for staff
• No service reductions
• Reduced reliance on federal funding for 

Preventative Maintenance (PM)
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Differences due to rounding
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General Fund Budgets by Fiscal Year
Fiscal Year Budgets 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 2026 2016 % Change

Operating Expenditures
Salaries & Overtime 141.7$     143.3$     138.4$     138.6$     143.7$     143.4$     150.1$     157.0$     172.5$     181.6$     184.6$     42.9$        30.2%
Payroll Taxes & Fringes 50.9           53.2           53.3           53.9           53.4           57.3           58.8           56.7           63.5           75.2           86.6           35.7           70.3%
Fuel (Diesel, CNG, Propulsion Power, Gasoline) 15.0           13.5           11.0           10.3           9.4              8.2              10.5           10.8           9.3              9.9              9.7              (5.3)            -35.1%
Utilities 6.4              5.5              5.7              5.3              5.7              5.6              4.2              4.2              3.3              4.3              4.5              (1.9)            -29.6%
Inventory 14.9           14.9           15.2           13.4           13.7           13.1           13.1           12.5           13.9           13.0           13.0           (1.9)            -12.8%
Services, Materials & Supplies 21.2           20.1           18.7           18.4           19.4           21.2           21.9           24.6           23.8           25.5           22.3           1.2              5.5%
Purchased Transportation 9.2             9.0             10.2          8.4             10.3          9.9             9.2             9.2             17.4          16.7          16.3          7.1             76.5%
Other Expenditures 8.4              8.0              7.2              6.3              6.6              6.9              7.1              7.4              6.7              6.7              5.5              (2.9)            -34.7%

Total Operating Expenditures 267.7       267.5       259.7       254.5       262.2       265.5       274.8       282.4       310.4       332.8       342.5       
Transfers to Other Funds 39.9           35.5           33.5           37.8           35.0           132.3        119.6        41.9           40.2           41.1           30.7           

Total Expenditures 307.5$    303.0$    293.1$    292.3$    297.2$    397.7$    394.4$    324.3$    350.6$    373.9$    373.2$    

Total positions 2,362       2,332       2,333       2,336       2,323       2,356       2,382       2,397       2,424       2,424       2,367       
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Recommendations

9

Recommendations implemented in 2025:
Suspend transfer to Rolling Stock Reserve for 2026-27 10,000,000$        
Suspend Merit Increase 1,200,000
Reduction in non-personnel costs (B-items) 2,500,000
Reduction in overtime 1,000,000
Reduction in transfers to 27th Pay Fund for 2026-27 156,000
Elimination of Customer WiFi 250,000
Implement Hiring Freeze 1,000,000
Elimination of 56 vacant positions 1,700,000 (Overall Impact - $6M)

TOTAL 17,806,000$        



Recommendations (continued)
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*Temporary Reduction for 3 years

Recommendations for 2026: Amount Year(s)
Eliminate positions – Consolidations – in process  $            6,200,000 2026-2028
Reduce transfer from GF to Capital from 10% to 5% - in process*              42,700,000 2026-2028
Recruit Part-Time vs. Full-Time Operators - implemented                 6,000,000 2026-2028

Renegotiate Paratransit 3rd party contracts – implemented                 1,500,000 
2026-28 

$6.5M
Service Reductions -  in process                 6,000,000 2026-2028
Suspend transfer to Rolling Stock Reserve Fund – in process                 5,000,000 2028

Evaluate/Implement a 3% Convenience Fee on CC activity – in process                     900,000 2026-2028

Total  $          68,300,000 


Recommendations

		Recommendations implemented in 2025:

		Suspend transfer to Rolling Stock Reserve for 2026-27		$   10,000,000

		Suspend Merit Increase		1,200,000

		Reduction in non-personnel costs (B-items)		2,500,000

		Reduction in overtime		1,000,000

		Reduction in transfers to 27th Pay Fund for 2026-27		156,000

		Elimination of Customer WiFi		250,000

		Implement Hiring Freeze		1,000,000

		Elimination of 56 vacant positions		1,700,000		(Overall Impact - $6M)

		TOTAL		$   17,806,000







Recommendations (continued)



		Recommendations for 2026:		Amount		Year(s)

		Eliminate positions – Consolidations – in process		$   6,200,000		2026-2028

		Reduce transfer from GF to Capital from 10% to 5% - in process*		42,700,000		2026-2028

