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CITY COUNCIL WORK SESSION
6:00 PM

A) CALL MEETING TO ORDER

B) ITEMS FOR DISCUSSION
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Staff Report: Our Climate Future Goals and Renewable Electricity Progress

The purpose of this item is to update Council on Our Climate Future Goals and Renewable
Electricity Progress.

Our Climate Future Strategic Funding Plan — Phase |

The purpose of this item is to present Phase | of the Our Climate Future (OCF) Strategic Funding
Plan, which maps out how the City can strategically allocate climate-related revenue streams —
including the 2050 Tax (climate portion), single-use bag fee remittances, and Utilities Electric Rate-
Payer Funding— over a 15-year horizon to achieve carbon neutrality by 2050. The full Plan will be
completed in Q1 2026 after incorporating Council feedback and will prioritize investments within
the 13 OCF Big Moves focused on strategic impact, people-centered solutions, and alignment with
Council Priorities.

Transfort Optimization Plan

The purpose of this item is to present the Transfort Optimization Plan, fiscally constrained, short-
range service plan that aligns Fort Collins’ transit network with current financial realities, community
needs, and long-term sustainability goals, with a focus towards increasing ridership and better
serving transit-reliant populations and high-travel corridors. Developed through extensive public
engagement, data analysis, and national best practices, the plan prioritizes frequency, reliability,
and equitable access while maintaining a fare-free system. The recommended scenario
establishes a streamlined, grid-based network that strengthens high-demand corridors, improves
connectivity to key destinations, and operates within available resources. It also updates Dial-A-
Ride and Dial-A-Taxi services to maintain flexibility while meeting ADA requirements and
introduces a new safety and security partnership with Police Services. Together, these efforts
position Transfort to deliver a more efficient, sustainable, and community-focused transit system
that remains adaptable to future funding and evolving needs.
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Building Performance Standards

The purpose of this item is to discuss the proposed Building Performance Standards (BPS) policy
including updates since the last work session. Staff seek Councilmember feedback on policy
before a possible first reading. Staff recommend a regulatory strategy for reducing building energy
use and emissions. Input from affected groups shaped the policy recommendations outlined in this
work session and associated materials. BPS policy work aligns with the 2024-2026 adopted
Council priorities and the Our Climate Future (OCF) plan; specifically, the goal of an 80%
greenhouse gas emission reduction by 2030 and Big Move 6: Efficient, Emissions Free Buildings.

C) ANNOUNCEMENTS
D) ADJOURNMENT

Upon request, the City of Fort Collins will provide language access services for individuals who have limited
English proficiency, or auxiliary aids and services for individuals with disabilities, to access City services,
programs and activities. Contact 970.221.6515 (V/TDD: Dial 711 for Relay Colorado) for assistance.
Please provide advance notice. Requests for interpretation at a meeting should be made by noon the day
before.

A solicitud, la Ciudad de Fort Collins proporcionara servicios de acceso a idiomas para personas que no
dominan el idioma inglés, o ayudas y servicios auxiliares para personas con discapacidad, para que
puedan acceder a los servicios, programas y actividades de la Ciudad. Para asistencia, llame al
970.221.6515 (V/TDD: Marque 711 para Relay Colorado). Por favor proporcione aviso previo. Las
solicitudes de interpretacion en una reunion deben realizarse antes del mediodia del dia anterior.
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File Attachments for ltem:

1. Staff Report: Our Climate Future Goals and Renewable Electricity Progress

The purpose of this item is to update Council on Our Climate Future Goals and Renewable
Electricity Progress.
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PRESENTER

Brian Tholl, Energy Services Director

SUBJECT FOR DISCUSSION

Staff Report: Our Climate Future Goals and Renewable Electricity Progress

EXECUTIVE SUMMARY

The purpose of this item is to update Council on Our Climate Future Goals and Renewable Electricity
Progress.

ATTACHMENTS

1. Presentation
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Our Climate Future Goals




OCF Energy Related Goals and Status Overview

Carbon Emissions from all Petroleum, natural gas, 2026 - Atrisk
Emissions community inventory electricity, waste, industrial ® 2030 - Off track
Goals resources 2050 - Atrisk

100% Fort Collins has more % of electricity from 2030 - Ontrack
Renewable renewable electricity non-carbon sources
Electricity available than it uses
5% Local 5% of electricity use from % of grid electricity from 2030 - On track

Renewables local renewable sources local non-carbon sources

5% Grid Shift 5% of peak Flexing electricity from 2030
Flexibility electricity loads one time to another

On track



100% Renewable Goals: Consumption vs. Generation

100% Renewable 100% Renewable
Consumption Generation

Policy Our Climate Future Plan Resource Diversification Policy
& Council Resolution 2018-094

How It’s Renewables Generation Renewable Generation
Measured + Community Consumption (annual kwh) =+ Platte River Generation (annual kwh)

Progress 48% in 2024 37% in 2024
100% in 2030 (target year) 88% in 2030 (target year)

Benchmarks Peer cities Generation authorities
& distribution utilities

Community Efficiency, conservation Grid flexibility
Role & local renewable (solar) & Virtual Power Plant (VPP) efforts




100% Renewable Goals: Consumption vs. Generation

100% Renewable 100% Renewable
Consumption Generation
Our Climate Future Plan Resource Diversification Policy
& Council Resolution 2018-094

How It’s Renewables Generation Renewable Generation
Measured + Community Consumption (annual kwh) |+ Platte River Generation (annual kwh)

Progress 48% in 2024 37% in 2024
100% in 2030 (target year) 88% in 2030 (target year)

Benchmarks Peer cities Generation authorities
& distribution utilities

Community Efficiency, conservation Grid flexibility
Role & local renewable (solar) & Virtual Power Plant (VPP) efforts



Renewable Supply Projects: 2025-2028 Roadmap

Add: 150 MW
Black Hollow Sun

solar project
(Phase 1)

Retire: 77 MW
Craig Unit 1

Add: Black Hollow
Sun solar project
(Phase 2) & utility-
scale battery
storage project

Join: Southwest
Power Pool’s
regional
transmission
organization

Add: Four-hour
battery storage in
each owner
community

Submit: 2028
Integrated

Resource Plan
(IRP)

