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Fund Balance and Reserves

19

FY2027 Projected Activity $’ Million

Projected Beginning Balance $445.3

+ Revenue 577.1

- Operating Expenses (485.6)

- Capital Projects (202.5)

- Interlocal Agreements (5.5)

Projected Ending Balance $328.8

Fund 
Allocation
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Long-Range Financial Model

20

• One-time, accumulated funding available for capital investments
• Ongoing revenue assumption is sufficient to fund operations and capital needs through Fiscal Year 

2030
• Budget risk if sales tax growth does not develop as projected
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Next Steps

21

• Review budget proposal with Board Advisory Committees

• Publish draft budget document online

• Budget outreach and webinar

• Budget updates to Board/Board Committees if necessary

• Public hearing on the proposed budget

• Final Board approval scheduled for September 28

• Board update on Long-Range Financial Plan
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Thank you!
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Update on Bikeshare Service
Restoration

July 2026
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Incident Overview
• May 23, 2026 CapMetro’s Bikeshare Operations 

Facility was impacted by a fire

• Significant damage to ~1/4 of batteries, most 
chargers, tools and repair equipment, and office 
and workspace made service continuity 
impossible

• CapMetro commissioned an investigation to 
identify probable cause and safety measures 
recommended to safely restore service

• Working closely with the City of Austin, as the 
asset owner

• Work includes collaboration and consultation 
with the investigator, insurance, Austin Fire, and 
the Bikeshare equipment provider (PBSC)

2
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Actions Needed to Safely Restore Service
• Bikeshare Team’s priority is restoring service as safely, and quickly as possible.

• To safely restore full service:
• Acquire replacement batteries, chargers and parts
• Restore workspace for Bikeshare operations
• Establish procedures and structures to mitigate future risk and address report 

recommendations:
• Example: storing and charging batteries in separate spaces so that if an incident occurs, it doesn’t 

impact all equipment or all workspace

• Activities to date:
• Clean up and clean out of facility
• Acquiring temporary work trailer for maintenance and operations team

3
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Service Restoration Plan
• Phase 1: Service restart occurring 

between August 11 and August 18, 2026
• Service will focus on highest ridership 

areas (i.e., UT Campus) 
• Team will rebalance ~150 bikes among fewer 

stations (~¼ of fleet)
• Typical procedure is rebalancing batteries 

among bikes

• Phase 2: As additional chargers and 
infrastructure are acquired and 
installed, more bikes will be deployed

• Phase 3: Full service restoration by end 
of calendar year

• Regular updates provided to customers throughout rollout
4
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Questions?
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President's Report
July 2026
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CapMetro in the Community
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Juneteenth Parade
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Customer Care
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What Riders Were Contacting Us About in June
Contact volume was up ~4.0% year over year — almost entirely explained by the changes below.

W H Y  C U S T O M E R S  C O N T A C T E D  U S

Physical Passes Ended

6/1

Rear Boarding Ended

6/1

June Service Change

6/7

New 800/837 Rapid Routes

6/7

Rail Outage

6/3

Austin Events Juneteenth Parade Detours

6/19

T H E  N U M B E R S  B E H I N D  I T

15,434
Total contacts in June

13,185
Of those, phone calls

~4.0%
Increase in contact volume, year over year

5
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Total Contacts

15,434
Call Volume

13,185

Total Contact Volume 

Up ~4.0%

Call Volume Driven By:

 Drivers for volume for June: 
o Ending of physical passes – 6/1
o Ending of Rear Boarding – 6/1
o June Service Change – 6/7

 New 800/837 Rapid Routes – 6/7
o Rail outage – 6/3

Austin events
• Juneteenth Parade Detours 6/19

June Customer Care Numbers 
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Total Contacts

16,406

CapMetro Awards &
Achievements
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Total Contacts

16,406

Rafeal Villarreal Retirement
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Total Contacts

CapMetro Awards & Achievements    
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Total Contacts

16,406

New Senior Team
Member
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Vice President, People & Culture
JP Pecora

CapMetro
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Total Contacts

16,406

CEO Outreach &
Engagement
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Key Activities This Month

CapMetro
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Thank You!

July 2026
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Total Contacts

Mayor Pro Tem of Leander

• Regional transit connectivity

• Partnership opportunities for transportation needs

• Maintained strong working relationship

New GM of Austin Energy

• Established initial working relationship

• Sustainability and fleet electrification

• Aligned on clean energy goals

Austin Deputy City Manager

• Operational and planning priorities

• Transit Plan 2035 alignment

• Service coordination and city events

The Bus Coalition Board Retreat

• Strategic planning as board member

• Regional transit advocacy priorities

• Legislative and funding strategies

Joint Meeting: CapMetro, ATP, COA

• Project Connect implementation

• Funding and community engagement

• Service integration planning

Austin Transit Partnership Board

• Project Connect progress and decisions

• ATP planning and operations updates

• Alignment with CapMetro initiatives
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P&C Strategic Priority Update – May 2026

3.1 Employee Value Proposition and 3.2 Organizational Assessment | People & Culture | May 2026

ACTION 3.1 – Employee Value Proposition
Owner: Donna Simmons | Lead: Sarah Rossig
● Charter, EVP framework, and five-phase roadmap 

complete; Employee Engagement Survey achieved 94% 
participation.

