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Southwest Area Regional Transit District 
Board of Directors Meeting 

October 16, 2024 
713 East Main Street 

Uvalde, Texas 
10:30 A.M. 

Agenda 
Executive Session 
The Board may go into Executive Session (close meeting to the public): 

1. The Board may go into Executive Session under Texas Government code 551.074 to discuss personnel matters including to deliberate the appointment,
employment, evaluation, reassignment, duties, discipline, or dismissal of a public officer or employee. 

2. Pursuant to Tex. Gov’t Code, 551.071 (1) to seek advice of its attorney about pending or contemplated litigation or a settlement offer.
3. Pursuant to Tex. Gov’t Code, 551.071 (2) to seek advice of its attorney about a matter in which the duty of the attorney to the governmental body under the

Texas Disciplinary Rules of Professional Conduct of the State Bar of Texas conflicts with the Tex. Gov’t Code, Chapter 551; or 
4. Pursuant to Tex. Gov’t Code, 551.072, to deliberate the possible purchase, sale, exchange, or lease of real estate because it would have a material detrimental

effect on the Department’s ability to negotiate with a third person.
5. Pursuant to Tex. Gov’t Code, 2306.039 (c), the Department’s internal auditor, fraud prevention coordinator or ethics advisor may meet in an executive session 

of the Board to discuss issues related to fraud, waste, or abuse.

I. Call to Order
II. Roll Call

III. Public Comment
IV. Discussion and Possible Action on Minutes – August 21, 2024
V. Discussion and Possible Action on the General Manager’s Report

VI. New Business
a. Discussion and Possible Action on SWART Holiday Schedule for 2024
b. Discussion and Possible Action on Capital Procurements

i. Purchase of Mobility Management Module
ii. Purchase  of Micro-Transit Module Rider App

iii. Repair & Replacement of Uvalde Location Fire Alarm System
iv. Replacement of Onboard Security Cameras

c. Executive Session – Report on Pending Legal Matters
VII. SWART Financials

a. Report on Bank Account Balances – handout.
b. Report on FY 2024 Cash Flow Analysis Ending August 2024
c. Discussion and Possible Action on Budget Close-Outs

i. GY 2024 Regional Coordination Planning Program
d. Discussion and Possible Action on New Budgets

i. GY 2024 RTAP Training Activities Program
ii. GY 2025 RTAP Training Activities Program
iii. GY 2025 Federal 5311 Program
iv. GY 2025 State Rural Program
v. GY 2025 State Urbanized Program
vi. GY 2025 Elderly/Disabled 5310 Program
vii. GY 2025 Elderly/Disabled 5310 Program – Vehicle Procurement
viii. GY 2025 Rural Discretionary Program – Uvalde Activities
ix. GY 2025 Rural Discretionary Program – Camera Security System Project 1
x. GY 2025 Rural Discretionary Program – Camera Security System Project 2
xi. GY 225 Bus & Bus Facility 5339 Program – Vehicle Procurement
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xii. GY 2025 Service Expansion Program 
xiii. GY 2025 Transit Support Program 
xiv. GY 2025 Rural Discretionary Program – Micro-Transit Consultant Services  

e. Discussion and Possible Action of Grant Year Revenue & Expense Reports Ending July 
2024 

i. GY 2024 State UZA Program - 406 
ii. GY 2024 Federal 5311 Grant Program – 505 
iii. GY 2024 Sate Rural Grant Program – 506 
iv. GY 2024 Transit Support (TRS) - 510 
v. GY 2024 Regional Coordinated Transit Planning – 515 
vi. GY 2024 Elderly/Disabled 5310 Program - 525 

f. Discussion and Possible Action on Check Register  
i. July 2024 
ii. August 2024 

g. Report on Bank Reconciliations 
i. Employee Savings Account 

1. July 2024 
2. August 2024 

ii. Operating Account 
1. July 2024 
2. August 2024 

VIII. Adjourn 
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SOUTHWEST AREA REGIONAL TRANSIT DISTRICT 
 Board Meeting 

Wednesday, August 21, 2024 
713 East Main Street, Uvalde, Texas 

10:30 A.M. 
 