Add: Future wind
project &
aeroderivative
turbines

Retire: Craig Unit 2




Supporting Electricity Goals: Local Solar Progress

5% Local Solar by 2030 How We Compare

Status On track (watts per capita)

o
Current 3.4% In 2024 2024 Peer City Benchmarks

.
Forecast  5.0%1n 2030 Fort Collins 237 (40 MW total)
' Longmont 80 (8 MW total)

2022 Shining Cities Report
Denver 189
Salt Lake City 183
Los Angeles 166
Fort Collins 165
Sacramento 160




Demand Side:

Strategies for Decarbonization

Utility Rates
Incentives
Financing
Other City Fees

Education
Awareness
Transparency
Technical Assistance

Distribution Grid
Contractors
& Workforce

; Advanced Grid
N\ ¥ Management

%

Policies

Building Codes
Standards




Impacts: All Methods and Areas
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Impacts: Transportation Planning & Infrastructure

Transfort Optimization Plan

Determine most optimal way to deliver

ol { transit service to community using
I\ . . .
) combination of bus routes and micro-
g transit options.
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Impacts: Existing Commercial & Multifamily Buildings

Building Performance
Standards Policy

Develop policy framework for improving
performance of built environment

| « OCF Driven
Policies o Building emissions reduction
Building Codes _ .
Standards o Optimize energy use for pursuing

100% renewable electricity
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File Attachments for ltem:

2. Our Climate Future Strategic Funding Plan — Phase |

The purpose of this item is to present Phase | of the Our Climate Future (OCF) Strategic
Funding Plan, which maps out how the City can strategically allocate climate-related revenue
streams — including the 2050 Tax (climate portion), single-use bag fee remittances, and Utilities
Electric Rate-Payer Funding— over a 15-year horizon to achieve carbon neutrality by 2050. The
full Plan will be completed in Q1 2026 after incorporating Council feedback and will prioritize
investments within the 13 OCF Big Moves focused on strategic impact, people-centered
solutions, and alignment with Council Priorities.
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STAFF

Jacob Castillo, Chief Sustainability Officer
Honore Depew, Sr. Manager, Environmental Sustainability
Grant Stump, Lead Specialist, Environmental Sustainability

SUBJECT FOR DISCUSSION

Our Climate Future Strategic Funding Plan — Phase |

EXECUTIVE SUMMARY

The purpose of this item is to present Phase | of the Our Climate Future (OCF) Strategic Funding Plan,
which maps out how the City can strategically allocate climate-related revenue streams — including the
2050 Tax (climate portion), single-use bag fee remittances, and Utilities Electric Rate-Payer Funding—
over a 15-year horizon to achieve carbon neutrality by 2050. The full Plan will be completed in Q1 2026
after incorporating Council feedback and will prioritize investments within the 13 OCF Big Moves focused
on strategic impact, people-centered solutions, and alignment with Council Priorities.

GENERAL DIRECTION SOUGHT AND SPECIFIC QUESTIONS TO BE ANSWERED

1. What feedback do Councilmembers have on this approach?
2. Are there additional considerations that should be included for allocation prioritization?

BACKGROUND / DISCUSSION

OCF Framework

Climate change threatens our environment, local economy, cost of living, and public health. To address
these challenges, Fort Collins City Council adopted Our Climate Future (OCF) in 2021. This framework for
action sets ambitious targets and outlines the transformational actions needed to reduce climate pollution
and waste, adapt to climate change, and meet people's everyday needs while prioritizing equity and
belonging. OCF takes a systems-based approach to coordinate, guide, and report on sustainability efforts
based on Council-adopted, data-driven, time-specific targets.

OCF Goals

Adapted and evolved from three previous plans, OCF established an ultimate goal of becoming a carbon-
neutral community by 2050 with the following interim targets for 2030:

City Council Work Session Agenda Item Summary — City of Fort Collins Page 1 of 9



1. Cut greenhouse gas emissions (GHGs) by 80% compared to 2005 levels
2. 100% renewable electricity from both the grid and local sources
3. Reach zero waste, or nothing sent to landfills

City Council also adopted an additional interim target of reducing community-wide GHG emissions 50%
below baseline by 2026. By 2023, the Fort Collins community had reduced community-wide GHG
emissions 27% compared to 2005 baseline levels. Per capita emissions were down 44% over the same
time period.

Big Moves, Next Moves & Pathways
The solutions needed to achieve our goals are organized into the following:

¢ Big Moves (the transformational outcomes desired by the community);
¢ Next Moves (the specific actions to help reach each Big Move; and
o Pathways (groups of Next Moves with results that drive toward a specific outcome).

2050 Tax — Climate Portion

In 2023, Fort Collins voters approved a half-cent sales tax to provide dedicated revenue for important
community services through the middle of this century, with 25% of the funding to reduce emissions and
increase renewable electricity. The revenue generated by this portion of the 2050 Tax is estimated at
roughly $5M/year — yielding approximately $120M for investments between 2027 and 2050 to make Our
Climate Future a reality.

STRATEGIC FUNDING PLAN
Strategic Funding Plan Purpose

The purpose of the OCF Strategic Funding Plan is to guide strategic investments of 2050 Tax climate
revenue and other funding sources to achieve carbon neutrality by 2050 and meet interim climate goals
through sequenced, long-term implementation of Our Climate Future.

OCF has been a valuable guide for City Leadership in past budget cycles, but much has changed since
its adoption. The 2050 Tax provides dedicated climate revenue, creating both an opportunity and a need
for a more comprehensive, long-term investment strategy that bridges the gap between planning and
implementation.

This living document will guide how the City strategically uses its tools — economic incentives, regulations,
infrastructure investments, and behavior change programs — to achieve OCF's transformational goals. The
Plan forecasts available funds and sequences recommended investments within prioritized focus areas
across short-, mid-, and long-term horizons. This supports informed decision-making as Council considers
which outcomes to fund immediately, which to stage for future years, and where to reserve funds for critical
long-term opportunities, all while maintaining accountability and clear progress reporting to taxpayers.

Connections

To provide the most useful document for Council, the Strategic Funding Plan will incorporate and align
with key City priorities and processes.