● Currently in FY26 Q2–Q3: gathering employee feedback 
via focus groups and engagement survey review.

● Risk (Medium): Competing priorities may limit bandwidth. 
Mitigation: phased approach; leverage existing data.

ACTION 3.2 – Organizational Assessment
Owner: Donna Simmons | Lead: Nikki Hawk
● Charter, two-phase roadmap, and role mapping tools 

complete; OE/Org Design Specialist onboarded May 11.
● Currently in FY26 Q2–Q3: launching role mapping and 

core function definition across all departments.
● Risk (Medium): Oracle org chart not configured; 

competing priorities may stretch bandwidth. Mitigation: 
coordinate EVP workstream; phased approach.

COMBINED ROADMAP (FY26–FY28)
● Now (FY26 Q2–Q3): 3.1 focus groups underway; 3.2 role 

mapping launching.
● FY26 Q4: 3.1 identify EVP themes & goals; 3.2 Work 

Friction Analysis.
● FY28: 3.1 roll out EVP; 3.2 final workforce plan and 

sustainment.
DESIRED OUTCOMES
● 3.1: Clear employee value exchange; stronger recruiting 

brand; focused P&C investments; aligned workforce 
planning.

● 3.2: Complete picture of current organization; future-
state workforce and capability plan; talent and succession 
strategy; sustainable planning process.

P&C VISION
Lead and develop a high-performing workforce by partnering 
with the business — through a people strategy that enables 
performance, growth, and accountability.

18
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Strategic Plan 2.1 – FY2026 Progress Update
Lead local partners in updating the regional transit and funding structure | Government Affairs | June 2026

QUARTERLY PROGRESS (Oct 2025 – Jun 2026)

• Q1 (Oct–Dec): Internal alignment on workplan and FY26 
desired outcomes; drafted preliminary regionalization 
options; launched Board and partner outreach. All 
milestones completed.

• Q2 (Jan–Mar): Conducted 1-1 interviews with Board 
members and select external partners; synthesized feedback; 
deepened outreach across member/non-member cities. All 
milestones completed.

• Q3 (Apr–Jun): Convened cross-departmental internal 
working group; advancing the scope of draft strategy 
options; ongoing partner events. In progress.

NEXT STEPS THROUGH FY2026

• FY2026 is the start of the overall action item, which is 
planned to span through FY2030. Our 2.1 action item work 
is deliberately designed to flow into and support the 
planned FY2027 start of our 4.5 action item work.

• Continue bi-weekly internal working group to further the 
scoping of draft strategy options.

• Showcase Build Central Texas (BCT) successes ahead of next 
legislative session.

• Close out FY2026; prepare FY2027 launch of Action Item 4.5 
(Identify and pursue additional revenue sources).

19

FY2026 MILESTONE
Proactively offer mobility solutions and planning assistance for the region (part of a 5-year effort through FY2030).
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Art on the Bus
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Total Contacts

15,886
Call Volume

13,883

Total Contact Volume 

Down ~5.0%

Call Volume Driven By:

• Extended AT&T Outage that also effected other 

agencies and businesses  

April Customer Care Numbers
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Bike to Work Day at City Hall

22
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CapMetro Cares

23

113



The picture can't be displayed.

24

Strategic Plan 2030
Update
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To:   CapMetro Board of Directors 

From:  Andy Skabowski, Executive Vice President, Chief Operating Officer 

Date:  June 18, 2026 

Subject:  Update on Bus Operations and Maintenance Labor Negotiations 

The purpose of this memo is to update the CapMetro Board on ongoing discussions between 

CapMetro bus operations and maintenance service provider, Keolis, and the Amalgamated 

Transit Union 1091, concerning a collective bargaining agreement (CBA).  

As noted in the attached letter from Keolis, Keolis provided a “best and final offer” to ATU 

leadership for union consideration, at ATU’s request. The terms of the offer are included in the 

attachment. Union leadership has hosted an informational session for members and intends to 

host a vote on the offer on June 27, 2026. CapMetro is aware that the vote on the offer will also 

allow the union to implement a work stoppage should the outcome of the vote on the offer be a 

“no”. Should the outcome of the vote be a “no”, a work stoppage would happen at the discretion 

of union leadership, not necessarily immediately after the vote is taken. 

CapMetro has seen the best and final offer provided by Keolis, conducted extensive market and 

peer agency wage comparison (including the existing, 2026 CBA between CapMetro Demand 

Response service provider, MTM, and ATU 1091), reviewed the ability to hire and retain frontline 

team members, reviewed wage progression over time, and thoughtfully reviewed the financial 

parameters of CapMetro’s operating budget and sales tax revenue. CapMetro cannot extend 

additional financial support to this process without reducing transit service provided by CapMetro 

to the community.  

CapMetro’s role in this process is to establish the financial parameters within which Keolis can 

negotiate. CapMetro is not engaged in specific terms of the offer(s) Keolis, or any CapMetro 

service provider, makes throughout the negotiation process. CapMetro can also respond to non-

financial issues raised as part of the process, as the entity responsible for service schedules, safety 

and security of the system, etc.  

CapMetro cannot deliver our mission without the hard work from frontline operations and 

maintenance personnel, and values their commitment to transit service. Our priority throughout 

this process is ensuring we are respectfully engaging as appropriate and reiterating our 

appreciation for these members of the broad CapMetro team.  