		Recruit Part-Time vs. Full-Time Operators - implemented		6,000,000		2026-2028

		Renegotiate Paratransit 3rd party contracts – implemented		1,500,000		2026-28 $6.5M

		Service Reductions -  in process		6,000,000		2026-2028

		Suspend transfer to Rolling Stock Reserve Fund – in process		5,000,000		2028

		Evaluate/Implement a 3% Convenience Fee on CC activity – in process		900,000		2026-2028

		Total		$   68,300,000

		Paratransit contract:

		Contract years:

		June 1, 2026 – May 31, 2027 = $1.5M savings

		June 1, 2027 – May 31, 2028 = $2.5M savings

		June 1, 2028 – May 31, 2029 = $2.5M savings

		June 1, 2029 – May 31, 2030 = $2.5M savings 

		June 1, 2030 – May 31, 2031 = $2.5M savings





Recommendations (continued)2



		Additional Recommendations:

		Evaluate Sales Tax Levy for 0.25% or 0.50%		$70 million or $140 million/yr (approx.)
in process

		Issue debt to mitigate reduced transfers from 10% to 5%		Board consideration in May

		Continue looking for efficiencies/consolidations		in process

		Minimize Service Reductions to the extent possible		in process

		Consider increase in fares		TBD





From memo

		Impact on the Capital Program

								Proposed

				2026
Budget				2026				2027				2028

		Transfer from General Fund to Capital		$   28,000,000				$   14,000,000				$   14,000,000				$   14,000,000



		Issuance of Debt - $35 Million						12,000,000				12,000,000				11,000,000

		Increase Debt Service for new debt						(840,000)				(2,200,000)				(2,800,000)

		Uncommited cash from Local Match Fund						2,840,000				4,200,000				5,800,000

		Total to Capital for Local Match		$   28,000,000				$   28,000,000				$   28,000,000				$   28,000,000



















General Fund





		General Fund Balance & Projections

						DRAFT		FY 2021		FY 2022		FY 2022		FY 2023		FY 2023		FY 2024		FY 2024		FY 2025		FY 2025		FY 2026		FY 2026		FY 2027		FY 2028		FY 2029

								Actual		Budget		Actual		Budget		Actual		Amended Budget		Actual		Amended Budget		12/31/2025 actuals		Projection		Plan		Plan		Plan		Plan		Comments

		Revenues

				Operating Revenues

						Passenger Fares		$   21,541,061		$   21,719,563		$   28,761,449		$   24,683,669		$   27,574,362		$   30,656,522		$   32,917,906		$   32,000,000		$   31,829,027		$   31,500,000		$   31,500,000		$   31,815,000		$   32,133,150		$   34,814,447		Flat in 2026; 1% increase in 2027 and 2028 (new rail cars)

						Advertising & Concessions		780,796		737,157		2,056,186		2,061,751		1,257,183		1,579,775		1,312,416		2,062,000		1,271,673		1,400,000		1,400,000		1,400,000		1,400,000		1,900,000

						Naming Rights		447,224		652,843		416,863		485,300		533,098		432,800		308,997		485,300		311,473		448,585		448,585		300,000		300,000		425,000		MetroHealth ends 12/2026; Tri-C ends 12/28

						Investment Income		97,478		600,000		891,750		600,000		1,691,508		1,013,672		1,972,742		1,000,000		1,055,118		1,000,000		1,000,000		900,000		600,000		600,000

						Other Operating Revenues										- 0		- 0		- 0		- 0		520,210		300,000		- 0		300,000		300,000		- 0		Added $300K convenience fee @ year

				Total Operating Revenues				22,866,559		23,709,563		32,126,248		27,830,720		31,056,151		33,682,769		36,512,061		35,547,300		34,987,501		34,648,585		34,348,585		34,715,000		34,733,150		37,739,447

				Non-Operating Revenues

						Sales & Use Tax		239,341,747		242,986,048		254,954,364		259,038,785		261,817,713		263,529,810		264,667,704		267,500,000		274,672,465		278,699,400		278,699,400		284,830,787		289,957,741		269,621,101		2.2% (2026:  2025 3Q Proj); 2.2% (2027); 1.8% (2028)

						Reimbursed Expenditures		14,804,933		5,000,000		4,664,607		5,000,000		6,174,609		12,538,128		13,193,480		5,000,000		12,607,775		5,300,000		5,300,000		5,000,000		16,000,000		15,100,000		Updated per Capital Program