I. Call to Order 
The meeting was called to order at 10:35 A. M.  

 
II. Roll Call 

Roll call was taken, and quorum was established with the following members present: 
 
Judge Souli A. Shanklin  
Judge Bella A. Rubio 
Judge Bill Mitchell 
Rebecca Flores for Judge John Paul Schuster  
Cecilia Rodriguez for Judge Martha Alicia Ponce 
Judge Leodoro Martinez III – on Teams 
   

   
III. Public Comment 

There was no public comment.  
 

IV. Discussion and Possible Action on Minutes – May 22, 2024 
Discussion and approval of the Board of Directors Meeting minutes for May 22, 2024.  Judge Bill 
Mitchell motioned to approve the minutes as presented and Judge Souli A. Shanklin seconded 
the motion. The motion was carried unanimously. 

 
V. Discussion and Possible Action on the General Manager’s Report 

Sarah H. Cook, General Manager, read over the General Manager's report. Sarah mentioned the 
activities planned for the Urbanized Public Transportation Program (UZA), matching funds, gave 
an MPO update, and the trainings SWART staff attended.  A copy of the Eagle Pass Facility 
design criteria & Concept Design report was included in the board packet for review.  Judge Souli 
A. Shanklin made a motion to approve the general managers’ report as presented and Rebecca 
Flores seconded the motion. The motion was carried unanimously. 
 

VI. New Business  
A. Report on Eagle Pass Metropolitan Planning Organization 

Sarah H. Cook, General Manager, informed the board that on July 22, 2024, the MPO met for the 
first meeting, in which the by-laws were reviewed and approved.  A draft of the UPWP was 
reviewed, but no action was taken.   The policy board is scheduled to meet monthly until the 
required plans are reviewed and approved by FHWA and FTA.    
 

B. Discussion & Possible Action on Procurement of Mobility Management Module 
Sarah H. Cook, General Manager informed the board that Shah Software will develop a mobility 
management module that tracks case management such as activities, referrals, and all the 
mobility manager activities. The funding will be from the 5310 programs in the amount of 
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$45,000.00.  Judge Souli A. Shanklin made the motion to approve the mobility software purchase 
as presented and Judge Bill Mitchell seconded the motion.  The motion was carried unanimously.   
 

C. FTA/TxDOT Financial Forms for POP &TIP 
Sarah H. Cook, General Manager, informed the board that the financial forms needed to be 
reviewed and approved by the board before FTA approved them.  Sarah H. Cook, General 
Manager, informed the board that the funding for the UZA was covered by two years and that we 
needed to include future capital projects.  Souli A. Shanklin motioned to approve the financial 
forms as presented, and if corrections were required, Judge Bill Mitchell seconded the motion. 
The motion was carried unanimously. 
 

VII. SWART Financials 
a. Report on Bank Account Balances - handout 

Magdalena Flores, Chief Financial Officer, presented a report on account balances as a 
handout and informed the board of the bank's current balances. 

 
b. Report on FY2024 Cash Flow Analysis 

Magdalena Flores, Chief Financial Officer, presented the board with an updated FY2024 
cash flow analysis.   
 

c. Discussion and Possible Action on Budget Close-Outs  
Magdalena Flores, Chief Financial Officer, presented the GY2024 RTAP TransTrack 
System – 408, GY2022 Rural Discretionary – EP Property Procurement – 516.  Judge 
Souli A. Shanklin made the motion to approve the budget close-outs as presented and 
Judge Bill Mitchell seconded the motion.  The motion was carried unanimously.   
 

d. Discussion and Possible Action on New Budgets  
Magdalena Flores, Chief Financial Officer, presented the GY2025 Regional Planning 
Program—515. Judge Bill Mitchell made the motion to approve the new budget as 
presented, and Judge Souli Shanklin seconded it. The motion was carried unanimously.   
 