Should CapMetro Board Members require additional information to support their understanding 

of this process and potential outcomes, please contact Ed.Easton@capmetro.org.  

 

Attachment:  

• June 18, 2026 Letter to CapMetro from Keolis, “RE: Labor Update” 
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 Keolis North America                         2910 E 5th Street, TX 78702                             www.keolisna.com 
 

 
 

June 18, 2026 
 
Ms. Michele Stiehler  
Vice President, Bus & Maintenance Operations 
Capital Metro 
2910 E 5th Street 
Austin, TX  78701 
 
RE:  Labor Update 
 
Dear Michele: 
Keolis is providing you with an update on the status of the negotiations with Amalgamated 
Transit Union (ATU) 1091, who represent our service delivery employees. It is important to note 
that Keolis has and will continue to bargain in good faith.    
 
At the request of the ATU, Keolis was asked to provide our best and final offer (BAFO) on May 
28, 2026.  Some of the key elements of the BAFO include: 
 

1. Wage Increases: Wage increases totaling 12% over three years for operators, 

maintenance, and supervisory/admin classifications.  Scheduled annual increases of 3% 

(2026), 4% (2027), and 5% (2028) respectively. 

2. Retroactive Wages: effective January 1, 2026, following the expiration of the current 

collective bargaining agreement on December 31, 2025. 

3. Training and Development: Enhanced training and development programs to improve 

mechanic competencies. 

4. Increased Allowances: for tools and safety equipment. 

Keolis did present the ATU with additional terms for consideration including wage progression 
for parts and service island employees and 401(k) enhancements. However, the ATU requested 
that we include all economically related terms solely in wages. 
 
The ratification vote is scheduled for June 27th, 2026.   
 
Sincerely,  
 
 
 
Duane Eskierka 
General Manager 
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To:  CapMetro Board of Directors 

From:  Cheyenne Conyer, Chief of Staff 

Date:  June 24, 2026 

Subject:   Follow-up to June 2026 Board Committee Meetings 

The purpose of this memo is to provide follow-up information to the CapMetro Board of Directors, 
following discussions during the Board Committee meetings held on June 10, 2026. Board 
Members with questions should contact Ed.Easton@capmetro.org.  

Fare Collections 

During the Finance, Audit & Administration (FAA) Committee discussion on the UT Audit 
Interns’ projects, Board Members inquired about the volume of transactions on our service that 
are cash driven. In March 2026, the most recent month for which data is available, cash fares 
comprised about 40 percent of CapMetro’s fare transactions. The Fiscal Year 2026 average cash 
percentage of our fare collections is approximately 45 percent. 

Animals on CapMetro Service 

During public comment at both committee meetings, a customer raised a request for CapMetro 
to implement changes to our Code of Conduct, specifically, requesting CapMetro require animals 
to be muzzled to board the service. 

CapMetro’s Code of Conduct only allows service animals trained to complete a specific task in 
support of their handler to board our service, in alignment with Americans with Disabilities Act 
(ADA) regulations and regulations specific to transit providers provided by the Federal Transit 
Administration. Pets and emotional support animals are not permitted to board CapMetro 
services.  

Service animals are protected by federal regulations, and CapMetro personnel are only permitted 
to ask an animal’s handler whether the animal is a pet or service animal, and, if it is a service 
animal, what task the animal is trained to perform. There are no other mechanisms CapMetro can 
use to ensure all animals onboard are service animals, and CapMetro is restricted from imposing 
other requirements on service animals or their handlers, including requiring the animal to wear 
certain equipment, such as a muzzle.  

All animals, regardless of breed, size, or functions performed for the handler, are required to be 
under the control of their handler at all times. Customers with aggressive animals (growling, 
snapping, fighting, jumping, etc.) and customers who are unable to control their animals, will be 
asked to deboard or otherwise held responsible for Code violations. 

 

 

120



Page 2 of 3 
 

Public Comments in Minutes 

During public comment at both committee meetings, a customer raised a concern regarding 
CapMetro Board and Board Committee Meeting minutes, specifically, how public comment is 
reflected in the minutes. 

In the past, CapMetro attempted to synthesize the verbal comments provided by customers and 
members of the public. Following feedback from customers who raised concerns about their 
comments being captured incorrectly or out of line with the speakers’ expectations, CapMetro 
changed our practice and now only provides the name of the speaker.  

At this time, CapMetro staff does not recommend a change to how public comment is captured 
in Board and Board committee minutes but will add to the minutes a link to the live stream of 
comments for reference.  

Under the Texas Open Meetings Act (TOMA) there are no specific requirements for how public 
comment is captured, and CapMetro’s current approach complies with the law. TOMA requires 
that we either keep minutes of a meeting or make a recording, and we do both at CapMetro, and 
minutes must include a description of deliberations and votes or actions, but there is no specific 
requirement regarding public comment. CapMetro routinely reviews peer agencies in the transit 
industry and local agency partners, and there are varying approaches to documenting public 
comment (see table below). 