Budget Process

The OCF Strategic Funding Plan will align closely with the City’s current and future budget process in both
intent and timing. It is being coordinated closely with the development of the City’s new budget process.
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Council Priority Setting

As a living document, the OCF Strategic Funding Plan will be informed by and in turn help to provide
background information for Council Priorities and the priority setting process.

2024 Strateqgic Plan

ENV 1. Implement the Our Climate Future Plan to advance the City’s greenhouse gas, energy and waste
goals; reduce air pollution; and improve community resilience.

Other City Plans

The Our Climate Future framework affects nearly every part of City operations. The Strategic Funding Plan
will align with and incorporate other City planning efforts to ensure coordination across the organization.

Connecting to OCF Council Roadmap

The Our Climate Future Council Roadmap is a planning tool that helps City Council decide which actions
might be taken in the coming years to support OCF goals. See the 2025 Our Climate Future Council
Roadmap attached to this AIS.

Project Process

The Strategic Funding Plan is being developed in two phases (Phase | and Phase Il) to ensure that the
plan is aligned with Council direction and can be informed by the incoming Council’s priorities.

Phase |- Council Feedback

The first phase aims to provide Council with substantive detail on the core components of the plan to make
the final product most useful for City Leadership. This draft provides:

1. Projected revenue forecasts for selected revenue streams,

2. Overview of the proposed allocation process and outputs, and

3. Examples of updated Pathways for selected Big Moves.

Following the October 28, 2025 Work Session, Councilmember feedback and direction will be incorporated

to finalize a full Plan in Phase Il at the end of Q1 2026 and inform potential funding requests for the 2027-
2028 budgeting process

Phase |I- Full Plan

Phase Il will expand the Plan into a full document by the end of Q1 2026, incorporating Council feedback
from Phase I. The full document will include expanded revenue forecasts, strategically prioritized Big
Moves with associated allocation recommendations, and a full set of Next Move plans for all 13 Big Moves.
Revenue Forecasts

Forecasts of different revenue streams that may be utilized to fund OCF work are a central component of
the Plan. The forecasts cover a 15-year time horizon, providing a long-range view of available resources.
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Forecasts of Revenue Streams Included in Phase |
e 2050 Tax Funds, Climate Portion

¢ Disposable Bag Remittance Fees

o Utilities Funds for Energy Services

Potential Revenue Streams to Include in Phase |l
e 2050 Tax, Transit Portion

¢ Community Capital Improvement Plan (If Passed in Nov.)

e Future Income Sources (Grants, Bonding, Etc.)

The following graphic is the revenue forecast for Phase | revenue streams. Each revenue stream is
described in further detail below the graphic. Please note that the dollar values in the graphic are
projections only and are subject to change.

Phase |- Revenue Forecast by Year

$16,000,000
$14,000,000

$12,000,000
$10,000,000
$8,000,000
$6,000,000
$4,000,000
$2,000,000

$
2026 2028 2030 2032 2034 2036 2038

=

B 2050 Tax (Climate) M Utilities Electric Rate-Payer Funding M Disposable Bag Revenue

2050 Tax (Climate Portion)

The climate portion of the 2050 tax may be used to pursue the following efforts:
e Greenhouse gas and air pollution reduction
e 100% renewable electricity
e 2050 goal of community-wide carbon neutrality

The 2050 Tax forecast incorporates updated revenue from City Finance as of October 9. Based on
feedback from the Finance team, the revenue is forecasted using a 2.5% annual growth in net taxable
sales.

Disposable Bag Remittance Fees
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To reduce plastic pollution, City Council approved a plastic bag ban and ten-cent fee for recycled paper
single-use bags at large grocers in 2022. In 2025, Council expanded the Ordinance to include large
retailers, and this forecast incorporates expected bag purchases per population over time. Six cents of
every ten-cent fee are remitted to the City quarterly. This fee may be used to pursue the following efforts:

o Waste reduction programs and education
e Mitigate plastic pollution

e Reduce solid waste and litter

Utilities Electric Rate-Payer Funding

A portion of Utilities electric ratepayer revenue dollars are used to support energy efficiency, local
renewable energy generation, and grid flexibility. These funds can be used for electricity and related
services furnished to customers connected to the City’s electric system per Sec. 26-462 of the Municipal
Code. The Utility may use these funds to assist customers consistent with Council-adopted policies and
approved program objectives, which may include financial or technical assistance, incentives or rebates.

Allocations and Prioritization Process

Funds will be recommended for allocation based on insights from a two-stage process designed to align
investments with the City's environmental goals, community values, and Council priorities. Stage 1
(Prioritize) uses three core principles to determine which Big Moves and Pathways to prioritize. Stage 2
(Allocate) suggests funding amounts to those priorities and sequences investments over time for City
leadership to review as part of the biennial budget process for consideration and adoption by Council.
These stages are summarized below.

Stage 1 - Prioritize:

Strategic Approach

Prioritized efforts should maximize our ability to achieve OCF goals. This means investing in actions that
contribute most to long-term climate, zero waste, and energy objectives while reserving funds for major
strategic opportunities. Decisions will consider the four tools available to local government:

e economic incentives;
¢ behavior change programs;
e infrastructure investments; and

e regulations.

People-Centered

OCF is a people-centered framework informed by community input. It focuses on reducing environmental
harm, adapting to climate change, and advancing equity so that identity is not a predictor of success.
Prioritization will ensure local funds support local solutions for residents and businesses, in accordance
with OCF’s Guiding Principles.

Interconnected

The Plan will align with other City and community planning efforts, connecting climate funding to broader
priorities and Council direction. It will also recognize when community partners are best positioned to lead
certain Big Moves.
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Stage 2 — Allocate:

After prioritizing Big Moves and Pathways, staff will recommend funding allocations based on allowable
uses (see table below) and revenue projections. Total allocations will match projected revenue. These staff
recommendations will follow the City's budget process.

Allocations will also consider:

e Time horizons: Funds will be spread across 15 years, sequencing short-, medium-, and long-term
efforts

e Impacts: Allocations will consider the mitigation, resilience, and equity (MRE) impacts of potential
strategies

e Categories: Funds will be organized by type, such as staffing, programs, and capital investments
Examples

Below are two examples of what can be provided through this process. [Note that the numbers in each
scenario should be viewed as illustrative only. Final recommended allocations and amounts will be

provided in Phase Il.]