						Federal Reimbursements		122,231,555		81,199,333		81,293,421		- 0		- 0				- 0		- 0		- 0				- 0		- 0		- 0		- 0

						Other Non-Operating Revenue		854,246		1,500,000		547,336		1,500,000		667,043		1,625,336		505,989		1,500,000		962,337		1,500,000		1,500,000		1,500,000		1,500,000		1,500,000

						Transfers from the Reserve Fund - Other Sub-Funds		- 0		- 0		- 0		- 0		- 0		1,644,837		1,644,837		4,500,000		- 0		- 0		- 0		- 0		- 0		- 0

						Transfer from Reserve Fund - Revenue Stabilization		- 0		- 0		- 0		6,500,000		- 0		30,000,000		30,000,000		50,500,000		45,000,000		30,000,000		30,000,000		33,500,000		15,000,000		- 0		In 2028, remaining in Fund: approx. $15 million

				Total Non-Operating Revenues				377,232,481		330,685,381		341,459,728		272,038,785		268,659,365		309,338,111		310,012,010		329,000,000		333,242,577		315,499,400		315,499,400		324,830,787		322,457,741		286,221,101

		Total Revenues						400,099,040		354,394,944		373,585,976		299,869,505		299,715,516		343,020,880		346,524,071		364,547,300		368,230,078		350,147,985		349,847,985		359,545,787		357,190,891		323,960,548

		Expenditures

				Operating Expenditures

						Salaries & Overtime		140,088,330		150,098,342		146,800,073		157,017,221		157,916,814		172,527,000		170,628,006		181,582,000		181,084,930		182,709,307		182,709,307		182,019,765		183,054,165		183,443,690		2026-28: RIF; PT Ops; 3% Service Reduction

						Payroll Taxes & Fringes		57,491,909		58,810,762		55,136,073		56,697,891		53,382,216		63,509,960		65,609,395		75,164,000		71,519,852		86,067,363		86,067,363		86,698,526		88,180,726		67,577,991		2026-28: RIF; Payroll Taxes with PT Ops & 3% Svc. Red		28,228,587.93

						Fuel (Diesel, CNG, Propulsion Power, Gasoline)		8,852,920		10,451,419		9,707,183		10,758,400		8,482,082		9,300,000		8,379,915		9,867,000		9,200,778		9,731,100		9,731,100		9,925,000		10,100,000		8,684,566				57,838,775.07

						Utilities		3,916,536		4,179,636		3,572,375		4,181,320		3,847,587		3,300,000		3,683,627		4,286,000		4,230,518		4,498,800		4,498,800		4,600,000		4,700,000		3,847,294

						Inventory		12,773,812		13,100,000		10,747,014		12,500,000		13,789,021		13,900,000		15,249,778		13,000,000		15,306,386		13,000,000		13,000,000		13,000,000		13,000,000		13,000,000				27,977,621.69

						Services, Materials & Supplies		18,818,101		21,866,701		20,923,743		24,637,747		23,167,868		23,800,000		23,436,074		25,528,000		22,461,600		22,314,650		22,314,650		22,900,000		23,400,000		25,433,786				47,222,378.32

						Service Reduction																				(1,000,000)				(2,500,000)		(2,500,000)

						Purchased Transportation		9,335,470		9,150,000		8,423,677		9,150,000		10,334,733		17,400,000		15,795,313		16,697,000		16,033,719		16,300,000		16,300,000		17,300,000		17,600,000		17,762,500		New contract for Paratransit:$52.3M for 3 years: $17.4M / Yr.

						Other Expenditures		6,050,624		7,100,010		5,346,037		7,447,466		6,016,902		6,700,000		6,299,704		6,678,000		6,479,768		5,485,600		5,485,600		5,500,000		5,600,000		6,889,500

				Total Operating Expenditures				257,327,702		274,756,870		260,656,175		282,390,045		276,937,223		310,436,960		309,081,810		332,802,000		326,317,551		339,106,820		340,106,820		339,443,291		343,134,891		326,639,327

						Revenues less Operating Expenses		142,771,338		79,638,074		112,929,801		17,479,460		22,778,293		32,583,920		37,442,261		31,745,300		41,912,527		10,041,165		9,741,165		17,602,496		11,556,000		(2,678,779)

				Transfers to Other Funds

						Transfers to/from Insurance Fund		2,100,000		2,500,000		2,500,000		2,500,000		2,500,000		2,500,000		2,500,000		3,000,000		3,000,000		2,000,000		2,000,000		2,500,000		2,500,000		2,500,000