Comments regarding Recent Procurement 

During public comment at the Operations, Planning and Safety Committee meeting, a 
representative from a vendor who recently bid on a CapMetro procurement spoke. Before public 
comment and following the remarks, CapMetro staff spoke with the representative to reiterate 
CapMetro procurement processes and reviewed the process followed. The procurement for 
renovations at 624 Pleasant Valley for the Demand Response Eligibility center was completed in 
line with CapMetro’s Board-approved procurement policy, agency procedures, and state law.  
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Agency or organization 
Lists 

speaker’s 
name 

Lists 
general 

topic (i.e., 
“service 
issue”) 

Lists sentiment of 
comment when 

speaking on posted 
agenda items (i.e., 

in favor/against) 

Synthesizes 
or 

summarizes 
comments 

Other 

CapMetro Board and 
Board Committees 

ü     

Austin City Council ü ü *    
Travis County 
Commissioners Court 

ü    Lists the 
organization 
the speaker is 
representing 

Leander City Council ü ü    
Manor City Council ü ü ü   
Austin Transit 
Partnership 

ü     

Houston Metro ü   ü  
Via Transit (San Antonio)     Does not post 

meeting 
minutes 
publicly 

Dallas Area Rapid 
Transit (DART) 

ü ü   Lists the city 
the speaker 
resides in 

Capital Area  
Metropolitan Planning 
Organization (CAMPO) 

ü    Provides link to 
video of public 
comment for 
reference 

Williamson County 
Commissioners Court 

ü    Lists the city 
the speaker 
resides in 

Central Texas Regional 
Mobility Authority 
(CTRMA) 

ü    Lists the 
organization 
the speaker is 
representing 

* The Austin City Council captures general topics for general public comment unrelated to posted items, but does not 
include in meeting minutes any details, such as sentiment or summary of comments, for people speaking on posted 
agenda items. 
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To: CapMetro Board of Directors  

From: Andy Skabowski, Executive Vice President, Chief Operating Officer  

Date: June 26, 2026  

Subject: Update on Bus Operations and Maintenance Labor Negotiations 

 
In response to inquiries from board members, I am providing an update on ongoing collective 
bargaining agreement (CBA) discussions between Keolis, CapMetro’s bus operations and 
maintenance service provider, and Amalgamated Transit Union Local 1091. 
 
As previously shared, Keolis submitted a “best and final offer” to ATU leadership at the union’s 
request. ATU leadership has scheduled a vote on the offer for June 27, 2026. If the offer is rejected, 
the vote will also authorize union leadership to initiate a work stoppage at its discretion. Keolis has 
advised that it does not expect any work stoppage to occur immediately after the vote. 
 
Please find attached a memorandum from Keolis providing a comparison of CapMetro and other 
Texas transit agencies, including wage levels and cost-of-living indexes. This information offers 
additional context for the “best and final” offer and how it compares with peer agencies and cities 
across Texas. 
 
Board Members who need additional information about this process or its potential outcomes may 
contact Ed.Easton@capmetro.org. 
 
Attachment:  

• June 26, 2026 letter from Keolis to CapMetro Board, “RE: Compensation & Benefits 
Benchmarking Summary” 
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 Keolis North America                         2910 E 5th Street, TX 78702                             www.keolisna.com 
 

 
 

Memorandum 

 
 
To: Michele Stiehler, Vice President of Bus Operations & Maintenance 
From: Duane Eskierka, General Manager / Vice President 
Date: June 26, 2026 
Subject: Compensation & Benefits Benchmarking Summary 
 
A review of compensation and benefits benchmarking conducted by Keolis Finance and CapMetro Total 
Rewards indicates strong alignment regarding Keolis’ competitive position within the Texas public transit 
industry. Keolis offers a highly competitive total rewards package supported by industry-leading 
healthcare benefits, strong retirement contributions, and wage rates that remain among the highest in 
the state. 
 
Healthcare Benefits Differentiate from Peers 

• 95% employee-only and 91% family healthcare premium contributions—the highest among 
Texas transit peers reviewed. 
• Family coverage is a significant differentiator. 
 
Key Message: Keolis demonstrates a strong commitment to the health and well-being of 
employees and their families. 

Retirement Benefits Strengthen the Total Rewards Package 
• Minimum employer retirement contribution of 5.5% of salary. 
• Available benchmarking indicates contributions are among the strongest in the comparison 
group. 
 
Key Message: Keolis invests meaningfully in employees’ long-term financial security. 

Wage Levels Remain Highly Competitive 

• Third-highest top operator wage among major Texas transit agencies. 
• Starting operator wage of $24.04/hour ranks near the top of the peer group. 
• Five-year progression to top wage aligns with industry norms. 
 
Key Message: Keolis delivers a competitive wage structure that recognizes the critical role 
operators play in providing safe and reliable transit service. 

 
Commitment to Employee Wage Growth 

• Programmed wage increases of 3%, 4%, and 5% demonstrate a sustained commitment to 
employee compensation growth while remaining competitive with major Texas transit systems. 
 
Key Message: Keolis’ planned increases are within prevailing market ranges and provide a clear 
long-term commitment to employee wage growth. 
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                                      KEOLIS COMMUTER SERVICES 470 Atlantic Ave., Boston, MA 02210 +1 617 222 8001 www.keoliscs.com 
 

Cost of Living Trends Further Support Competitive Compensation 
• Austin's Cost of Living Plus Rent Index has declined significantly since 2023 and is now slightly 
below Dallas. 
• Regional affordability trends indicate decreasing cost pressures for employees in the Austin 
market.  
• National CPI and PPI trends show inflation has moderated substantially from peak 2021–2022 
levels. 
 