Example 1: Prioritizing Organics Diversion

The following example shows how funding could strategically be allocated towards the Organics Diversion
Pathway under Big Move 2: Zero Waste Neighborhoods. This example demonstrates how the Strategic
Funding Plan and OCF Framework can support sequencing of complementary actions across the spectrum
of tools available to local government.

Strategic Timing of Levers
Big Move 2: Zero Waste Neighborhoods

Pathway: Organics Diversion

Short-term Medium-term Long-term
Behavioral _
[ Outreach & Education ]
Community Wide
Collection Programs
Economic
[ Composting Pilot ]
Infrastructure . .
Build Composting
Facility
Regulatory
[ Policies & Partnerships ]
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The simplified table above shows specific actions (grouped by “lever” over time) that may be used to
achieve higher organics diversion rates. Short-term strategies include a focus on community education
and outreach for behavior change to reduce food waste at the source. Another short-term strategy includes
a pilot project currently underway, partnering with a local woman-owned composting business to increase
participation in residential and commercial food scrap collection service to better understand benefits and
barriers for future program design.

Medium term strategies include regional collaboration, and partnership with other agencies like Larimer
County to strategically deploy significant resources for capital construction of a composting facility, large
enough to handle a significant portion of the food scraps generated in Fort Collins and contributing to a
local and regional circular economy.

In the long-term, resources and efforts would be invested in behavior change education and outreach for
participation in community-wide food scrap collection programs. Assuming a large infrastructure
investment has been made in a composting facility, policies and partnerships could be implemented to
ensure a closed loop for the local use of finished compost generated by a future facility.

When paired with funding needs and allocations, a funding outlay can be provided showing how local
taxpayer dollars are being strategically invested over time, as can be seen in the graph below.

Big Move 2: Zero Waste Neighborhoods
Pathway: Organics Diversion
Example Funding Outlay

$9,000,000
$8,000,000
$7,000,000
$6,000,000
$5,000,000
$4,000,000

$3,000,000

Annual Budget Amount ($)

$2,000,000

$1,000,000

s Il h b h k

mmmm Education & Outreach mmmm Composting Pilot

Year

mm Build Composting Facility mmm Community-Wide Collection Programs

= Accumulated Funding

Example 2: Prioritizing Big Move 6: Efficient, Emissions Free Buildings
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Allocations can also be used to communicate key requirements to make progress in a certain area. Many
of the activities within Big Move 6 relate to customer facing incentives, which require predictable, steady
investment to be successful. Rather than implement a significant capital investment, allocations in this Big
Move focus on steadily funding incentives and training programs to encourage higher adoption. This

Big Move 6: Efficient, Emissions Free Buildings
Allocations by Pathway

$6,000,000

$5,000,000

$4,000,000
$3,000,000
$2,000,000
$1,000,000

3
2026 2028 2030 2032 2034 2036 2038 2040

o

M Building Construction B Building Performance B Building Electrification

allocation also demonstrates the anticipated gradual decrease of efficiency-based incentives and increase
of technical advisory services and electrification incentives in the long term.

Allocating in this manner across multiple Big Moves allows staff to communicate areas of opportunity and
associated requirements to make the biggest impact on the transformational outcomes and goals of OCF.

Next Moves Update

Every two years, city staff and community members work together to review and refine which actions can
be achieved in the near term and builds out a 2-year Next Moves Plan. This lets staff adjust strategies
over time to fit the community’s needs and Council Priorities while responding to market and technology
developments.

For Phase | of the Strategic Funding plan, three specific Big Moves and their associated Pathways and
Next Moves were updated to provide Council with examples of how tactical level work connects with the
Strategic Funding Plan. Examples of these updates are included in the attachment titled “Next Move
Update Examples®. Phase Il will include a full update of all 13 Big Moves, and their associated Pathways
and Next moves.

NEXT STEPS

The full Plan will be completed in Q1 2026 after incorporating Council feedback and will prioritize
investments across 13 Big Moves focused on strategic impact, people-centered solutions, and alignment
with Council Priorities.

The Strategic Funding Plan is designed to be a tool for aligning strategy and resources to most effectively

achieve the transformational outcomes and goals of OCF. It highlights prioritized strategies and funding
levers, giving Council the visibility it needs to guide investments and set priorities.
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ATTACHMENTS

1. 2025 Our Climate Future Council Roadmap
2. Next Move Update Examples
3. Strategic Funding Plan Presentation
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2025 Our Climate Future Council Roadmap

The OCF Council Roadmap (below) is a strategic, visual tool for Council to use when
considering decisions across multiple areas over time and how they impact community
climate goals and progress toward Our Climate Future Big Moves. The Roadmap
presents initiatives that offer Pathways toward achieving adopted goals and shows what
tools are available to make progress. It includes decision points in areas of policy,
project, and program development where Council will be involved through Work
Sessions and formal adoption processes. However, it does not include all work that
advances OCF Big Moves, and community-led initiatives are not included.

What the Roadmap does:

e Shows what actions are available to help reach community climate and waste
goals

o Demonstrates how these actions connect to OCF Big Moves (through Pathways)

e Focuses on actions that reduce climate pollution, air pollution, and waste in five
key areas: mobility, buildings, land use, waste, and funding

An asterisk (*) indicates a change from the 2024 Roadmap.

Legend:
Mobility Related Big Moves

Buildings Related Big Moves
Land Use Related Big Moves
Waste Related Big Moves
Funding/Revenue

Other Connection to OCF



2025 OCF Council Road Map
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Next Move Update Examples

Big Move 2: Zero Waste Neighborhoods

Fort Collins produces nearly 100,000 tons of trash each year, or about 3 pounds per
person per day. Big Move 2: Zero Waste Neighborhoods aims to reduce this waste by
ensuring community-wide access to recycling, composting, and reuse.

Big Move 2: Zero Waste Neighborhoods

Organics Diversion

We can all share and reuse so we don’t have to buy things we won't regularly use and are able to
recycle or compost the rest.