e. Discussion and Possible Action of Grant Year Revenue & Expense Reports Ending 
January 2024  
Magdalena Flores, Chief Financial Officer, presented to the board the revenue and 
expense reports for GY2024 State UZA Program – 406, GY2024 Federal 5311Grant 
Program – 505, GY2024 State Rural Grant Program - 506, GY 2024 Transit Support (TRS) 
-510, GY2024 Regional Coordinated Transit Planning Program - 515, GY2024 
Elderly/Disabled 5310 Program – 525.  Judge Bill Mitchell made the motion to approve the 
revenue & expense reports as presented and Souli A. Shanklin seconded the motion. The 
motion was carried unanimously. 
 

f. Discussion and Possible Action on Check Register 
Magdalena Flores, Chief Financial Officer, presented to the board the check registers for 
April 2024 through June 2024.  Souli A. Shanklin made a motion to approve the check 
registers as presented and Judge Bill Mitchell seconded the motion. The motion was 
carried unanimously. 
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g. Report on Bank Reconciliations 
Magdalena Flores, Chief Financial Officer, presented to the board the bank reconciliations 
for the Employee Savings account and the operating account from April 2024 through 
June 2024.  Bank reconciliations were approved as presented. 
 

VIII. Executive Session – General Manager’s Annual Evaluation 
The board entered executive session at 11:34 a.m. and convened at 11:46 a.m. Judge Bella Rubio 
made a motion to approve the General Manager’s evaluation as presented and Judge Souli Shanklin 
seconded the motion.  The motion was carried unanimously.  
 

IX. General Manager’s Annual Evaluation 
The board convened from Executive Session at 11:55 a.m. in which it was reported that the evaluation 
of the General Manager had been conducted and a very satisfactory evaluation was given.  The board 
also discussed that beginning with FY 2025, the Longevity Incentive would increase from 3% to 5% 
for all staff.   The Longevity Incentive is given every 2 years on the SWART employee anniversary 
date.  It was also noted that a future review of the district’s pay scale would be considered after a 
thorough wage analysis was conducted and presented to the board of directors.  Judge Bill Mitchell 
made a motion to approve the General Manager’s Evaluation and increase in the Longevity Incentive 
while Judge Souli Shanklin seconded the motion.  The motion carried unanimously.   

 
X. ADJOURN 

Judge Bill Mitchell made the motion to adjourn, and Judge Souli Shanklin seconded the motion.  
The motion carried unanimously. The meeting was adjourned at 11:56 a.m. 
 
 
____________________________________________  
Judge John Paul Schuster, Board Secretary/Treasurer 
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URBANIZED PUBLIC TRANSPORTATION PROGRAM -FTA 

• EPMPO Updates – the next meeting is scheduled for October 9th. At the previous meeting held 
on September 18th, the policy board passed the UPWP and POP for the TIP to submit to 
TxDOT and FTA.  This will assist in SWART receiving its federal urbanized allocation by early 
to middle spring 2025.  The policy board also approved the Technical Assistance Committee 
(TAC) members, with 3 members from each entity (SWART, City of Eagle Pass, County of 
Maverick, TxDOT Laredo Division, and Kickapoo Tribe).  SWART’s representatives on the 
TAC will be Cynthia Rodriguez, Assistant General Manager; Magdalena Flores, Chief Financial 
Manager; and Carlos Mallen, Chief Operations Manager.   

 

RURAL PUBLIC TRANSPORTATION PROGRAMS-TXDOT 

• SWART submitted 20 Milestone Reports to TxDOT for the 4th Quarter review of its project 
grant agreements.  The bi-annual Charter Report and the bi-annual DBE report were also 
submitted.  Both final months of the PTN 128 comprehensive financial and utilization were 
submitted for SWART rural counties and the Urbanized Eagle Pass Area.   

• The Service Expansion Program began on September 4th. It includes expanding services in 
Eagle Pass, Uvalde, and Crystal City/Carrizo in the mornings during the week by adding 
drivers to increase the number of rider spaces and ridership by five persons per hour. Saturday 
six-hour services have opened in Maverick County and will soon begin in Uvalde.  Services in 
Cotulla have also opened up with the hiring of a driver, currently providing local services three 
days per week but wanting to increase services to five days per week as the ridership 
increases. Lastly, we have been working on developing two fixed routes in Eagle Pass twice 
per day.  Once the stop timeline and geographical coding are complete, we will follow through 
with the public hearing process and request approval through the city of Eagle Pass and 
TxDOT.  The lines will be coded as the Orange Line and the Black Line.  