Key Message: Improving affordability in Austin, combined with moderating inflation, further 
supports the competitiveness of Keolis' compensation proposal. 
 

Keolis’ total rewards package remains a significant competitive advantage within the Texas transit 
industry, supporting workforce attraction and retention through competitive compensation, strong 
benefits, solidified by favorable cost-of-living trends. 
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                                      KEOLIS COMMUTER SERVICES 470 Atlantic Ave., Boston, MA 02210 +1 617 222 8001 www.keoliscs.com 
 

 
 
 

State of Texas Wage / Benefits / Raise Analysis for Fixed Route Transit 
Employees for 2026 (as of June 2026) 

 

Rank System 

2025 
Operator 
starting 
wage  

2025 
Operator 
top 
wage 

2026 
Est 
merit 

2026 Est 
Operator 
Rate 

Years to 
reach 
top 
wage 

Company/Operator 
contribution % to 
healthcare 
premium 
(single / family) 

Company 
contributions 
to 
retirement 
(as % of 
salary) 

Programmed 
Annual 
Increases 

1 Dallas (DART) $24.48 $32.64 3% $33.62 5 76% / 76%   3% 

2 
Fort Worth 
(Trinity Metro) 

$22.50 $30.92 5% $32.47 4 90% / 75% 4%+ N/A 

3 Austin (CapMetro) $24.04 $30.60 3% $31.52 5 95% / 91% 5.5%+ 3%, 4%, 5% 

4 Houston (METRO) N/A $29.14 4% $30.31   100% / 45%*   4% 

5 San Antonio (VIA) $23.24 $28.00 3.5% $28.98 5 87% / 76%   3.5% 
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                                      KEOLIS COMMUTER SERVICES 470 Atlantic Ave., Boston, MA 02210 +1 617 222 8001 www.keoliscs.com 
 

 
 
 

State of Texas Cost of Living Plus Rent Index Analysis (2019 – 2025) 
 

Cost of Living Plus Rent 
Index Value 2019 2020 2021 2022 2023 2024 2025 

Austin 
                                   
60.3  

               
60.3  

               
57.0  

               
62.4  

               
69.9  

               
66.5  

               
56.6  

Houston 
                                   
53.7  

               
54.4  

               
54.5  

               
54.3  

               
57.8  

               
55.8  

               
51.4  

Dallas 
                                   
55.7  

               
58.0  

               
56.7  

               
59.6  

               
65.5  

               
62.2  

               
57.1  

San Antonio 
                                   
48.0  

               
51.8  

               
51.8  

               
51.2  

               
55.1  

               
55.1  

               
48.1  

Cost of Living Plus Rent 
Index Increase 2019 2020 2021 2022 2023 2024 2025 
Austin   0.0% -5.5% 9.5% 12.0% -4.9% -14.9% 

Houston  1.3% 0.2% -0.4% 6.4% -3.5% -7.9% 

Dallas  4.1% -2.2% 5.1% 9.9% -5.0% -8.2% 

San Antonio   7.9% 0.0% -1.2% 7.6% 0.0% -12.7% 
Source: Numbeo Cost of Living Plus 
Rent Index by City       

Base Expense = $4,000  $                4,000   $   4,000  $   3,781  $   4,139  $   4,636  $   4,411  $   3,754 

        

PPI - National 2019 2020 2021 2022 2023 2024 2025 

Value 199.8 194.4 
227.35

1 
264.48

1 
255.73

0 
254.55

9 
260.19

6 

Increase   -2.7% 17.0% 16.3% -3.3% -0.5% 2.2% 

Source: BLS (PPI CPI 
2016-2025.xlsx)        

        

        
CPI -  All Urban 
Consumers - National 2019 2020 2021 2022 2023 2024 2025 

Value 765.8 775.3 
811.70

5 
876.66

4 
912.75

1 
939.67

2 
964.39

8 

Increase   1.2% 4.7% 8.0% 4.1% 2.9% 2.6% 

Source: BLS (PPI CPI 
2016-2025.xlsx)        
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TO:  CapMetro Board of Directors 

FROM:   Kevin Conlan, EVP, Chief Financial Officer 
Samantha Baez, EVP, Experience & Engagement  
Tanya Acevedo, SVP, Chief Information Officer 

DATE: July 1, 2026 

SUBJECT:  Fare Transformation Update: Proposed 2027 Fare Increase and Changes 

Fares Background and What Has Been Completed to Date 

Over the last two years, the CapMetro team has executed a comprehensive strategy to transition 
the fare framework from complexity to clarity. Previously, a fragmented network of 58 separate 
fare products created significant confusion for customers and placed a high administrative and 
operational burden on agency staff. 

By modernizing systems, the team has successfully achieved the following critical milestones: 

• Open Payments: Following a highly successful soft launch window, CapMetro officially 
launched Open Payments (Tap to Pay) in early 2026, allowing customers to simply tap 
credit cards, debit cards, contactless bank cards, or mobile wallets such as Apple Pay or 
Google Pay directly on bus validators. 

• Fare Media (Pass) Simplification: Streamlining pass types from 58 to 24 products, 
which included retiring the day pass, 7-day and 31-day passes in favor of a more unified 
technology platform reduced confusion among customers and enhanced the ability of staff 
to support customer inquiries. 