Pathways

Recycling

Landfill Diversion

Reduce GHG emissions such as
methane by diverting organic
matter from landfills to
repurposed products like healthy
soil from composting

e Improve and expand on
education and outreach
promoting organic
waste prevention,
recovery and diversion.

e Pilot and evaluate
residential models for
food waste.

e Community scale
infrastructure to collect,
process and distribute
organic waste for
beneficial uses.

Prevent waste from entering
landfills by converting it into

reusable material

Next Move Examples

Continue to provide and
expand recycling
education campaign
Expand acceptable
materials for Hard-to-
Recycle (TRC)

Reduce volume of waste
entering landfills

e Education and Outreach
to reduce single-use
plastics

e Operations for
Contracted Trash and
Recycling Program

e Host Annual Hazardous
Waste Collection Event




Big Move 6: Efficient, Emissions Free Buildings

Buildings generate more than two-thirds of our community’s carbon emissions through
heating, cooling, lighting, and other daily needs. Improving building performance not
only cuts emissions but also creates jobs, enhances indoor air quality, and helps
families save money on utility bills.

Big Move 6: Efficient, Emissions Free Buildings

Building Performance

Building Electrification

Everyone lives and works in healthy, energy and water efficient buildings which transition to
become emissions free.

Pathways

Building Construction

Reduce GHG emissions from
existing buildings

e Establish Building
Performance Standards

e Provide energy efficiency
improvement programs for
homes and businesses

Shift building energy
consumption from natural gas
to electricity, reducing GHG
emissions as electricity
generation becomes more
renewable over time

e Provide natural gas
electrification programs for
homes and businesses

e Support and expand local
service providers through
workforce education on
electrification

Reduce GHG emissions from
new buildings upfront, avoiding
the need for future efforts to
reduce their emissions

Next Move Examples

e Establish an energy
performance path to zero
carbon for new construction
by 2030

e Provide stock plans for
energy efficient, affordable
housing developments’




Big Move 12:100% Renewable Electricity

Electricity accounts for over 40% of our community’s carbon emissions while powering
our homes, businesses, and economy. To meet future needs, the electric grid must
evolve into a more interconnected system of buildings, renewable energy, electric
vehicles, and storage while ensuring reliability, affordability, and access for all.

Big Move 12: 100% Renewable Electricity

Everyone in the community receives affordable and reliable 100% renewable electricity, including
from local sources.

Pathways

Local Renewable Electricity Electric Grid Flexibility Electric Grid Operations
Increase renewable electricity Align electricity generation, Maintain a reliable, secure, and
generation within the community, | storage, and consumption affordable, interconnected electric
by both the City itself and the grid, while shifting generation to
Community renewable sources

e Provide distributed e Provide demand response e Partner with Platte River

renewable energy generation and grid flexibility programs on their transition into the
programs e Deploy a distributed energy Southwest Power Pool

e Install renewable energy resource management RTO, and retirement of all

system’ owned coal generation
e Partner with Platte River
on their installation of
utility-scale renewable
energy generation
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Guidance Sought

 What feedback do Councilmembers have
on this approach?

o TR e 1 |l - Are there additional considerations that
0 et 8 should be included for allocation
S Wabet prioritization?
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Our Climate Future Background

Purpose Structure
» Council-adopted 2030 Goals « Organization-wide effort
» Guide Fort Collins toward * Reduce greenhouse gas » Cross-departmental
a sustainable, carbon-neutral emissions by 80% below leadership
future while focusing on the 2005 baseline
needs of its people - 100% renewable electricity . 2050 Tax — Climate
* Achieve zero waste . Voter_approved: 2023

« Community driven plan
focused on Mitigation,
Resilience and Equity

* First investments: 2024
« 13 Big Moves

« Community Voice
* Transformational Outcomes



Terminology

Big Moves

Transformational Outcomes

Pathways

Strategic Level

Next Moves

Tactical Level
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Purpose and Deliverables

Purpose:

Create a strategic guidance
document for Our Climate Future
related investments with a focus on
the most effective use of funds to
achieve the goals and outcomes of
OCF.

Key Deliverables:

* Revenue Projections
« Allocations

* Next Moves Plan

Timeframe: Q2 2025- Q1 2026




Project Plan

I | _: - * O 'y».,'-'.’~ 7 b | y r'*':-.' ‘:. _ X ‘—->__ ¢ Y, ‘
Phase I- Council Consult Phase II- Full Plan Living Document
Primary Deliverables Primary Deliverables Considerations
» Process for Review * Revenue Projections « Updated Biennially to
- Draft Projections & * Allocation Criteria Inform:
Allocation Criteria and Approach * Budget Decisions
»Next Moves Plan « Council Prioritie
Update u >

» Strategic Planning
- End of Q1 2026



Budget and Strategic Plan Timing

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Councill
x Election

Strategic Funding Plan

Odd Years
L |

Council Onboarding
and Priority Adoption

Strategic Funding Plan

Budgeting

Even Years
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Primary Funding Stream Forecasts

TR “\

Time Horizon- 15 Years

Phase |- Council Presentation

« 2050 Tax, Climate Portion

« Remittance Fees from Disposable Bags
« Utilities Electric Rate-Payer Funding

Phase II- Full Plan
Potential Additional Sources
e 2050 Tax, Transit Portion

« Community Capital Improvement Plan (If Passed
In Nov.)

 Future Income Sources (Grants, Bonding, Etc.)

