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GOVERNMENT FINANCE OFFICERS ASSOCIATION

Distinguished Budget
Presentation Award
PRESENTED TO

Golden Gate Bridge, Highway & Transportation Dist.
California

For the Fiscal Year Beginning

July 01, 2021

Executive Director

The Government Finance Officers Association of the
United States and Canada (GFOA) presented a
Distinguished Budget Presentation award to the
Golden Gate Bridge, Highway and Transportation
District for its annual budget for the fiscal year
beginning July 1, 2021. In order to receive this
award, a government unit must publish a budget
document that meets program criteria as a policy
document, an operations guide, a financial plan and a
communications device. This award is valid for a
period of one year only. We believe our current
budget continues to conform to program
requirements and we are submitting it to GFOA to
determine its eligibility for another award.
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GENERAL MANAGER’S MESSAGE
The District is starting to escape the pandemic-induced travel
doldrums in the Golden Gate Corridor. This, coupled with
additional one-time federal COVID relief funding, provides a
smooth trajectory for the District as we navigate through
uncertainty and change into the post-pandemic world.
Society now understands how COVID is transmitted, has vaccines
to reduce the likelihood and severity of infection, and has antiviral
drugs to treat the most vulnerable if they become infected. As such,
more people are returning to offices, gathering in-person with
family and friends, as well as visiting sporting and entertainment
venues.
This has corresponded with a marked return of local travel as evidenced by heavy congestion on local
streets and Highway 101. However, regional travel between the North Bay and San Francisco still lags and
remains well below pre-pandemic levels.
Despite the slow return, travel is trending upward. For example, in March 2022 the District’s ferries
carried ten (10) times more passengers than a year earlier in March 2021. Overall Bridge traffic is 15 to 20
percent below pre-pandemic levels, while bus and ferry ridership are both about 60 to 65 percent below
pre-pandemic levels - the best since the start of the pandemic.
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COVID-19: DISTRICT OVERVIEW AND STATUS
National Pandemic Overview
The transportation industry was greatly impacted by the coronavirus pandemic
(COVID-19) at the start of 2020. Across the country, transportation agencies
looked to carry out their role as essential providers by readjusting their services to
meet their customer’s needs and deal with the financial impact as a result of
COVID-19. In the Bay Area here in California, the transportation agencies were
and continue to be significantly affected with agencies reporting tens of thousands
to millions of dollars in losses each week.
As the calendar year 2020 progressed, it was hoped that traffic and transit
ridership would rebound back to pre-COVID levels. The summer of 2020 started
to show signs of recovery for bridge traffic, but as a statewide mask mandate was
imposed and many workers continued to work remote, the pre-pandemic
commuters did not return to San Francisco from the North Bay. In November
2020, the Bay Area region was shut down again with stringent shelter in place
orders due to the significant rise of COVID cases that led to a statewide order a
few weeks later.

COVID-19: BRIDGE DIVISION OVERVIEW AND STATUS
The Bridge Division’s revenues as well as the majority
of the District’s revenues are generated by tolls
charged for southbound bridge crossings. Due to the
reduced level of travel during the pandemic, Bridge
revenues dropped to $136 million in FY 19/20 and
further decreased to $110 million in FY 20/21.
FY21/22 Bridge revenues are estimated to recover to
$122 million and then to $140 million in FY22/23.
Even with yearly toll rate increases total toll revenue
is still projected to be short of the $150 million preCOVID amount.
The expenses for the Bridge Division have increased
slightly in the past three years. Although traffic is less
than pre-COVID levels, the operations, maintenance
and construction work on the Bridge continues at the
same pre-COVID pace. The work is not dependent on
the level of traffic. The FY22/23 Proposed Budget
assumes that level of work will continue at preCOVID levels.
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COVID-19: IMPACTS ON BRIDGE TRAFFIC PATTERNS
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The following graph shows the weekly change in southbound traffic. Using the first month of the calendar year as a base month, the graph shows
southbound traffic for calendar year 2019, 2020, 2021, and 2022 through the end of March. Traffic dropped an average of 24% for calendar year 2021
compared to 2019. The calendar 2019 line represents the pre-COVID traffic pattern. The 2020 line shows the traffic trend dropping significantly
starting in March 2020 when COVID shelter in place mandates were initiated. The 2021 shows traffic levels recovering with that trend continuing
into 2022 through end of March. Further recovery is expected but traffic is still well below pre-pandemic levels.

