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WELCOME



PLEDGE OF ALLEGIANCE
(Please Stand)

I pledge allegiance to the Flag of the United States of 

America, and to the Republic for which it stands, one 

Nation under God, indivisible, with liberty and justice for all.



R O G E R  M A S T E N

SunRail Title VI Coordinator

801 SunRail Drive

Sanford, Florida  32771

Roger.Masten@dot.state.fl.us

A L D R I D G E  S A N D E R S

State Title VI Coordinator

605 Suwannee Street, MS65

Tallahassee, Florida 32399

aldridge.sanders@dot.state.fl.us  

This meeting, project, or study is being conducted without regard to race, color, national origin, age, sex, religion, 

disability or family status. Persons wishing to express their concerns relative to FDOT compliance with Title VI may do so 

by contacting:

Esta reunión, proyecto o estudio se lleva a cabo sin distinción de raza, color, origen nacional, edad, sexo, religión, 

discapacidad o estado familiar. Las personas que deseen expresar sus inquietudes relativas al cumplimiento del Título 

VI por parte del FDOT pueden hacerlo comunicándose con:

Reyinyon, pwojè, oswa etid sa a  ap fèt san konsiderasyon ras, koulè, orijin nasyonal, laj, sèks, relijyon, andikap oswa 

sitiyasyon fanmi an. Moun ki vle eksprime enkyetid yo konsènan konfòmite FDOT ak Tit VI ka fè sa lè yo kontakte:

T I TLE  V I

mailto:Jennifer.Taylor@dot.state.fl.us
mailto:Stefan.Kulakowski@dot.state.fl.us


APPROVAL
A D O P T I O N  O F  O C T O B E R  2 3  &  

D E C E M B E R  4 , 2 0 2 5 M E E T I N G  M I N U T E S



PUBLIC  COMMENTS



REPORTS

A . T E C H N I C A L  A D V I S O R Y  C O M M I T T E E
     City of Orlando, Chair

B . C U S T O M E R  A D V I S O R Y  C O M M I T T E E
     Luis Nieves-Ruiz, Chair

C . A G E N C Y  U P D A T E  
    David Cooke

D . C O N N E C T I V I T Y  
     LYNX Update ð Carl  Weckenman n

     VoTran Update ð Bobbie King



TAC CHAIRõS REPORT

C I T Y  O F  O R L A N D O



CAC CHAIRõS REPORT

L U I S N I E V E S- R U I Z



AGENCY UPDATE

D A V I D  C O O K E



RI DE R P ROM OTI ON S
Buy One, Give One Free!

V Customer surveys ð 530 across all 17 

stations.

V Methodology ð Web -based survey 
conducted by station Ambassadors.

V Strong rider engagement  ð 88% leisure 

travelers, reinforcing BOGO as a holiday 

outing driver.

V High promotion awareness ð strong 

marketing performance and meaningful 

future opportunities.
Å 61.4% were aware/influenced by the 

BOGO promotion

V Acquisition and loyalty ð strong retention 

and new rider opportunities.
Å 36% 1st time riders



.

S E R V I C E  E X P A N S I O N  H I G H L I G H T S  
Successful Launch December 1

V Execution ð Inventory, schedule, and 

updated all public -facing channels - 

website, apps, TVMs, announcements, kiosks, 

and collateral.

V Marketing ð Created and marketed an 

engaging òLate Nightó campaign 

highlighting the new schedule and 

enhanced on -time reliability.

V Partner  ð Ongoing work with local businesses 

and organizations to cross -promote the 

additional service to both leisure and 

extended -commuter audiences.

VRidership on Magic game night trains 

P341 and P342 is 114% higher 

compared to non -game nights.



D E C E M B E R  M A R K E T I N G  I N I T I A T I V E S
Growing Ridership Through Community Engagement 

V December 2 ð SunRail began the Winter 

Express campaign promoting seasonal 

community events.

V December 15 ð Customer Appreciation 

events began including distribution of 

Winter Passport Booklets featuring each 

station and family -friendly activities.

V December 17 ð SunRail provided 

convenient service to the StaffDNA Cure 

Bowl for easy and stress -free game day 

travel.

V December 31 ð Highlighted new Late Train 

service for stress-free travel to and from the 

Cheez -It Bowl.



