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Budget Development Process 

1

Consult Capital 
Plan, identify 
organizational 
needs

2

Set Targets to 
control 
increases in 
Services and 
Supplies

3

Meet with 
SMART 
Managers to 
discuss 
changes, 
priorities

4

Develop and 
issue Budget 
Templates

5

Meet 
individually with 
Managers twice, 
to develop and 
finalize their 
department 
budgets and 
project requests

6

Meet with 
Managers to 
determine what 
will be funded in 
this year’s 
requested 
budget

7

Finalize 
requests, 
determine 
funding sources 
and amounts, 
crunch numbers

8

Prepare Draft 
Budget 
Document

May 7, 2025
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Strategic Plan

May 7, 2025
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What informs the Fiscal Year 2025/2026 Budget?

May 7, 2025



Strategic Plan
▪ Goals

▪ Ridership – Increase to 5,000+ per day

▪ Pathway – Design & construct planned pathway, 
maintain existing pathway, and enhance 
 customer experience

▪ Extensions – Complete system extensions to 
Healdsburg & Cloverdale

▪ Freight – Ensure long-term sustainability of freight 
operations
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•  Continue “Youth and Seniors Ride 
Free” program

• Undertake Preventative Maintenance 
and State of Good Repair projects to 
maintain the safety, quality, and 
efficiency of SMART’s rail system

• Maintain compliance with all 
requirements and regulations

• Collaborate with transit providers to 
improve bus/ferry connections

• Continue monitoring the 
system/ridership and adjusting where 
necessary

• Ridership estimate: 1,210,000 
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Ridership
Goals and Expenditures 
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Extensions – 
System  Map
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• Finish development of the progressive 
design-build project from Windsor to 
Healdsburg

• Award Contract for progressive design-
build of the Extension from Windsor to 
Healdsburg

• Installation and implementation of 
Petaluma North Station solar project

• East/ West Rail
• Continue participation in Highway 37 

corridor activities 
• Work with partners to incorporate rail into 

the project
• Mitigate Extension/Station projects as 

required
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Extension – Goals and Expenditures 
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Pathways - Map
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• Construct funded segments of the pathway
• Hanna Ranch Rd to Vintage Way
• Guerneville Rd to Airport Blvd
• Joe Rodota to 3rd Street

• Complete design and permitting of pathway 
segments

• Continue mitigation projects to mitigate 
impact of the pathway as required 

• Maintain pathway in a state of good repair

• Complete pathway wayfinding program
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Pathways – Goals 
and Expenditures 
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Pathways (continued)
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Revenues
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▪ Revenues
▪ Sales Tax
▪ Federal formula funds

▪ 5307
▪ 5337

▪ State funds
▪ STA- Population, Revenue, & SGR
▪ LCTOP & LPP
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Fiscal Year 2025/2026 Revenues (non-Freight)

SMART S&U Tax, 
60%Federal Funds, 

15%

State Funds, 17%

Regional Funds, 
1%

Other Sources, 7%

FY26 REVENUE PERCENTAGE
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• Currently utilizing the conservative 
estimate

• Fiscal Year 2026 Amount: 
$46,265,300 (vs $50,426,000 in 
FY25, reduction of $4,160,700, or 
8.25%)

• Rolling funds from Fiscal Year 2025 
for projects that will be completed 
in Fiscal Year 2026
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Revenues: Sales and Use Tax
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• 5307 – Urbanized Area Formula Funds
• Through the Federal Transit Administration (FTA), for preventative maintenance of the SMART 

system and can be used for capital projects, operating assistance, etc.
• 5337 – Formula Funds

• Through the FTA, for capital assistance for maintenance, replacement, and rehabilitation 
projects to help transit agencies maintain their assets in a state of good repair

• Community Project Funds – Discretionary Earmark 
• Through the Consolidated Appropriations Act, 2023, granted the Healdsburg Preliminary 

Design funds
• One Bay Area Grant 2 (OBAG 2)

• Federal Highway Administration funds for Bay Area projects, awarded for Hanna Ranch to 
Vintage Way pathway segment in Novato

• One Bay Area Grant 3 (OBAG 3)
• Federal Highway Administration funds for projects that improve safety, spur economic 

development and help the Bay Area meet climate change and air quality improvement goals, 
funds awarded to Hanna Ranch to Vintage Way pathway segment in Novato
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Revenues: Federal Funds
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Revenues: Federal Funds (continued)

34%

50%

13% 1%2%

FY26 Estimated Federal Funds

5307 - Urbanized Area
Formula Funds
(Preventative Mtce)