COVID-19: IMPACT ON BRIDGE TOLL REVENUE
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The following graph shows the change in bridge toll revenue. The 2019 line represents monthly revenue for the calendar year 2019, the pre-COVID
trend. The 2020 line shows the dramatic effect of the shelter in place order beginning in March 2020. The 2021 and 2022 lines show the recovery
from the pandemic, but a significant gap remains between pre-COVID to current levels. Pre-COVID forecasted toll revenue is calculated using 2019
revenue adjusted for 2020, 2021 and 2022 toll rates. The toll revenue collection rate reached its lowest point at approximately 37% of pre-COVID
revenue collected and has recovered to momentary high of 92% of pre-COVID revenue.

COVID-19: BRIDGE DIVISION RECOVERY RATE ASSUMPTIONS
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The following table and graph represent the current assumption for the growth of traffic in FY 22/23 and is the basis for the proposed toll revenues
in FY 22/23. The pre-COVID year for FY 19/20 is used for comparison. Given the continuing uncertainty of economic recovery, this projection is
based on an assumption that the modest growth projected for the US 101 corridor and the current change in customer commute behavior
continues. The projections assume traffic starts at 84% of pre-COVID levels in July 2022and remains relatively flat as adjusted for seasonality ending
at 85% in June 2023.

COVID-19: TRANSIT OVERVIEW
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The Bus and Ferry Division’s traditional sources of revenue are the bridge toll subsidy, fare revenue, state, federal, and local operating grants, and
specifically for the Bus Division, revenue earned by providing contracted bus services to Marin Transit. Available subsidy from bridge tolls and
fare revenue dropped dramatically due to the decrease in commuters from Marin and Sonoma Counties traveling into San Francisco during the
pandemic. Those two sources of lost revenue are the reason that the District’s FY 22/23 budget is projected to have a transit funding shortfall
before the use of emergency one-time federal funding.
Toll Revenue:
As shown in the earlier Bridge Division section, the amount of bridge toll funding for transit operations is to grow but it will still be less than
what it was before COVID changed the commuting patterns for the District’s customers.
Fare Revenue:
Pre-COVID transit fares were approximately $35.7 million. That recovery is expected to maintain its gains in FY 22/23 with transit fare revenue
at $9.9 Million, $4.8 million in Bus fares and $5.1 in Ferry fares.
Emergency One-Time Federal Revenue:
The District has been fortunate to receive a net total of $282.5 million in one-time federal grant funds ($5.4 million is netted out for STA
adjustment due to ARP award) to offset the loss of bridge toll subsidy for transit operations and the drop in fare revenue to two main sources of
funding for the District’s transit divisions. The projected $73.7 million shortfall (after use of available toll subsidy) will be funded once more by
one-time federal funding.