• Daily Fare Capping Validation: Daily fare capping, or the daily maximum a customer 
will spend, is working seamlessly (limiting local daily spend to $2.50 and commuter to 
$7.00), providing a full value replacement of the day pass, hence its retirement. 

• Fleet Readiness: The team has successfully upgraded the infrastructure, ensuring 99 
percent of all in-service transit vehicles seamlessly accept digital open payments. 

• System Improvements: The team has centralized the fare backend technology onto the 
Umo platform for fixed route services, expanded the retail network partnership with H-E-
B, and is moving forward with a full physical farebox replacement scheduled for Summer 
2026. With multiple interconnected systems being impacted by the physical work needed 
for the farebox replacement scheduled for Summer 2026, we are taking the opportunity 
to improve the operators' experience by upgrading the on-board technical systems. 
Collectively, these improvements, alongside the rollout of the new Code of Conduct and 
code-related procedures, have improved operators’ ability and fluidity in collecting fares.  
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2027 Proposed Fare Increases  

Staff met with CapMetro Board Members during briefings in June 2026 to present data outlining 
CapMetro’s long-term financial constraints and highlighted that the last system-wide fare 
adjustment occurred in January 2015. Over the past 11 years, a slowing sales tax revenue 
environment, paired with escalating operational expenses and slight dips in passenger revenue 
and ridership, has significantly narrowed cost-recovery. The briefings included initial 
benchmarking metrics from the American Bus Benchmarking Group (ABBG). The data showed 
that CapMetro’s current single-ride fares of $1.25 are nearly 33 percent lower than the industry 
peer average (~$1.85 for Local services). 

Initial options presented to Board Members included: 

1. Option A: A moderate two-step, gradual fare increase taking place in January 2027 and 
January 2029 ($1.50 and then $2 respectively for the cost of a local single ride).  

2. Option B: A larger initial fare increase in January 2027 to achieve the full Option A value 
in one step, with a future, smaller increase in January 2029 ($2 and then an additional 
future increase, respectively for the cost of a local single ride). 

A Title VI fare equity analysis was conducted for both options. The study yielded no findings in 
either scenario of Disparate Impact or Disproportionate burden for customers using fixed route 
services. 

Based on valuable feedback gathered during Board Member briefings—specifically prioritizing the 
mitigation of steep financial impacts on vulnerable populations—the team has modified the 
approach slightly since the June briefings. A modified Option A (Two-Step Fare Adjustment) will 
be presented to the public in July and August for community feedback, before being brought to 
the Board of Directors in September 2026 for consideration as part of the annual budget process. 
If approved by the CapMetro Board, the new fares would be implemented in January 2027 
alongside the January service change.  

Key structural components of this proposal include: 

• A Gradual Two-Step Tier: Spreading the adjustment across January 2027 and January 
2029 to give transit riders time to adapt. 

• Preserving Multipliers: No changes will be made to standard monthly cap multipliers 
across transit modes. This means that even though the base fare is increasing, the number 
of trips required to accomplish a monthly fare cap remains the same, ensuring that 
frequent riders do not face a larger impact under the new fare pricing structure. 

• Modified Access Plan: Under Federal Transit Administration (FTA) regulations for 
ADA paratransit services, transit agencies are permitted to set paratransit fares at a 
maximum of twice the price of a standard, non-discounted fixed-route fare for a 
comparable trip. It was determined that moving to a 2x fare increase would be too large of 
an increase to implement immediately, so a modified approach with a slower, gradual 
increase is proposed. Instead of a 2x multiplier, staff is proposing a gradual adjustment 
for Access ($2.25 in 2027 and $3.25 in 2029), mapping out to a 1.5x and 1.63x local 
multiplier respectively. 
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Below is the definitive table outlining the proposed adjustments: 

Local & Pickup Standard fares  
Fare Type  Today  Proposed 2027  Proposed 2029  

Local Single Ride $1.25 $1.50 $2.00 

Local Per Service Day $2.50 $3.00 $4.00 

Local Per Calendar Month $41.25 $49.50 $66.00 

 
Commuter Standard fares 

Fare Type Today Proposed 2027 Proposed 2029 

Commuter Single Ride $3.50 $4.00 $5.00 

Commuter Per Service Day $7.00 $8.00 $10.00 

Commuter Per Calendar Month $96.25 $110.00 $137.50 

 
Access fares 

Fare Type Today Proposed 2027 Proposed 2029 

Access Single Ride $1.75 $2.25 $3.25 

Access Monthly Pass $46.50 $60.00 $87.00 

 
Local & Pickup Reduced fares 

Fare Type Today Proposed 2027 Proposed 2029 

Local Reduced Single Ride $0.60 $0.75 $1.00 

Local Reduced Per Service Day $1.25 $1.50 / $2.00 / 

Local Reduced Per Calendar 
Month 

$20.60 $24.75 $33.00 

 
Commuter Reduced fares 

Fare Type Today Proposed 2027 Proposed 2029 
Commuter Reduced Single Ride $1.75 $2.00 $2.50 
Commuter Reduced Per Service 

Day 
$3.50 $4.00 $5.00 

Commuter Reduced Per 
Calendar Month 

$48.10 $55.00 $68.75 

 

Ticket Vending Machine Retirement 

CapMetro staff is proposing to retire seven ticket vending machines (TVM) at bus transfer 
locations. CapMetro has recently implemented new fare collection methods, such as reloadable 
fare cards and app-based payment, which have changed the way transit customers pay their fare. 
These new methods of fare payment provide customers with the benefit of fare-capping, which 
automatically transitions fare products to the most economical payment method based on the 
value spent on fares. The products sold at TVMs do not include the fare-capping benefit, and 
utilization is minimal, while the cost of maintaining and servicing TVMs remains substantial. 
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While the retiring of ticket vending machines is not a “fare” or “major service change” as defined 
by FTA Title VI Circular 4702.1B or CapMetro policy, CapMetro completed an equity analysis to 
ensure that its actions are equitable and do not adversely affect protected communities.  