• SWART intends to apply for the 3rd round of Service Expansion Funds to implement a vanpool 
program to address workforce transportation needs.  The vanpool project will invoice a formal 
procurement process to obtain a vanpool vendor to coordinate with.  The project cost covers 
SWART and contracted employers, while the vanpool vendor provides the vehicles, 
maintenance, insurance coverage, and training.  It has been determined that there is a need 
for 8 vanpool routes in the region. If funded, the service is to begin in March 2025.  

• SWART, the city of Del Rio Transportation, KFH, and TxDOT held a kick-off meeting on 
August 16th to begin the Route Analysis project for the City of Del Rio.  KFH, SWART, and the 
city of Del Rio have been communicating and sharing utilization information needed for the 
analysis.  The target date for the completion of the analysis is December 2024.  This initiative 
is part of the goals & objectives of the current 5-Year Regional Plan for Regional Coordinated 
Transportation Planning Program, in which SWART is the lead agency.  

• It has taken years, but we are pleased to announce that the Uvalde location’s Wellness 
Center/Gym is now operable and available for SWART staff to use Monday through Friday.  
Those SWART employees interested in using the gym must sign a waiver, which also provides 
the gym guidelines.  SWART is committed to promoting healthy habits in its employees.   The 
next goal is to provide the same offering to the Eagle Pass staff once we can secure the 
funding similar to the grant awarded by the Rural Discretionary Program for the Uvalde Gym.   
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• The SWART Vehicle Maintenance Team has also purchased the much-needed equipment and 
tools for the Uvalde Maintenance Shop. These purchases are also possible through Rural 
Discretionary funding.   

• This year, TxDOT has decided to change its Texas Transit Leadership Academy from 
individual to agency-wide. In previous years, Cindy Rodriguez, Assistant General Manager; 
Carlos Mallen, Chief Operations Manager; Frank Villalobos, Safety and Training Technician; 
and I attended the leadership academy. Only one agency member may attend at a time.  
TxDOT has seen a need for more technical assistance to agencies for strategic planning 
initiatives. It has opted to implement this academy to assist transit agencies in building their 
capacity to perform their strategic planning efforts.  SWART applied to be considered for this 
year’s academy.  Decisions will be announced in the late fall.  
 

GENERAL ACTIVITIES 

• SWART vehicle maintenance technicians received RTAP scholarships to attend continued 
maintenance training offered by the Texas Transit Association. The training will be held 
October 7-10 at the VIA Maintenance Shop in San Antonio.  Those attending are Jesus 
Rodriguez – Vehicle Maintenance Supervisor, and Michael Sanchez and Armando 
Martinez – Vehicle Maintenance Technicians II.  Michael and Armando are new hires with 
SWART, and both are certified.  

• Cynthia Rodriguez, Assistant General Manager, received an RTAP scholarship to attend 
the 2024 MIP Conference and Training.  Magdalena Flores, Chief Financial Manager, will 
also be attending, which will be held in Las Vegas, Nevada, on October 8-10, 2024.  MIP is 
the accounting software system used by SWART that also has various support modules 
used by the district, which include the HR Module, EWS (electronic timekeeping) Module, 
and the Workflow (electronic PO) module.  This will be their first time attending.  Among 
training learning sessions that will be attended, SWART admin is also interested in learning 
more about a potential incumbrance system module, which would enhance our purchase 
order and budget-racking between numerous grants for SWART rural and urbanized 
projects as well as the Partners in Transit, Inc financial activities.  

• I attended the Texas Transit Association’s annual board of directors strategic planning 
workshop on September 12-15.  As one of five representatives for rural systems, I and my 
fellow metropolitan and urbanized board members met for 2 days in South Padre Island to 
develop the strategic plan for the association for the next 2 years.  The workshop was 
facilitated by Carol Wright, a consultant for Easter Seals Transit Training, in which we 
developed goals & objectives for the association, targeting areas of legislation, association 
policy, and strengthening board member and association member engagement.  I was 
again selected by the rural representatives as the Rural Vice President for the following 
year.  I will continue to chair the Membership Committee and participate in the Legislative 
Committee and the Finance Committee.  