12



Example Annual Funding Forecast

Phase |- Revenue Forecast by Year

$16,000,000
$14,000,000

$12,000,000
$10,000,000
$8,000,000
$6,000,000
$4,000,000
$2,000,000

350
2026 2028 2030 2032 2034 2036 2038 2040

B 2050 Tax (Climate) M Utilities Electric Rate-Payer Funding M Disposable Bag Revenue

* Please note that the numbers in this slide should be considered as placeholders, not final numbers. 13
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Allocation Approach

Purpose

Strategically align investments with:

e Our Climate Future Goals
* Big Moves

e Council Priorities

Process
« Stage 1: Prioritization

« Stage 2: Allocation




Stage 1: Prioritization

¥4l it A

roach

- Maximize likelihood of hitting » Identify and prioritize strategies » Incorporate Council Priorities
2050 goals and outcomes that address Mitigation, and Guidance
Resilience, and Equity
* Identity long term strategic « Connect to other City planning

investments and manage fund
reserves for those
opportunities

» Ensure local impact is prioritized documents and efforts
and communicated

* |dentify and support

 Timing and sequencing of partnerships best positioned to

investments informed by the 4 lead
levers of local government

16



Stage 2: Allocation

Goal

Recommend funding allocations for
prioritized Big Moves and Pathways

Considerations

« Align Allocations to Revenue Forecasts
Allowable Uses

Funding Category

Multiple time horizons

Mitigation, Resilience, and Equity
Impacts




Mitigation, Resilience, and Equity Impacts

Mitigation
* Greenhouse Gas Reductions
* Waste Diverted
* Renewable Energy

Resilience

The capacity to prepare our human and natural systems to
respond and adapt to changes and disruptions of various scales
that affect our ability to thrive.

Equity
Designing programs, policies, and systems to ensure identity is

not a predictor of outcomes
Tradeoffs

ldentify where an effort to impact one area, may negatively

impact another (Ex. GHG Mitigation impacting affordability, etc.)
18



Example: Organics Diversion

Big Move 2: Zero Waste Neighborhoods
* Organics Diversion Pathway

Narrative

Reduce GHG emissions such as methane
by diverting organic matter from landfills to
repurposed products like healthy soil from
composting

What this example shows
« Strategic timing of levers
« Capital Funding

* Incorporation of multiple funding
streams



Example- Strategic Timing of Levers

Big Move 2: Zero Waste Neighborhoods
Pathway: Organics Diversion

el = Short-term Medium-term Long-term
s 88 Behavioral )
/S B/ Zo) Outreach & Education
Oo Utllity Rates Education P
g %\
Incentives Awareness . .
Financing | | Transparency Community Wide
;’ Other City Fees Technical Assistance \ Collection P rogra ms
| Distribution Grid Policles I.f .
\ _ ;}onlr:;:t()ts Buliding Codes / Economic
A Workforce Standard / 1 i
«% POy ndards &g/ [ Composting Pilot ]
J\) Management
AT L g8 Infrastructure . .
= Build Composting
o Facility
Regulatory
[ Policies & Partnerships ]

20



Example Funding Outlay

Big Move 2: Zero Waste Neighborhoods
Pathway: Organics Diversion

$9,000,000
$8,000,000
$7,000,000
$6,000,000
$5,000,000
$4,000,000

$3,000,000

Annual Budget Amount ($)

$2,000,000

$1,000,000
. min Bnlalalalalalsl
Year
B Cducation & Outreach Composting Pilot
EE Build Composting Facility E Community-Wide Collection Programs

s Accumulated Funding

* Please note that the numbers in this slide should be considered as examples only, not proposed projects or amounts.
21



Here’s what the following Example will show

Big Move 6: Efficient, Emissions Free Buildings
Pathways

* Building Performance

* Building Electrification

* Building Construction

Narrative
To reduce GHG emissions from buildings, consistent investment in
incentives and strategic timing of funding is critical.

What this example shows
 Strategy Across Pathways

* Funding Timing



Big Move 6 — Annual Target Funding Allocations

Big Move 6: Efficient, Emissions Free Buildings
Allocations by Pathway

$6,000,000

$5,000,000

54,000,000
$3,000,000
$2,000,000
$1,000,000

30
2026 2028 2030 2032 2034 2036 2038 2040

B Building Construction B Building Performance B Building Electrification

* Please note that the numbers in this slide should be considered as placeholders, not final numbers. 23
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Next Moves Plan - Background

Purpose and Connection Terminology

« Communicate actions being taken Big Moves « 2- Zero Waste Neighborhoods

on each Big Move « Transformational

Outcomes  6- Efficient, Emissions Free
* Provides work plan for staff Buildings
Pathways
« Accountability to the community * Strategic Level * 12- 100% Renewable
Next Moves Electricity

- Tie actions to budgetary needs « Tactical Level

25



Big Move 6: Efficient, Emissions Free Buildings

:' T — o - -
RPN :-...,‘w-’ . A ™ R~

-~ e — v -

- - —
e AL ——— R ——
& ]

-

- m«r»-.aﬁ;rr
g

Everyone lives and works in healthy, energy and water efficient buildings
which transition to become emissions free.

Building Performance Pathway

Next Moves

 Establish Building Performance Standards

* Provide energy efficiency improvement programs for homes and businesses

* Provide behavioral energy efficiency programs for homes and businesses

* Provide financial mechanisms to support retrofit programs (e.g., Epic loans, CPACE)

* Please note that the Next Moves in this slide are not final or comprehensive and should serve as an example only 26



City of
- .

Next Steps



Summary

Phase Il

Primary Deliverables
* Revenue Projections

» Allocation Criteria and
Process

* Next Moves Update

Due Date
* End of Q1 2026




Guidance Sought

 What feedback do Councilmembers have
on this approach?

o TR e 1 |l - Are there additional considerations that
0 et 8 should be included for allocation
S Wabet prioritization?

29



File Attachments for ltem:

3. Transfort Optimization Plan

The purpose of this item is to present the Transfort Optimization Plan, fiscally constrained,
short-range service plan that aligns Fort Collins’ transit network with current financial realities,
community needs, and long-term sustainability goals, with a focus towards increasing ridership
and better serving transit-reliant populations and high-travel corridors. Developed through
extensive public engagement, data analysis, and national best practices, the plan prioritizes
frequency, reliability, and equitable access while maintaining a fare-free system. The
recommended scenario establishes a streamlined, grid-based network that strengthens high-
demand corridors, improves connectivity to key destinations, and operates within available
resources. It also updates Dial-A-Ride and Dial-A-Taxi services to maintain flexibility while
meeting ADA requirements and introduces a new safety and security partnership with Police
Services. Together, these efforts position Transfort to deliver a more efficient, sustainable, and
community-focused transit system that remains adaptable to future funding and evolving needs.