The analysis found that the proposed changes would not result in a Disparate Impact on minority 
customers or Disproportionate Burden on low‐income customers. Given that there were no 
findings of Disparate Impact or Disproportionate Burden, no mitigations are needed to proceed 
with the retirement of TVMs at selected locations. 

Reduced Fare Program Expansion 

CapMetro offers several discounted and reduced fare programs under the current fare structure. 
CapMetro’s current reduced fare (Reduced Fare ID Program) is available to seniors, active and 
reserve military ID holders not in uniform, and riders with disabilities or on Medicare. The 
Equifare Program, as it exists today, provides a 20 percent discount for customers with a 
household income below 200 percent of the federal poverty line who enroll. Kids under 18 and 
emergency or military personnel in uniform ride for free.  

CapMetro staff is considering expanding the eligibility for RFID to include veterans and 
individuals with a household income below 150 percent of the Health and Human Services 
Poverty Guideline.  

In tandem with this expansion, the Equifare Program will be merged into the new eligibility for 
low-income customers.  As part of this fare change, all Equifare Program customers will be 
automatically enrolled in the RFID Program and will receive a 50 percent fare discount, an 
increase from the current 20 percent. 

Key Talking Points for Board Members and Staff 

To help communicate these changes and address the reality that "nobody likes to pay more," the 
following talking points have been developed to express why this increase is not only necessary, 
but why it would be irresponsible for CapMetro staff to forgo a fare increase any longer.  

• The Cost of Inaction (The CPI Multiplier): Had CapMetro simply matched standard 
Consumer Price Index (CPI) inflation since 2015, the $1.25 Local Base fare would already 
be over $1.65 today, and the $3.50 Commuter fare would sit past $4.65. Adjusting fares 
keeps the agency rooted in current economic realities rather than trailing a decade behind. 

o An 11-Year Freeze: CapMetro has not adjusted its Local, Commuter or Access 
fares since January 2015. Very few regular household expenses or services have 
gone more than a decade without adjusting for basic economic realities. 

• Still Leading in Affordability (ABBG Data): Even after the initial 2027 adjustment, 
CapMetro's fares will remain among the most competitive in the country among its peer 
agencies. ABBG data indicates that the current industry average single-ride fare sits 
around $1.85, with peer agencies peaking at $2.75. CapMetro's $1.50 rate in 2027 
positions us safely within the highly affordable, middle-tier cost bracket nationwide. 

• Fiduciary Responsibility and Financial Sustainability: As stewards of public 
funds, CapMetro has a fiduciary responsibility to protect the financial health of the 
regional transit system. Amid shifting sales tax returns and escalating operating costs, this 
adjustment ensures the long-term viability and baseline safety of the agency. 
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• Investing in Frontline Operators: A significant portion of rising operational cost is 
due to a direct investment in the workforce. To successfully attract and retain skilled 
operators, compete in a tight labor market, and keep frontline workers whole against the 
cost of living, CapMetro’s service partner, Keolis, has implemented necessary wage 
increases for drivers and mechanics, and that practice will continue. 

• A Track Record of Continuous Improvements: Fares aren't increasing to fund a 
stagnant system. On the contrary, in the last year alone, CapMetro has delivered friction-
free Tap to Pay options, implemented equitable automatic daily fare capping, modernized 
its digital app integrations, developed meaningful discount programs for customers, and 
expanded regional university and employer discount models to optimize the rider 
experience. 

• The Reality of Rising Operational Costs (2015 vs. 2026): The cost of keeping 
Central Texas moving has spiked dramatically over the past 11 years. Consider how 
drastically operational inputs have shifted since CapMetro's last fare change: 

o Diesel Fuel: In January 2015, U.S. diesel fuel prices averaged roughly $3.00 to 
$3.20 per gallon. By mid-2026, U.S. Bureau of Labor Statistics (BLS) data shows 
diesel benchmarking above $5.06 to $5.20 per gallon—a significant jump in 
baseline fleet fueling costs. 

o Public Transit Vehicles: A typical new 40-foot diesel transit bus cost $400 to 
$450 thousand in 2015, and now a new hybrid transit bus is estimated to cost more 
than $1.2 million, which is more than 200% today than in 2015. 

o Healthcare and Benefits: To attract and retain a skilled workforce, competitive 
salaries are provided, with fringe benefits estimated at approximately 30 percent 
of base pay. Annual pay adjustments have been in line with the market and local 
partner agencies.  

o US Consumer Prices: Over the past decade, U.S. consumer prices have risen at 
an average annual rate of approximately 3–3.5 percent. However, inflation in the 
Austin metropolitan area has generally exceeded the national average, particularly 
in the post-pandemic period, driven by strong population growth, housing 
demand, and local economic expansion. For perspective on general inflation, a 
standard gallon of conventional milk cost an average of $3.30–$3.42 in 2015. 
According to the USDA, the national simple average for a gallon of conventional 
whole milk has climbed to $3.93 (and sits as high as $5.27 in major metro areas). 