RAIL SAFETY WEEK SUCCESS!
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2021 2022 2023 2024 2025

AVERAGE DAILY RIDERSHIP 2025 Ridership - 1,322,668

Up 9% Over 2024

November - December 2025 Average ð 5,294



ON -TIME PERFORMANCE
D E C E M B E R  2 0 2 5

C O N T R A C T  G O A L  =  9 5 %     C O N T R A C T  =  9 7 . 2 9 %  A C T U A L  =  8 7 . 4 5 %
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Actual

V 22 Operating Days

V Ran 924 Tains



O N - D E M A N D  C O N N E C T I V I T Y  
Promotion & Education of Emerging Services 

V Created  a dedicated webpage 

to promote services and grow 

familiarity with options.

V Generated  a series of òHow-toó 

videos that highlight the ease, 

affordability, and convenience 

to promote through social media 

outlets.

V Established  ongoing 

communication pieces such as 

eNewsletters, collateral and 

signage to help educate riders.

V Hours of service will be key to 

supporting new late night  trains.



L Y N X  C O N N E C T I V I T Y

C A R L  W E C K E N M A N N -  L Y N X



RAIL SAFETY WEEK SUCCESS!

LYNX Fixed-Route Average Daily Boardings & Alightings by SunRail Station Area 

SUNRAIL STATION

Fiscal Year 2026 ANNUAL 

DAILY 

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

Days of Operation 23 19 22 21

Sanford 262 276 250 263

Lake Mary 74 72 75 74

Longwood 82 79 62 74

Altamonte Springs 166 149 153 156

Maitland 15 15 14 15

Winter Park/Amtrak 377 404 383 389

AdventHealth 329 324 308 320

LYNX Central Station

Church Street Station

Orlando Health/Amtrak 41 38 44 41

Sand Lake Road 483 510 453 482

Meadow Woods 87 100 79 89

Tupperware 0 0 0 0

Kissimmee Intermodal

Poinciana 10 9 8 9

Total - All Stations 1,926 1,976 1,831 1,911

Percent change from FY 25 to FY 26 2% 1% 6% 2%

LYNX CONNECTIVITY



RAIL SAFETY WEEK SUCCESS!

LYNX Feeder Bus Route Analysis (Phase II Routes) 

LINK
November

Change % Change

FY25 FY26***

18 19,574 16,342 (3,232) -17%

418 5,777 5,223 (554) -10%

155** 589 0
(589) -100%

306 1,845 2,352 507 27%

604/804* 267 394 127 48%

831 774 906 132 17%

LYNX Sand Lake SunRail to Airport Average Daily Ridership

LINK
Average Daily Boardings

Change % Change

Nov -24 Nov -25

11, 42, 111/311 107 122 15 14%

* Link 604 was renumbered to Link 804 in December 2024. ** Link 155 was discontinued after December 31, 2024. *** Fiscal Year 2026 Ridership is Unaudited.

LYNX CONNECTIVITY



RAIL SAFETY WEEK SUCCESS!

* Link 604 was renumbered to Link 804 in December 2024. ** Link 155 was discontinued after December 31, 2024. *** Fiscal Year 2026 Ridership is Unaudited.

LYNX CONNECTIVITY

LYNX Feeder Bus Route Analysis (Phase II Routes) 

LINK
December

Change % Change

FY25 FY26***

18 18,914 17,202 (1,712) -9%

418 4,892 5,455 563 12%

155** 536 0
(536) -100%

306 2,033 2,398 365 18%

604/804* 198 427 229 116%

831 869 1,072 203 23%

LYNX Sand Lake SunRail to Airport Average Daily Ridership

LINK
Average Daily Boardings

Change % Change

Dec -24 Dec -25

11, 42, 111/311 107 103 (4) -4%



V O T R A N  C O N N E C T I V I T Y

B O B B I E  K I N G  -  V O L U S I A  C O U N T Y



Activity at DeBary Station
Fiscal year 2025 Annual 

Daily 
Average

Oct-24 Nov-24 Dec-24 Jan-25 Feb-25 Mar-25 Apr-25 May-25 Jun-25 Jul-25 Aug-25 Sep-25

Days of Operation 22 20 21 22 20 21 22 21 21 23 21 22 256

Total Monthly Ridership 568 1,005 1,521 1,250 1,116 995 1,445 856 761 790 1,027 892 12,226

Avg Daily Ridership 26 50 72 57 56 47 66 41 36 35 49 41 48

Activity at DeBary Station
Fiscal year 2026 Annual 

Daily 
Average

Oct-25 Nov-25 Dec-25 Jan-26 Feb-26 Mar-26 Apr-26 May-26 Jun-26 Jul-26 Aug-26 Sep-26