• I attended the hosted TxDOT U.S. Border/Mexico 377 Corridor Workshop on September 19 
in Del Rio.   

• I attended the  City of Eagle Pass city council meeting on September 17th to speak to them 
during the public comment period.  I thank them for their support of the development of the 
MPO and elaborated on SWART’s request for $100,000 of matching funds for FY 2025.   
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• I attended the Maverick County Commissioners court meeting on September 26th. They 
were deciding whether to approve a new service agreement with SWART to provide transit 
services to the Maverick County Veterans at revised rates.  

• SWART has moved into the office space provided by La Salle County.  The new hire has 
completed training and works independently, providing transit service and performing 
outreach. Our Mobility Management Specialist assigned to that area continues to visit to 
perform outreach, home visits, case management, and partnership building.  

 

Upcoming Events 

• SWART Staff Yeti Fundraiser – October 18th  
• Columbus Day Holiday – October 14th (Offices will be closed, skeleton crew routes 

available). 
• Veterans Day Holiday – November 11th. (Offices closed, skeleton crew routes 

are available.) 
• Regional Stakeholders Committee Meeting – November 21st. Hosted by SWART. 
• “Let’s Talk Transit” Regional VSO Meeting – November 21st. Hosted by SWART.  
• “Let’s Talk Transit” Regional Renal Care Facility Meeting – November 21st.  Hosted by 

SWART.  
• Thanksgiving Day Holiday – November 28th.  Closed. 
• Day After Thanksgiving Holiday – November 29th. (Offices closed, skeleton crew routes 

available).  
• SWART Staff Holiday Celebration – December 7th in Eagle Pass.  
• SWART & PIT Board of Directors’ Meeting – December 18th.  
• Christmas Eve Holiday – December 24th.  (Offices Closed, skeleton crew routes available.) 
• Christmas Day Holiday – December 25th. Closed.  
• New Year’s Eve Holiday – December 31st. (Offices Closed, skeleton crew routes available.) 
• New Year’s Day Holiday – January 1st. Closed.  
• Texas Transit Forum (TxDOT) – January 2025 
• TTA Legislative Day at the Capital – February 2025 
• SWTA Annual Conference – February 2025 
• TTA Annual Conference & TxDOT Semi-Annual Operators Meeting – March 2025 

 

 

Social Media Platforms 

Please like our social media pages to receive the latest news from SWART.  

Facebook Link    https://www.facebook.com/Southwest-Area-Regional-Transit-District-
109668858429252 
 
X (Twitter) Link          https://twitter.com/PaseoSWART 
 

SWART Website:  www.paseoswart.org 
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Holiday Request 

 

Overview: SWART is requesting the board of directors to approve the addition of Monday, 
December 23, 2024, and Monday, December 30, 2024, as holidays for full-time employees. 
This adjustment is necessary due to the proximity of the already approved holidays of 
Christmas Eve (December 24), Christmas Day (December 25), New Year’s Eve (December 
31), and New Year’s Day (January 1). 

Proposed Holiday Schedule: 

• First Holiday Break: 

o Time Off: December 23, 2024 (Monday) to December 25, 2024 (Wednesday) 

o Return to Work: December 26, 2024 (Thursday) and December 27, 2024 
(Friday) 

• Second Holiday Break: 

o Time Off: December 30, 2024 (Monday) to January 1, 2025 (Wednesday) 

o Return to Full Schedule: January 2, 2025 (Thursday) and January 3, 2025 
(Friday) 

Rationale: 

• Employee Well-Being: The additional holidays will allow staff to avoid working on 
Monday, December 23, and instead enjoy a continuous break leading into 
Christmas, followed by a similar extended break into the New Year. 

• Operational Coverage: Part-time employees will cover essential dialysis routes, 
ensuring patient care continues seamlessly. 

Impact: 

• Full-Time Employees: Benefit from an improved holiday experience, with the 
elimination of work on Mondays and a more extended time off surrounding the 
holidays. 