Next Steps 

CapMetro staff will initiate the formal community engagement plan July 13 and throughout 
August to gather public input, host open public meetings, and return to the Board for a final vote 
in September ahead of the targeted January 2027 implementation phase. 
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To:   CapMetro Board of Directors  

From:  Andy Skabowski, Executive Vice President, Chief Operating Officer  

Date:  July 14, 2026  

Subject: Update on Bus Operations and Maintenance Labor Negotiations 

 
The purpose of this memo is to update the CapMetro Board on ongoing negotiations between 
CapMetro’s contracted service partner, Keolis, and the Amalgamated Transit Union 1091 regarding a 
collective bargaining agreement for bus operations and maintenance. Keolis provided a Best and Final 
Offer to ATU leadership in June, and Union membership voted “no” on the offer, and authorized a 
future work stoppage. Keolis and ATU have since reconvened regarding negotiations, with the hope of 
resolving this issue and entering into an agreement, without a work stoppage. 
 
Keolis provided a “Last/Best and Final Offer” to the ATU leadership on July 9th, as outlined in the 
attached letter (July 14, 2026 Letter). Keolis previously provided market information, as shared with 
the CapMetro Board by separate memo (see attachments - June 26, 2026 Memo and June 18, 2026 
Memo), and Keolis’ market assessment determined the offered wage rates are appropriate to support 
continued hiring and retention. 
 
The attached information from Keolis also provides clarity regarding recent media coverage, including 
a request for further training for operators, a topic that is outside of the parameters of the collective 
bargaining agreement. Further, Keolis separately made clear to CapMetro that at no point did their 
proposal exclude wage rate increases for bus operations and maintenance employees. Keolis is working 
in good faith with the union to ensure proposed wage increases and bonus pay are within the financial 
parameters provided by CapMetro, which may require cost savings from other elements of the 
agreement, such as attendance policy. To alleviate further confusion, Keolis is working to ensure all 
team members know the current offer. 

 
Board Members who need additional information about this process or its potential outcomes may 
contact Ed.Easton@capmetro.org. 
 
Attachments:  
 

• July 14, 2026: Letter from Keolis to CapMetro  

• June 26, 2026: Memo to the CapMetro Board - Update on Bus Operations and Maintenance 
Labor Negotiations 

• June 18, 2026: Memo to the CapMetro Board - Update on Bus Operations and Maintenance 
Labor Negotiations 
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Memorandum 

 
 
To: Michele Stiehler, Vice President of Bus Operations & Maintenance 
From: Duane Eskierka, General Manager / Vice President 
Date: July 14, 2026 
Subject:  Negotiations Update 
 
Keolis has submitted its “Last/Best and Final Offer” to the Amalgamated Transit Union (ATU) Local 1091 
on July 9th.  Although there remain some minor language alignment efforts still to complete, the final 
economic proposal has been submitted.   
 
The primary challenge with these negotiations has centered on the ATU’s unwillingness to modify the 
current Collective Bargaining Agreement (CBA) to find cost savings and using those savings to further 
increase wages.  Regardless of these challenges, Keolis has found a way to exceed ATU’s most recent 
wage increase request of 14%, with a 14.8% increase that also provides the employees with “up front 
compensation”.   
 
Last/Best and Final Offer Details: 
 

1. Ratification Bonus of $1,000 dollars.  This bonus is paid in two installments.  Half is paid upon 
ratification and the second portion is paid in 90-days. 

a. This bonus is funded by reducing the allowed attendance occurrences from 25 to 20.   
b. This $1,000 bonus equates to a 1.6% increase in annual wage.  This improves the 3% 

offer to 4.6% in year one and raises the overall package to 13.6%.  
2. Additional $1,000 Bonus Opportunity. 

a. We have also offered the ATU an additional $1,000 bonus that is funded by reducing 
year 3 from 5% to 4.5% 

b. This bonus elevates Keolis’ offering from 3% year one to 6.3%.  Should the union opt to 
accept this additional bonus, Keolis total compensation package will reach 14.8% 
(exceeding the ATU’s ask of 14%).  This also ensures no employee loses compensation in 
year three.  They just receive the funds in year one, which was an important request 
from the ATU.   

 
We believe that the ATU is giving these options serious consideration and seem amenable to this 
concept.   
 
We would also like to take this opportunity to address the KUT news article titled “With CapMetro Strike 
on the Table, workers say better training would improve the service” which was published on July 13, 
2026.  The center point of this article is related to Operator Training.   
 

Although training curriculum and compensation for maintenance personnel are negotiated items, 

Operator Training is not subject to collective bargaining. Operator Training is one of the most critical 

components of delivering safe, reliable public transportation. The Company and the ATU maintain 

several collaborative forums to regularly evaluate and enhance the effectiveness of the Operator 
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Training program. Working together, we have implemented a number of meaningful improvements 

to the program and remain committed to continued collaboration. We look forward to building on 

these productive efforts with the ATU to further strengthen Operator Training and support our 

employees' success. 

 

Again, we believe that the negotiations are entering a positive phase given the unions review and 

consideration of our of offer and we look forward to finishing this effort soon. 
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