COVID-19: IMPACT ON BUS DIVISION
The Bus Division’s main sources of revenue have
significantly declined as a result of the pandemic and
the slow economic recovery in the region. Typically,
50% of the Bus Division is funded by bridge toll
revenue. However, with advent of COVID-19, the
District has experienced a precipitous drop in that
revenue source. In FY 18/19, Bus Fare revenue was
$15.5 million. In FY 20/21, Bus Fare revenue
dropped to $3 million due to the effect of COVID.
Fare revenue in FY 21/22 is estimated to rebound
only to $4.7 million and is projected to slightly
increase to $4.9 million in FY 22/23.
CARES Act and CRRSAA funding were used in FY
20/21 and FY 21/22 to make up for the funding
shortfall in the Bus Division. The FY 22/23
proposed budget assumes that ridership will be
relatively flat starting at 32% and ending the fiscal
year at 33%. Again, it is assumed that the ridership
percentage will grow at a slower rate than the rate
of service restoration.
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COVID-19: IMPACT ON BUS RIDERSHIP
The following graph shows Bus ridership for 2019, 2020, 2021, and through March 2022. In FY 21/22 Bus ridership recovered from 2020 it
dropped as low as 12% of pre-COVID ridership and has since recovered to 36% of pre-COVID ridership. The 2019 line serves as the pre-COVID
monthly comparison. The 2020 line shows the dramatic drop in ridership corresponding to the March 2020 shelter in place orders. The 2021 line
shows the stagnant recovery in bus ridership due to COVID restrictions. The 2022 line shows a slightly faster recovery.
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COVID-19: IMPACTS ON BUS FARE REVENUE
The following graph shows the shift in monthly bus fare revenue for 2019, 2020, 2021, and 2022 through the end of March. Bus fare revenue
dropped to as low as 7% of pre-COVID revenue in 2020 and then recovered to 39% of pre-COVID revenue in March 2022. Bus revenue
remains dramatically short of pre-COVID levels.
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COVID-19: BUS DIVISION RECOVERY RATE ASSUMPTIONS
The following table and graph show the current assumption for growth of bus ridership and is the basis for the proposed fare revenue in the
FY 22/23 Proposed Budget. The growth projections assume bus ridership at 32% of pre-COVID ridership in July 2022 and remains flat at
33% at the end of the fiscal year.
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COVID-19: IMPACT ON FERRY DIVISION
The Ferry Division’s main sources of revenue have
significantly declined as a result of the current COVID19 pandemic. Typically, 40% of the Ferry Division is
funded by bridge tolls. However, with the advent of
COVID-19, the District has experienced a precipitous
drop in that revenue source. In FY 18/19, Ferry Fare
revenue was $20.2 million. In FY 19/20, Ferry Fares
dropped to $14.5 million and to less than a million in
FY 20/21. Ferry fare revenue recovered in FY 21/22 to
$5 million and is expected to mostly remain flat in FY
22/23 at $5.1 million.
CARES Act and CRRSAA funding were used in FY
20/21 and FY 21/22 to make up for the funding
shortfall in the Ferry Division. It is expected that $25.5
million in ARP funds will be necessary to balance the
Ferry Budget in FY 22/23.
The FY 22/23 proposed budget assumes that ridership
will grow from 25% to approximately 29% of prepandemic service levels. It is assumed that the ridership
percentage will grow at a slower rate than the rate of
service restoration.
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COVID-19: IMPACTS ON FERRY RIDERSHIP
The following graph shows Ferry ridership for 2019, 2020, 2021, and 2022 through March. The 2020 line shows the dramatic drop in ridership
corresponding to the March 2020 shelter in place orders. Ridership slowly recovered in 2021 and now has started a steeper recovery in the first
months of 2022. In FY 20/21 Ferry ridership had dropped as low as 0.8% of pre-COVID ridership before recovering to momentary high of 35%
of pre-COVID ridership by the end of March 2022.
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COVID-19: IMPACTS ON FERRY FARE REVENUE
The following graph shows the shift in monthly revenue from 2019, 2020, 2021, and 2022 through the end of March. The Ferry revenue had
dropped as low as 1% of pre-COVID revenue and then recovered as high as 36% of pre-COVID revenue in March 2022.
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COVID-19: FERRY DIVISION RECOVERY RATE ASSUMPTIONS
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The following table and graph show the current assumption for growth of ferry ridership that is the basis for the proposed fare revenue in FY 22/23.
At this time, the growth projections assume starting from 25% of pre-COVID ridership in July 2021 and growing to 29% of pre-COVID ridership by
end of FY 22/23.

FINANCIAL IMPACT OF COVID-19 ON THE FY 22/23 PROPOSED BUDGET
The impact of COVID-19 on the District’s revenues has been
extreme for more than two years now. That trend is expected
to continue in FY 22/23 and beyond. The District received a
net of $282.5 million in Federal one-time emergency funding
through the CARES Act, CRRSAA and ARP to balance the
budget shortfall of its transit operations caused by the
unprecedented drop in bridge traffic and the lack of demand
for transit ridership. Without a significant change in commute
patterns of its customers in the next year to two, the District
will be required to seek additional local, state and federal
funding or reduce transit expenses to balance future budgets.
Since the one-time federal funding is available to balance this
Proposed FY 22/23 Budget, it does not contain the need for
the Board and staff to find additional revenues or reduce
transit expenses. The following table shows the $73.7 million
FY 22/23 budget shortfall, how one-time funding will
balance the expenses, and the estimated cumulative $51
million of one-time toll revenue carryover in FY 22/23. Toll
revenue carry over are District reserves that were earned as
toll revenue by the Bridge Division that was not used to
subsidize transit due to the District’s receipt of emergency
one-time Federal funding for the purpose. The next two
sections of the Proposed Budget will assume the $73.7
million projected transit funding shortfall will be covered by
ARP funds.
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BUDGET OVERVIEW: TRANSIT SYSTEM FUNDING
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The Transit system is currently using emergency one-time federal funding to balance the FY 22/23 budget. It is unknown at this time if ridership will
return to its previous pre-COVID levels before that one-time federal funding is expended. Pre-COVID, bridge tolls were able to subsidize up to 50%
of the transit system’s expenses. One-time Federal funds were used to make up for the lack of toll subsidy and fare revenue in FY 21/22. One-time
federal revenue will again make up the shortfall in FY 22/23. The following table displays how the toll subsidy and other revenues are allocated to
fund the FY 21/22 Estimated Actual Expenses and Proposed FY 22/23 Budget Expenses.