						Transfers to/from Supplemental Pension Fund		45,000		40,000		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0

						Transfers to/from Reserve Fund		95,878,615		60,878,615		60,878,615		10,878,615		10,878,615		10,878,615		12,523,452		10,878,615		10,878,615		800,000		800,000		800,000		800,000		878,600		2028: Removed $5M from Rail Car

				Transfers to/from Capital

						Transfers to/from Bond Retirement Fund		13,835,408		11,500,000		11,327,875		6,627,398		6,627,398		9,346,959		9,346,959		9,184,042		9,184,042		7,116,433		7,116,433		6,510,500		9,301,500		9,301,500		2026-2028: If exercised debt issuance 3rd Qtr 2026

						Transfers for Bond Defeasance		57,734,586		- 0		- 0		- 0		- 0		- 0		- 0		- 0		- 0				- 0		- 0		- 0		- 0

						Transfers to/from Capital Improvement Fund		43,398,859		44,725,757		44,725,757		21,866,868		21,866,868		17,483,041		16,812,041		18,074,438		18,074,438		6,818,537		6,818,537		7,731,039		5,196,387		17,660,610		Reduced to 5% to capital

				Total Transfes to/from Capital				114,968,853		56,225,757		56,053,632		28,494,266		28,494,266		26,830,000		26,159,000		27,258,480		27,258,480		13,934,970		13,934,970		14,241,539		14,497,887		26,962,110

				Total Transfers to/from Other Funds				212,992,468		119,644,372		119,432,247		41,872,881		41,872,881		40,208,615		41,182,452		41,137,095		41,137,095		16,734,970		16,734,970		17,541,539		17,797,887		30,340,710

		Total Expenditures						470,320,170		394,401,242		380,088,422		324,262,926		318,810,104		350,645,575		350,264,262		373,939,095		367,454,646		355,841,790		356,841,790		356,984,830		360,932,778		356,980,037

				Excess/(Deficiency) of Total Revenues over Total Expenditures				(70,221,130)		(40,006,298)		(6,502,446)		(24,393,421)		(19,094,588)		(7,624,695)		(3,740,191)		(9,391,795)		775,432		(5,693,805)		(6,993,805)		2,560,956		(3,741,887)		(33,019,489)

				Beginning Balance				132,581,757		48,701,525		62,360,627		42,560,671		55,858,181		36,763,593		36,763,593		33,023,402		33,023,402		33,798,834		33,798,834		28,105,029		30,665,985		20,924,098

				Add Estimated Beginning Encumbrances				- 0		- 0		- 0		- 0		- 0

		Projected Ending Balance						$   62,360,627		$   8,695,227		$   55,858,181		$   18,167,250		$   36,763,593		$   29,138,898		$   33,023,402		$   23,631,607		$   33,798,834		$   28,105,029		$   26,805,029		$   30,665,985		$   26,924,098		$   (12,095,391)

		# Months Reserves - Estimated						2.9		0.4		2.6		0.8		1.6		1.1		1.3		0.9		1.2		1.0		0.9		1.1		0.9		(0.4)

				Less Estimated Ending Encumbrances				(13,659,103)				(13,297,511)				(11,369,192)

		Ending Balance Less Encumbrances						$   48,701,525		$   8,695,227		$   42,560,671		$   18,167,250		$   25,394,401		$   29,138,898		$   33,023,402		$   23,631,607		$   33,798,834		$   27,105,029		$   26,805,029		$   27,165,985		$   20,924,098		$   (12,095,391)

								2.3		0.4		2.0		0.8		1.1		1.1		1.3		0.9		1.2		1.0		0.9		1.0		0.7		(0.4)



						One-Month Reserve Estimate		$   62,360,628		$   22,354,330		$   42,560,671		$   18,167,250		$   23,466,082		$   25,067,558		$   25,756,818		$   27,733,500		$   27,193,129		$   28,258,902		$   28,342,235		$   28,286,941		$   28,594,574		$   27,219,944

						15 Day Estimate																				$   14,129,451		$   14,171,118		$   14,143,470		$   14,297,287





						Operating Cost Increase (Decrease)				6.77%		1.29%		8.34%		6.25%		12.10%		11.61%		7.67%		5.58%		2.19%		4.23%		0.54%		1.08%		-5.50%