October 28, 2025

WORK SESSION AGENDA FCityof

ort Collins
Ly ep o MMARY N

STAFF

Kaley Zeisel, Transfort Director
Steven Zupparo, Transfort Sr. Operations Manager

SUBJECT FOR DISCUSSION

Transfort Optimization Plan

EXECUTIVE SUMMARY

The purpose of this item is to present the Transfort Optimization Plan, fiscally constrained, short-range
service plan that aligns Fort Collins’ transit network with current financial realities, community needs, and
long-term sustainability goals, with a focus towards increasing ridership and better serving transit-reliant
populations and high-travel corridors. Developed through extensive public engagement, data analysis,
and national best practices, the plan prioritizes frequency, reliability, and equitable access while
maintaining a fare-free system. The recommended scenario establishes a streamlined, grid-based
network that strengthens high-demand corridors, improves connectivity to key destinations, and operates
within available resources. It also updates Dial-A-Ride and Dial-A-Taxi services to maintain flexibility while
meeting ADA requirements and introduces a new safety and security partnership with Police Services.
Together, these efforts position Transfort to deliver a more efficient, sustainable, and community-focused
transit system that remains adaptable to future funding and evolving needs.

GENERAL DIRECTION SOUGHT AND SPECIFIC QUESTIONS TO BE ANSWERED

1. What questions of feedback to Councilmembers have about the service planning principles and
priorities guiding the future transit system?

BACKGROUND / DISCUSSION

The Optimization Plan serves as a fiscally constrained, short-range service plan that implements elements
of the long-term Transit Master Plan. It focuses on maintaining a fare-free, equitable system while growing
ridership and aligning service delivery with financial realities, post-pandemic travel patterns, and evolving
community needs. The plan’s goals include maintaining a fare-free transit system that supports equity and
attracts riders, conducting inclusive engagement to ensure diverse voices shape priorities, aligning with
best practices to support ridership recovery, adapting service to reflect post-COVID travel behavior,
designing a simpler and more intuitive network, and ensuring financial feasibility within available resources.

Across the transit industry, expenses have grown dramatically, between 50 and 70 percent since 2019,
and Fort Collins has experienced roughly a 50 percent increase over that same period. Consistent with
national trends, Transfort's largest cost drivers have been personnel, vehicle repair, and contracted
services. While revenue has increased modestly, primarily at the City level, it has not kept pace with rising

City Council Work Session Agenda Item Summary — City of Fort Collins Page 1 of 3



expenses. Transfort has also experienced reductions in key revenue sources, including FLEX partnership
funding and the FASTER operational grant. In the short-term, Transfort has leveraged the 2050 tax, in line
with ballot language, to meet the increased expense needs. Beginning in 2026, Transfort anticipates
receiving between $2 and $3 million annually in new state funding through Senate Bill 230, which
establishes a dedicated funding stream generated by oil and gas fees to expand and improve public transit
statewide. This new funding has been incorporated into financial assumptions for the recommended
scenario.

Transit continues to be a key City strategy in achieving Council and community goals. The Optimization
Plan strengthens alignment with the City’s Strategic Plan by focusing on efficiency, reliability, and equitable
access, laying the groundwork for a sustainable and resilient transit system. The recommended scenario
was informed by three foundational elements: community and stakeholder feedback, data evaluation, and
best practices from peer agencies that have successfully recovered ridership post-pandemic. To
understand trade-offs around possible system design, three preliminary scenarios were developed within
a fiscally constrained 130,000-hour framework, later refined to 110-115,000 hours to reflect updated
budget forecasts.

. Scenario 1: Travel Patterns, focused on high-frequency, direct routes on major travel corridors.
. Scenario 2: Rider Demand, prioritized service for transit-reliant communities.
. Scenario 3: Condensed with Microtransit, combined a high-frequency core network with flexible

coverage with on-demand microtransit in low-density areas.

Transfort and FC Moves conducted a comprehensive engagement effort, reaching thousands of residents
through surveys, open houses, community events, and presentations to Boards and Commissions, the
Community Advisory Committee and other key stakeholders and partners. Key partners included Colorado
State University, Poudre School District, and community organizations serving older adults, the business
community, people with disabilities, and underserved populations. Feedback emphasized frequency over
coverage as the top priority, support for simple, linear routes, improved reliability and safety, and expanded
evening, weekend, and school-oriented service. Residents also identified system gaps, particularly along
Timberline and south of Harmony, and expressed skepticism about microtransit due to cost and the
inconvenience of transferring depending on the model used. Overall, public engagement indicated
strongest support for Scenario 1, Travel Patterns, with elements of Scenario 2, Rider Demand, reflected
in the final hybrid recommendation.

Each scenario was evaluated using multiple data inputs, including ridership by route and stop, route
productivity, demographics, and travel demand. Peer analysis of six high-performing transit agencies
revealed key trends: smaller service areas and simplified networks improved efficiency, operating costs
increased industry-wide even with service reductions, and agencies that focused on frequency, reliability,
and transit reliant riders achieved the strongest recovery. These findings reinforced the need for a leaner,
data-driven, grid-based system prioritizing high-performing routes, equity, and key core travel corridors
over infrequent coverage routes.

Transfort’s redesign is guided by five core principles: frequency, productivity, equity, simplicity, and
efficiency. These principles informed network design priorities emphasizing a grid-style structure that
focuses on the highest-traveled corridors, improves service for many transit-reliant populations, enhances
access to key destinations such as schools, healthcare, and affordable housing, and maximizes ridership
return per dollar invested. The plan reflects the best knowledge and data available today within a
constrained budget. and Transfort remains committed to ongoing evaluation and adaptation as conditions
evolve.

The recommended transit network strengthens core routes, reduces detours, and aligns resources with
the highest-demand areas. The plan introduces a layered network with frequent routes operating every
10-20 minutes, core routes at 30-minute service levels during peak periods, and local routes serving
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corridors with steady but moderate demand. Tradeoffs between frequency and coverage were carefully
balanced to prioritize equity and long-term sustainability with available resources.