• Part-Time Employees: Will continue to provide essential services during the holiday 
periods. 

We appreciate your consideration of this proposal and look forward to your feedback. 
Thank you for supporting our team's well-being during the holiday season. 
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Southwest Area Regional Transit District 
Capital Procurements   

 
 Contract Price Comments 
Shah Software  ED 2401 (22) 049_22 $45,000 Module development for Mobility 

Management case management 
tracking of participants, outreach, 
referrals, travel training hours, and 
follow-up.  It will also track the 
number of rides and miles the 
riders travel in the mobility 
management program.  

Shah Software ED 2503 (31) 074_19 $55,000 Module for Rider Micro-Transit App 
allowing riders to schedule trips, 
pay for their fare, check their fare 
card balance, and track their ride.  

Sentry Security Service  RD 2502(15) 108_23 $28,000.00  Enhance and upgrade the fire alarm 
security system, which is not 
functional.  

Luminator Camera Systems RD 2503 (15) 076_24 
RD 2501 (15) 108_23 

$298,600.00  Upgrade our vehicles' camera 
system by replacing outdated 
hardware, DVRs, and cameras. 
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Southwest Area Regional Transit District 

Check/Voucher Register 

From 7/1/2024 Through 7/31/2024 

Document Transaction 
Number Document Date Amount Payee 

VOU20241413 7/24/2024 14,024.97 INTERNAL REVENUE SERVICES 

VOU20241414 7/24/2024 2,515.00 SWART EMPLOYEE ECS FUND 

VOU20241415 7/17/2024 119.99 CANVA 

VOU20241416 7/17/2024 4,931.22 CHASE BANK CREDIT CARD 

VOU20241417 7/17/2024 230.06 CITY OF UVALDE 

VOU20241418 7/17/2024 4,171.77 ONE AMERICA 

VOU20241419 7/17/2024 1,462.38 RELIANT 

VOU20241420 7/17/2024 45.00 RELIANT 

VOU20241421 7/18/2024 32.46 ADOBE 

VOU20241422 7/1/2024 1,907.02 METROPOLITAN LIFE INSURANCE COMPANY 

VOU20241423 7/8/2024 22,113.35 UNITED HEALTHCARE SERVICES 

VOU20241424 7/9/2024 21.50 MERCHANT CARD 

VOU20241425 7/22/2024 64.94 ADOBE 

VOU20241426 7/22/2024 747.66 ALLIED COMMUNICATIONS 

VOU20241427 7/22/2024 2,932.74 TEXAS FLEET FUEL 

VOU20241428 7/23/2024 3,623.06 AT&T 

VOU20241429 7/23/2024 135.07 TEXAS BUS SALES 

VOU20241430 7/24/2024 BO.OD BEE GREEN OIL & FILTER DISPOSAL 

VOU20241431 7/24/2024 221.14 SPECTRUM-TIMEWARNER 

VOU20241432 7/24/2024 7.20 WAL-MART 

VOU20241433 7/24/2024 5.97 WAL·MART 

VOU20241434 7/25/2024 141.29 EMBASSY SUITED 

VOU20241435 7/26/2024 9.49 AATRIX SOFTWARE 

VOU20241436 7/26/2024 1,345.87 AUTOZONE INC 

VOU20241437 7/31/2024 86.87 CITY OF CRYSTAL CITY 

VOU20241438 7/31/2024 170.87 SPECTRUM-TIMEWARNER 

VOU20241439 7/31/2024 4,137.27 TEXAS FLEET FUEL 

VOU20241440 7/31/2024 814.85 TEXAS WORKFORCE COMMISSION • TAX DEPARTMENT 

VOU20241441 7/31/2024 222.98 WAL-MART 

VOU20241442 7/31/2024 147.97 VARGfoS HARDWARE 

VOU20241458 7/19/2024 29.18 RELIANT 

VOU20241459 7/19/2024 134 24 WAL-MART 

Report Total 168,688.45 

Date: 10/2/24 03:58:36 PM Page: 2 
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Prepared by:                                                          Date:  10/4/2024

10-04-2024
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