Days of Operation 23 19 22 64

Total Monthly Ridership 2,278 2,332 1,025 5,635

Avg Daily Ridership 99 123 47 269

RAIL SAFETY WEEK SUCCESS!
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VOTRAN CONNECTIVITY - DEBARY



Activity at Stations
Fiscal year 2026 Annual 

Daily 
Average

Oct-25 Nov-25 Dec-25 Jan-26 Feb-26 Mar-26 Apr-26 May-26 Jun-26 Jul-26 Aug-26 Sep-26

Days of Operation 23 19 22 64

Total Monthly Ridership- DeBary 93 81 92 266

Total Monthly Ridership- DeLand 166 68 210 444

Total Monthly Ridership- Both Stations 259 149 302 710

Avg Daily Ridership 12 8 14 34

Activity at Stations
Fiscal year 2025 Annual 

Daily 
Average

Oct-24 Nov-24 Dec-24 Jan-25 Feb-25 Mar-25 Apr-25 May-25 Jun-25 Jul-25 Aug-25 Sep-25

Days of Operation 22 20 21 22 20 21 22 21 21 23 21 22 256

Total Monthly Ridership- DeBary 11 13 21 20 17 8 20 28 46 86 99 131 500

Total Monthly Ridership- DeLand 93 166 249 204 198 180 133 168 235 203 168 187 2,184

Total Monthly Ridership- Both Stations 104 179 270 224 215 188 153 196 281 289 267 318 2,684

Avg Daily Ridership 5 9 13 10 11 9 7 9 13 13 13 15 11

Note: Despite VoRide operating on Saturdays, Days of Operation only includes weekdays as the train only operates weekdays.

VoRide On -Demand Service - Average Daily Boardings & Alightings at 
Volusia County Stations

VORIDE - SUNRAIL CONNECTIVITY



RAIL SAFETY WEEK SUCCESS!

Activity at DeLand Station
Fiscal year 2026 Annual 

Daily 
Average

Oct-25 Nov-25 Dec-25 Jan-26 Feb-26 Mar-26 Apr-26 May-26 Jun-26 Jul-26 Aug-26 Sep-26

Days of Operation 23 19 22 64

Total Monthly Ridership 544 548 518 1,610

Avg Daily Ridership 24 29 24 77

Activity at DeLand Station
Fiscal year 2025 Annual 

Daily 
Average

Oct-24 Nov-24 Dec-24 Jan-25 Feb-25 Mar-25 Apr-25 May-25 Jun-25 Jul-25 Aug-25 Sep-25

Days of Operation 21 20 21 22 20 21 22 21 21 23 21 22 255

Total Monthly Ridership 341 403 314 403 434 410 548 482 475 428 488 544 5,270

Avg Daily Ridership 16 20 15 18 22 20 25 23 23 19 24 25 21

VoTran DeLand SunRail Circulator Average Daily Boardings

VOTRAN CONNECTIVITY - DELAND



D I S C U S S I O N  I T E M S



T R A N S I T I O N  

W O R K S H O P  U P D A T E

S T E P H A N I E  G R I F F I N  M A T E O  ð 

K A P L A N  K I R S C H  L L P



2 0 2 6  M A R K E T I N G  

I N I T I A T I V E S

M A R K  C A L V E R T  ð E V O L V E



OVER 1.3 MILLION 

RIDERSHIP
EXPANDED SERVICE 
TO 42 TRAINS DAILY

KICKED OFF THE 
AMERICA 250 
CELEBRATION

TRANSITIONED LEGACY 
ALERTS SYSTEM TO 

MOBILE APP

WON STATEWIDE AWARD 
FOR SAFETY CAMPAIGN

Å EXECUTED 20 MARKETING 

CAMPAIGNS

Å 85 GROUP RIDES SOLD

Å 63 SAFETY PRESENTATIONS

Å 12 BUSINESS COMMUTER 

PRESENTATIONS



21 Safety Corridor 
Banners Installed

10% INCREASE 
IN RIDERSHIP

REFOCUS EFFORTS 
ON COMMUTERS

SUPPORT NEW 
ON-DEMAND 

CONNECTIVITY SERVICES

STREAMLINE THE 
COMMUTER BENEFITS 

PROGRAM

DRIVE LATE NIGHT 
PARTNER PROGRAMS

2026
MARKTETING
OBJECTIVES