Recommendations (continued)
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Additional Recommendations:

Evaluate Sales Tax Levy for 0.25% or 0.50%
$70 million or $140 million/yr (approx.)
in process

Issue debt to mitigate reduced transfers from 10% to 5% Board consideration in May
Continue looking for efficiencies/consolidations in process
Minimize Service Reductions to the extent possible in process
Consider increase in fares TBD
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Impact on the Capital Program
2026

Budget 2026 2027 2028

Transfer from General Fund to Capital 28,000,000$        14,000,000$        14,000,000$ 14,000,000$ 

Issuance of Debt - $35 Million 12,000,000 12,000,000 11,000,000

Increase Debt Service for new debt (840,000) (2,200,000) (2,800,000)

Uncommited cash from Local Match Fund 2,840,000 4,200,000 5,800,000

Total to Capital for Local Match 28,000,000$        28,000,000$        28,000,000$ 28,000,000$ 

Proposed
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FY 2026 FY 2027 FY 2028
Projection Plan Plan

Revenues
Operating Revenues

Passenger Fares 31,500,000$         31,815,000$         32,133,150$     
Advertising & Concessions 1,400,000              1,400,000             1,400,000          
Naming Rights 448,585                 300,000                 300,000              
Investment Income 1,000,000              900,000                 600,000              
Other Operating Revenues 300,000                 300,000                 300,000              

Total Operating Revenues 34,648,585           34,715,000           34,733,150        
Non-Operating Revenues

Sales & Use Tax 278,699,400         284,830,787         289,957,741     
Reimbursed Expenditures 5,300,000              5,000,000             16,000,000        
Federal Reimbursements -                          -                       
Other Non-Operating Revenue 1,500,000              1,500,000             1,500,000          
Transfers from the Reserve Fund - Other Sub-Funds -                          -                          -                       
Transfer from Reserve Fund - Revenue Stabilization 30,000,000           33,500,000           15,000,000        

Total Non-Operating Revenues 315,499,400         324,830,787         322,457,741     
Total Revenues 350,147,985         359,545,787         357,190,891     

General Fund Balance & Projections
DRAFT
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Expenditures
Operating Expenditures

Salaries & Overtime 182,709,307         182,019,765         183,054,165     
Payroll Taxes & Fringes 86,067,363           86,698,526           88,180,726        
Fuel (Diesel, CNG, Propulsion Power, Gasoline) 9,731,100              9,925,000             10,100,000        
Utilities 4,498,800              4,600,000             4,700,000          
Inventory 13,000,000           13,000,000           13,000,000        
Services, Materials & Supplies 22,314,650           22,900,000           23,400,000        
Service Reduction (1,000,000)            (2,500,000)            (2,500,000)        
Purchased Transportation 16,300,000           17,300,000           17,600,000        
Other Expenditures 5,485,600              5,500,000             5,600,000          

Total Operating Expenditures 339,106,820         339,443,291         343,134,891     
Transfers to Other Funds

Transfers to/from Insurance Fund 2,000,000              2,500,000             2,500,000          
Transfers to/from Reserve Fund 800,000                 800,000                 800,000              

Transfers to/from Capital
Transfers to/from Bond Retirement Fund 7,116,433              6,510,500             9,301,500          
Transfers to/from Capital Improvement Fund 6,818,537              7,731,039             5,196,387          

Total Transfes to/from Capital 13,934,970           14,241,539           14,497,887        
Total Transfers to/from Other Funds 16,734,970           17,541,539           17,797,887        

Total Expenditures 355,841,790         356,984,830         360,932,778     
Excess/(Deficiency) of Total Revenues over Total Expenditures (5,693,805)            2,560,956             (3,741,887)        
Beginning Balance 33,798,834           28,105,029           30,665,985        

Projected Ending Balance 28,105,029$         30,665,985$         26,924,098$     
# Months Reserves - Estimated 1.0                           1.1                          0.9                       

General Fund Balance & Projections



Upcoming Resolutions
• Code Book Update – Section 460.04(f) to Change transfer to 

capital from 10% to 5% - May 19, 2026
• Debt Issuance – May 19, 2026
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Timing

• Sales tax levy timing options:
• November 2026
• May 2027
• November 2027
• May 2028
• November 2028
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Core Issues and Summary
• Structural Operating Gap 
• No “plugging” deficits

• Ensure stability through 2028
• Provide time to evaluate additional revenue sources

• Action needed
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Questions?
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