BUDGET OVERVIEW: IMPACT OF FY 22/23 PROPOSED BUDGET
The FY 22/23 Proposed Budget was
developed to continue the Board’s efforts
toward achieving long-term financial
sustainability and to maintain sufficient
reserves to complete its capital plan. It has
taken years of determined fiscal stewardship
by the Board to build up the District’s
reserves, which are necessary to maintain the
billions of dollars worth of District capital
assets. With continued lower customer
demand brought on by the COVID-19
restrictions, emergency one-time federal
funding will be used to fund the shortfall in
transit revenues allowing the District to fund
its capital reserves with toll revenue. The
Proposed FY 22/23 Budget assumes the use
of ARP funding to balance the budget. The
Capital Budget is estimated to spend $25
million in District reserve funds. This budget
assumes that the District will not spend its
Emergency and Operating reserves.
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BUDGET OVERVIEW: BOARD RESTRICTED RESERVES
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OPERATING BUDGET SUMMARY
The District is projected to have a balanced budget in FY 22/23 with the use of emergency one-time Federal grant funds provided to the
District due to the COVID pandemic. The District projects that it will use $73.7 million in ARP funding to balance the FY22/23 Proposed
Budget of $255.9 million.
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REVENUE OVER EXPENSES SUMMARY
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OPERATING REVENUES
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OPERATING EXPENSES
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The FY22/23 Proposed Operating Expense is $255.9 million (including a $21 million contribution to reserves for future capital projects). This is an
increase of 17.2% over FY21/22 Estimated Actual Expenses and 7.4% higher than FY 21/22 Adopted Budget. The increase is primarily due to the
refunding of staffing and operating costs associated with service that was reduced due to the lack of customer demand during the COVID pandemic.

OPERATING EXPENSES: OTHER POST-EMPLOYMENT BENEFITS (OPEB)
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The Proposed FY 22/23 Budget fully funds the ADC payment of $8.1 million. The FY 22/23 Proposed Budget OPEB expense is based on the
actuarial valuation as of July 1, 2021. The ADC decreased due to the very strong investment earnings of the OPEB Trust and the transfer of District
healthcare plans to CalPERS.

OPERATING EXPENSES: DISTRICT HEALTHCARE PLANS
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OPERATING EXPENSES: COST OF HEALTH CARE FOR ACTIVE EMPLOYEES
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The net amount an employee pays out of pocket for healthcare plans is the difference between stipend amounts received by the employee and the
premium share the employee pays because the HRA amounts below are set to cover all medical co-pays, co-insurance, and prescription costs. In the table
below, positive amounts represent net money the employee receives while (negative) amounts represent net out of pocket cost to the employee:

ACTIVE EMPLOYEE AND PRE-AGE 65 RETIREE HEALTH REIMBURSEMENT ACCOUNTS (HRA)
Experience in the first full year of the program was that the average employee spent approximately 26% of HRA amount: The remaining funds are not
expensed and remain with the District.

FY22/23 PROPOSED BUDGET POSITION CHANGES
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The FY22/23 Proposed Budget has an increase of one position to the organization.
District Division
New Position: Business Info Sys Engineer (ERP) (1 position) – Add one full-time position, which would be the third position, to support
the financial systems for the District whose priority would be to support the short- and long-term implementation and use of the Enterprise Resource
Planning (ERP) system: the District’s financial system and all the support programs associated with it such as human resources, procurement and accounts
payable. This position is designed to be the lead staff person to understand the user needs, the technical infrastructure, and resolve technical and system
issues both planned and as they arise. This position is not only the subject matter expert of the ERP system it also serves in the role of ensuring data integrity,
support of the users in the use of the data, and of understanding both the business and technical parts of the program. The request is now to allow this
position to be on board from the beginning of the ERP implementation to learn the customizations of the system as it is implemented and contribute their
knowledge to assist users to be able to access and utilize the system to its fullest.