Under federal ADA requirements, Dial-A-Ride service must extend three-quarters of a mile from any fixed
route. As the fixed-route system becomes more condensed, the Dial-A-Ride boundary will also contract.
Approximately 39 existing clients will fall outside the new area but will be 'legacy'd’ in to ensure continuity
of service. The reduction primarily affects single-family neighborhoods, while most healthcare providers
and human-service facilities remain in the service area. Because Dial-A-Ride mirrors fixed-route service
hours, Sunday paratransit service will be discontinued. Currently, an average of 19 trips occur on Sundays.
Based on projected ridership and cost increases, Sunday service in the new service area is estimated to
cost approximately $80,000 annually to continue. However, the Dial-A-Taxi program will be expanded to
bridge service gaps, allowing Dial-A-Ride eligible riders within the Growth Management Area to take taxi
trips any day of the week or time of the day using a $15 voucher toward the taxi fare. Based on the available
budget, Transfort estimates that 30 vouchers will be available per day, seven (7) days per week. If funding
for this program increases, the number of vouchers per day will also increase. These program adjustments
maintain flexibility for riders while aligning operations with fiscal and regulatory requirements.

Transfort is also advancing work to enhance safety and security across the system. Community survey
results indicate improved perceptions of safety, though continued progress is needed. Due to challenges
filling Transit Service Officer positions (68 applicants and only one hire since fall of 2024) Transfort is
pursuing a hybrid model in partnership with Police Services through the Homeless Outreach and Proactive
Engagement (HOPE) Team and the Mental Health Response Team (MHRT). Using the SARA Model
(Scanning, Analysis, Response, Assessment), this partnership will identify key safety concerns, address
root causes through environmental and operational changes, implement targeted responses such as
signage, cameras, and de-escalation training, and assess progress through data and feedback. This
approach brings specialized expertise, ensures consistent presence, and provides proactive support for
both riders and operators.

NEXT STEPS

Currently, the project is in the stage of confirming principles and priorities with Council. Following Council
feedback, Transfort and FC Moves will share outcomes with the community, finalize implementation plans,
and begin phased rollout of the operational plan in 2027.

ATTACHMENTS

1. Proposed System Map
2. Paratransit Polygon
3. Outreach Overview
4. Presentation

City Council Work Session Agenda Item Summary — City of Fort Collins Page 3 of 3



Attachment 1: Proposed System Map
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Future Service Options & Cost
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Service Expansion Option Fixed Route Cost Paratransit Cost Total Cost
W. Elizabeth connection to MAX $600,000 No Increase $600,000
Higher frequency on MAX $1.1 million No Increase $1.1 million
Extending Timberline route to service Trilby (18N) $550,000 $430,000 $980,000
New route to service West Harmony (Route 11N) $550,000 $86,000 $636,000
Sunday service for fixed route and paratransit $1-2 million | Dependent on service level| Dependent on service level
Return of service along Laporte Ave (Route 9) $550,000 $130,000 $680,000
Micro-transit zone 1$800,000-$1 million N/A| Dependent on size of zone




Attachment 2: Proposed Paratransit (Dial-A-Ride) Service Area Polygon
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Attachment 3: Summary of Public Involvement

About

Central to the planning process for the Transfort Optimization Plan is a robust and inclusive
public involvement process designed to ensure meaningful participation from diverse
populations, with a particular emphasis on transit-reliant groups.

Who we interacted with

Project-related committees, boards and commissions, organization and community groups, and
the community-at-large were engaged at key points throughout the project.

A Community Advisory Committee (CAC) and a Technical Advisory Committee (TAC) were
formed to meet at key points throughout the project to provide guidance on analyses and
materials. The CAC is comprised of representatives from different organizational and community
groups, whereas the TAC is comprised of City of Fort Collins staff with planning and technical
expertise from FC Moves and Transfort. Additionally, the project team engaged with a variety of
Boards and Commissions during the project including Transportation Board, Senior Advisory
Board, Disability Advisory Board, Climate Equity Committee, and Dial-A-Ride & Transit
Accessibility Committee (DARTAC).

The heart of public engagement occurred in Summer 2025 to obtain input on the three transit
scenarios, reaching thousands of residents through surveys, open houses, community events,
and presentations to Boards and Commissions, the CAC and TAC, and other key stakeholders
and partners. Key partners included schools, higher education, community organizations
serving older adults, the business community, people with disabilities, and underserved
populations. Because two key stakeholders, Colorado State University and Poudre School
District were not in session during June, staff conducted outreach to both entities in the spring in
the form of surveys, tabling at events, and social media. Additionally, links to surveys via QR
code were provided on buses to capture existing transit riders. This phase of engagement was
both targeted and broad-based, capturing as many people as possible in the process including
both current and potential transit riders.

Our strongest interactions occurred with stakeholder groups who tended to be informed and
interested in transit but didn’t necessarily use transit regularly. We also had strong responses
from the community through the survey with over 350 responses.

What we heard on the scenarios

Feedback emphasized frequency over coverage as the top priority, support for simple, linear
routes, improved reliability and safety, and expanded evening, weekend, and school-oriented
service. Residents also identified system gaps, particularly along Timberline and south of
Harmony, and expressed skepticism about microtransit due to cost and the inconvenience of
transferring to fixed route. Feedback on the scenarios along with data evaluation and best
practices informed the recommended transit scenario.

Next Steps

Following Council feedback, Transfort and FC Moves will enter the inform stage of engagement
to share outcomes with the community, finalize implementation plans, and begin phased rollout
of the operational plan in 2027.



Additional Information

This section provides more specific information on the community groups and organizations
engaged during the project.

The CAC is comprised of members from the following organizations or groups:

e Active Modes Advisory Board e Large Employers (e.g. Advanced
e ARC of Larimer County Energy, Broadcom)

e Bohemian Foundation e North Front Range Metropolitan

¢ CARE Communities Planning Organization (NFRMPO)
e Colorado State University (CSU) e Poudre School District (PSD)

e DARTAC e Rescue Mission

e Front Range Community College e Strong Towns

e Housing Catalyst e Summit Stone Health

e Transportation Board

The following groups (in alphabetical order), identified in the Public Involvement Plan (PIP) are
populations that we engaged:

e Boards and Commissions e Lower-income and underserved

e Business representatives community members

e Colorado State University e Older adults (Ages 60+)

e Community members with e Residents in Fort Collins
disabilities e Transit-dependent populations

e Culturally diverse community e Transit, active modes and
members sustainabilit