Friends of the Cumbres & Toltec Scenic Railroad, Inc.
Board of Directors Meeting — Saturday March 14, 2026
Sheraton Albuquerque Airport Hotel — Albuquerque, NM

I. Call to Order:
The meeting was called to order at 8:34 AM MDT by Don Stewart, Chairman.

Board Members Present:

Paul Davenport Steve Jorgensen
Don Stewart, Chairman John Engs lan Kelly
Caroline Tower, Vice Chairman Jim Ewbank Dan Pyzel
Bill Lock, Founder John Ferrell (virtual) Steve Schroeder (new)
Don Atkinson Scott Hardy Melissa Sellers
Ed Beaudette Jim Herron Tom Stewart

Guests Present: Ken Sellers, Linda King, Chris James, Wes Pfarner, Kathleen Walser
(virtual)

Minutes: Melissa Sellers, Secretary

Il. Approval of Minutes — Melissa Sellers

e Kathy Walser stated that a correction was needed in the 2025-11-17 Board
Meeting Minutes because what was said during the meeting was that there was a
decrease in railroad revenue, but the 15% decrease was actually in railroad
ridership. The minutes need to be corrected to what was intended, not what was
said.

e M/S: Atkinson/Pyzel — Moves to accept the 2026-02-19 E.C. Meeting Minutes as
written and accept the 2025-11-17 Board Meeting Minutes as amended with the
correction from revenue to ridership. Passed unanimously.

lll. President’s Report — Bill Lock

¢ A Friends member from the United Kingdom gave a gift of £35K which is equal to
about $50K. There are no restrictions on this money. We also received a $10K
donation from another Friends member.
e Property Tax Status — We have properties in Rio Arriba County, New Mexico and
Conejos County, Colorado.
o Rio Arriba County did not want to give us tax-exempt status. Bill Lock
appealed to the state and was successful in achieving nonprofit status for
our New Mexico property.
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o The request for tax-exempt status in Colorado was submitted about a year
ago. A state-wide board determines nonprofit status in Colorado, and we
have not heard if we have been approved. We received a new tax bill for
the Antonito property, so Bill contacted the assessor in Antonito, who told
Bill not to pay the tax bill (he got it in writing). We may have to pay the bill
eventually (around $8,000), but we are hoping that our nonprofit status will
be approved.

e Meeting locations for the June 20", 2026 (in Chama) and October 22-24t" 2026
(Colorado Springs) board meetings have not been set.

e The Moonlight Train is expected to be Saturday June 27%". Bill is working with the
railroad to finalize details.

e Don A. asked that we finalize the dates for the 2027 board meetings. The only date
set so far is the June 26, 2027 board meeting. Some board members plan trips a
year or more in advance and really need firm dates so they can plan around the
meetings. Bill agreed to firm the dates and get that information out soon.

IV. Financial Report — Katharina Root

2025 December Year End — Unaudited

A. Detailed Statement of Financial Position (Balance Sheet)

e Total Net Assets are $2,034,546.

e Unrestricted Net Assets are $1,538,753.

e Temporarily Restricted Net Assets are $405,643. These are assets that are
typically restricted by time or project.

e We maintain $90,150 in Permanently Restricted Net Assets. In the early 2000’s
we told “Century of Narrow-Gauge” donors that we were going to put 10% of all
donations into an endowment fund. This $90,000 is money that people donated
for the endowment fund and cannot be spent.

e Asset number 7990 Due to/from is used any time we move money between
restricted and unrestricted funds. As we spend money for a restricted project, it
becomes unrestricted so we can use the money to pay those project expenses.