CAPITAL PROGRAM SUMMARY

The FY 22/23 Capital Program will
implement 9 new projects and 48
continuing projects to maintain existing
services and facilities and to further
implement high-priority safety and
security projects, including
modifications to existing facilities and
vessels. Thirteen (13) capital projects
were completed in FY 21/22.
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FY 23/24 CAPITAL BUDGET PROJECT LIST
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Agenda Item No. 10
INITIAL PRESENTATION OF THE PROPOSED FY 22/23 OPERATING AND CAPITAL BUDGET
Recommendation
The initial presentation of the Proposed Budget for Fiscal Year 2022/2023 (FY 22/23) is scheduled for the Finance-Auditing Committee meeting of
May 19, 2022. Further discussion is scheduled for the Finance-Auditing Committee meeting on June 23, 2022, with subsequent Board action on June
24, 2022. At its June 23rd meeting, the Finance-Auditing Committee may recommend that the Board of Directors approve the FY 22/23 Proposed
Operating and Capital Budget that:
1. Authorizes the following items as contained in the budget:
a. District Goals, Projects, and Accomplishments;
b. Changes to the Reserve Structure;
c. Changes to the Table of Organization;
2. Includes salary increases for the Coalition and Non-Represented employees. Salary increases for ATU-represented employees are to be negotiated.
3. Includes a Capital Contribution amount of $21 million.
4. Authorizes budget increases for four Capital Projects by a total of $8,477,000, to be funded with 100% District Reserves.
5. Authorizes the following items not currently included in the Proposed Budget but will be included in the Adopted Budget:
a. Any Board approved actions through June 30, 2022, that have a fiscal impact to the FY 22/23 Capital and/or Operating Budget;
b. Carryover any incomplete projects in the FY 21/22 Capital Budget to FY 22/23 as authorized by the General Manager;
c. Move any capital projects from the FY 23/24 list to the FY 22/23 budget, authorized by the General Manager, as staff resources become
available in FY 22/23;and,
d. Any final FY 21/22 budget transfers needed to comply with the Board’s budget policy will be implemented in the FY 22/23 Adopted
Budget Book.
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Total Project Budget Increase to Four (4) Capital Projects
The Proposed FY 22/23 Budget includes the requests for total budget increase to four (4) capital projects. Project justifications for the increases are
summarized below. The fiscal impact due to the requested increases total $8,477,000, to be funded with 100% District reserves. These project budgets
are requested to be increased now rather than at the time of award to allow the District to plan for the increased cost of these projects and the total cost
of the District’s capital plan.
1. Bridge Division, Project 1820 – Toll Plaza Gantry –
Design/Construction - $7,264,000 to $10,264,000 (increase of $3
million to be funded with District reserves)
The ongoing coronavirus pandemic has impacted material supply chains
around the world and has resulted in significant material cost increases and
labor increases.

2. Bridge Division, Project 2220 – Fort Point Arch Maintenance
Access Project –$1,773,000 to $6,000,000 (increase of $4,227,000
to be funded with District reserves)
The original budget underestimated the amount of scaffolding necessary to
perform the work and the duration the scaffolding will be needed to
complete the work.

3. Bridge Division, Project 2221 – South Approach Viaduct
Stringer Rehab – $5,000,000 to $6,000,000 (increase of $1 million
to be funded with District reserves)
This project will rehabilitate the stringers and associated framing in Tower
Span 2 and Tower Span3 of the South Approach Viaduct. The ongoing
coronavirus pandemic has impacted material supply chains around the
world and has resulted in significant material cost increases and labor
increases.

4. District Division, Project 2212 – Cyber Security Strategic Plan
and Mitigations – $500,000 to $750,000 (increase of $250,000 to
be funded with District reserves)
This project will enable the District to create a strategic plan for cyber
security, will implement mitigation activities, and will support an
expanded scope to include a District wide assessment for all seven District
networks.
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