5337 - Federal State of
Good Repair Funds

Community Project
Funds - Discretionary
Earmark

FTA / OBAG 2 - Hanna
Ranch to Vintage Way

FTA/ OBAG 3 - Hanna
Ranch to Vintage Way
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• State Transit Assistance (STA)
• Portion of revenues from SB1, sales tax on diesel fuel purchases and registration fees, 

allocated to public transit agencies throughout the state based on population and 
operating revenues by formula

• State Rail Assistance (SRA)
• 0.5% of SB1 diesel sales tax revenues, half of these funds is split between five commuter 

rail providers (including SMART)

• State Local Partnership Program (LPP)
• SB1 created fund source to local and regional transportation agencies that have voter 

approval of taxes or fees for transportation improvements

• Low Carbon Transit Operations Program (LCTOP)
• Funds for operating and capital assistance for transit agencies to reduce greenhouse gas 

emissions and improve mobility, from the state’s Cap and Trade auctions
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Revenues: State Formula Funds 
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Revenues: State Formula Funds (Continued)

8%

40%

4%

24%

15%

9%

FY26 Estimated State Funds

LPP - Local Partner Program

SB1 - SRA - State Rail
Assistance

STA - State of Good Repair
(SGR)

STA - State Transit Assistance
(Revenue)

STA - State Transit Assistance
(Population)

LCTOP - Low Carbon Transit
Operating Program
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• Affordable Housing and Sustainable Communities (AHSC) Program
• $1,300,000 Petaluma North Station Solar Project
• $225,000 for Joe Rodota Trail to Third Street Pathway in Santa Rosa
• $85,000 Workforce Development

• Transit and InterCity Rail Capital Program (TIRCP)
• $1,380,000 for the Windsor to Healdsburg Extension Project

• Interregional Transportation Improvement Program (ITIP) Complete Streets
• $896,000 for Guerneville Road to Airport Boulevard Pathway in Santa Rosa

• California General Fund Budget Act 2023
• $250,000 for Shuttle Service

• Caltrans Sustainable Transportation Planning Grant
• $159,354 for the Quality of Life & Economic Impact Assessment 
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State Funds: Project Specific
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• Regional Measure 3 – Bridge Tolls 
• $224,000 for the Civic Center Kiss-n-Ride
• $824,400 Hanna Ranch Road to Vintage Way pathway segment in Novato

• City of Santa Rosa
• $831,804 Joe Rodota Trail to Third Street Traffic Signal

• Private Developer
• $703,017 for Fourth Street Station Access (as part of the Joe Rodota Trail to Third Street 

Pathway)
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Revenues: Regional Funds/Local 
Governments/Private Sector 
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• Fares

• Continuation of current programs

• Baypass

• Low Income

• Free Youth & Seniors

• *Other funds sources in chart not inclusive of other 
governments/private sector
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Revenues: Other

4% 3%

61%

0%

19%

1%
0%

12%

FY26 Estimated Revenue Sources 
(Other)

Advertising

Charges for Services

Fares - Passenger
Rail

Fares - Shuttle

Interest Earning

Misc.

Parking

Rent - Real Estate

May 7, 2025
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Expenditures
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• Salaries and Benefits make up the highest proportion of the operating budget
• Collective Bargaining Agreements determine increases for unionized employees
• Non-unionized employees cost of living increase of 3%
• Medical Benefits increased greatly in last fiscal year, budgeting 15% for Fiscal Year 2026
• No new full-time equivalent (FTE) positions authorized in this budget

• Five (5) Position upgrades, Three (3) intern positions budgeted 

• Reduction in Supplies and Services as compared to the Fiscal Year 2025 
• Efforts to reduce budgeted amounts to be more in line with actuals in past fiscal years
• Implementation of inventory for Vehicle Maintenance department in FY25, Maintenance of Way in this budget
• Costs that increase outside of control of management due to insurance costs, oil prices, and headcount priced in 

budget
• Eliminating contingency amounts in department budgets

• Project Costs 
• Lined up with priorities and funding
• Evaluated based on whether in Capital Plan

• Overall costs distributed between the pillars according to allocation calculation
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Expenditures (non-Freight)

May 7, 2025
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Administration Costs
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Administration Costs
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Operations Costs
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Operations Costs
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• Pension and Other Post-Employment Benefits 
Liability Reserve

• Funding for future pension costs
• Adding $1,000,000 in Fiscal Year 2026
• Total Reserve of $6,574,676

• Vehicles & Equipment Reserve
• Funding future capital equipment (i.e. DMUs)
• Adding $1,000,000 in Fiscal Year 2026
• Total Reserve of $12,317,250

• Corridor Completion Reserve
• Set aside for design or environmental work, or to 

leverage grant funds
• Utilizing $1,500,000 in Fiscal Year 2026
• Total Reserve balance of $5,500,000

• Operating Reserve
• Maintaining fund equivalent to 25% operating costs 
• Adding $1,231,027 in Fiscal Year 2026 to maintain 25%
• Total Reserve of $12,959,990
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Reserves
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Projects
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• Environmental Projects
• Mitigation projects extensions 

and pathway 
• Ongoing requirements once they 

are established for 5-10 years
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Non-Capital Projects
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• Projects that will not result in a 
SMART asset 

• Maintenance projects
• SMART Website, Quality of Life 

Study
• Project Development and Design
• Work for others
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Non-Capital Projects (Continued)
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• These projects tied to specific funding 

• Completion of Pathway Wayfinding project

• Pathway Projects Construction:
• Joe Rodota Trail to 3rd Street, Santa Rosa
• Hanna Ranch Road to Vintage Way, 

Novato
• Guerneville Road to Airport Boulevard, 

Santa Rosa

• Petaluma North Station Solar Project

• Windsor to Healdsburg Extension preliminary 
project costs

• Civic Center Kiss-n-Ride Design 
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Project-Specific Capital Costs
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• Repair St. Vincent’s Culvert
• Vehicle Maintenance Projects

• Overhauls, Modifications, Light 
Replacements, New Cameras 
On-Board, Fire Suppression 
System 

• Maintenance of Way Projects
• Guideway and Track Surfacing
• Pathway Repairs and 

Rehabilitation
• Switches and battery banks
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State of Good Repair Projects
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• IT Equipment projects

• Non-Revenue vehicle replacements

• Maintenance of Way projects
• Fabric Building for Scrubber storage
• Backup Generator 

• Vehicle Maintenance 
• Energy Cushion Device Crash 

System
• Car Mover
• Digital Wheel Measurement Gauge
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Capital Administration and Operations Projects
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• Utilizing $7.7 million fund balance in 
Fiscal Year 2026

• Leaves $53.8 million in fund 
balance for future years
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Revenues vs Expenses
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Freight Budget
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• Manage maintenance requirements

• Fiscal Year 2026 budgets funds to improve bridges
• Bridge timbers were purchased in prior fiscal 

years
• Novato Creek, Sears Point Drainage, Wingo – 

Sonoma Creek

• Partner to repair Grandview Avenue grade crossing

• Railroad tie replacement to maintain freight right-
of-way

• Continue to market freight and storage 
opportunities at SMART

• Leverage storage track at Schellville and Burdell 

• Promote transload opportunities at Victory Station 
(Schellville)
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Freight – Goals
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• California Priority Legislative Budget Projects 2023
• Funded by legislature through the State of California, administered through Caltrans 
• $750,000 for freight (split with passenger shuttle operating expenses)

• California Priority Legislative Budget Projects 2024
• Funded by legislature through the State of California, administered through Caltrans
• Budgeting $180,528 of $4 million grant 

•  Caltrans funding for SMART engineering support 
• Budgeting $7,000 for remainder of project

• Short-Line Railroad Infrastructure Program (SLRIP)
• Funding for short-line railroad infrastructure projects to improve freight mobility, volume 

thresholds, and modern rail freight traffic
• $262,651 budgeted in Fiscal Year 2026
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Freight Revenues – State Funding Sources 
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Freight Revenues

29%

7%

10%
31%

11%

2%

10%

FY26 Freight Revenues - Estimated*

CA Priority Legislative Budget Projects
2023

CA Priority Legislative Budget Projects
2024

State Shortline Grant

Freight Movement Fees

Leases

Storage

45(g) Tax Credit
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• Maintaining freight system in a state 
of good repair
• Tie replacement
• General maintenance

• Replacing/improving bridges and 
crossing
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Freight – Expenditures 
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Calendar

May 7th – Draft 
budget presented 

to the BOD

May 9th – Draft 
budget released to 

the public

May 21st – Draft 
budget 

presentation BOD

May 28th – Draft 
budget 

presentation to 
COC for comment

June 2nd – Public 
comment period 

closes

June 18th – BOD 
approval FY 

2025/2026 budget

May 7, 2025
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Feedback & 
Questions 

May 7, 2025
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