B. Budget vs Actual

e We ended December 2025 with expenses exceeding revenue by $29,468. We
spent $6,565 more than budgeted. December outstanding bills, that we’ve not yet
received, could change this number.
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e We are in the middle of audit prep, which will be in the beginning of May.

e Donations for 2025 were $270,953 and $4,046 under budget.

e Membership income for 2025 was $88,880, $31,120 under the projected budget.
This number reflects all membership dues plus any donations that are sent in for
‘membership” when a member renews.

e PNGPF Campaign Proceeds for 2025 were $221,367, missing our budget by
$28,632.

e The Year End Appeal as of December 31 were $28,911 and under our budget by
$21,088.

e Work Session Fee Income was under budget by $2,890 at $11,960.

e Insurance costs for 2025 were just under $30,000 and exceeded the budget by
$4,392. These costs have increased quite a bit.

e Contractor Services exceeded the $36,000 budget by $23,857 ending the year at
$59,857. Because we are having to contract out more and more, we will need to
budget differently in the future.

e Materials, Tools & Supplies exceeded the $90,000 budget by $37,542 ending the
year at $127,542.

e Charitable Donations were based on a Restricted Pass-Through Donation we
received and have completed. We will not accept such donations in the future that
are not meant to be in support of the C&TSRR.

e Our interest proceeds from CD’s exceeded expectations by $10,506.

C. Statement of Activities:

e Budget vs Actual for 2025 was provided so we could compare year over year.

e Scott noted that our donations increased by $94,567 from 2024 to 2025. However,
our member dues, campaign proceeds, and year-end appeal decreased by a total
of around $44,500. Does the large increase in donations come from one or more
major individual gifts? Katharina was unable to check the details during the
presentation because the computer system was running slowly.

e Donors receive a tax receipt stating what fund they donated to. So, if they sent in
a check for $1,500 with dues but don’t state a different place to put the money,
then they receive a statement that says, something to the effect of, “We received
your $1500 check for dues”. John E. asked if we should provide more information
to the members to get them to donate to general funds instead of to membership.
This is something the board should think about in how we want to get that message
across to our membership.
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D. Cash Balances

e Katharina reported that our 2025 unrestricted cash was greater than it was at the
end of 2024 by about $63,600, but our total net cash was about $36,000 less than
it had been in 2024.

e Atthe end of 2025, we have $310,605 in Unrestricted Cash and Cash Equivalents.

E. SORFA (Summary of Temporarily Restricted Funds Activity)

e The transfers on the SORFA categories indicate places where we've had to use
unrestricted general operating funds to offset the overages spent on those
categories. For instance, our Historic Structures fund was short $77,434. So,
money was transferred from the general fund to Historic Structures to cover those
expenses.

e Much of the money spent on the Chama Storage Building was for electrical work.

2026 Financial Report to February 28, 2026

A. Detailed Statement of Financial Position (Balance Sheet)

e Total Net Assets are $2,028,650. This is down about $6,000 since the end of
December. This is not surprising since we haven’t done any fundraising yet this
year.

e Our netincome is above what is expected.

B. Budget vs Actual

e Donations were $13,874 above the budgeted amount.

e Memberships are running about $4,000 below expected.

e PNGPF Campaign Proceeds (from 2024 that came in 2025) are just $2,229
behind the current budget at $5,271.

e The Year End Appeal saw residual donations of $7,321, $4,121 ahead of the
budget.

e Our net income year-to-date is about $7,000 higher than expected.

e February 2026 ended with expenses exceeding revenue by $2,730; we spent
$21,851 more than budgeted.
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e The Winter DISPATCH was billed and paid for in January instead of December,
so that increased our expenses for this year by about $4,500.

e There have not been many project purchases yet, so Materials, Tools & Supplies
and Contractor Services are under budget year-to-date.

SORFA (Summary of Temporarily Restricted Funds Activity)

e We have spent $4,190 from our restricted funds this year.

Cash Balances

e We have $302,026 in Unrestricted Cash and Cash Equivalents.

e We have $403,327 in Restricted Cash.

e We continue to maintain $250,000 in Board Designated Funds and $90,150 in
Permanent Funds.

Executive Session

9:12 am — M/S: Lock/T. Stewart — Moves to go into executive session. Passed
unanimously.

Executive Session — closed

9:38 am — M/S: Lock/Davenport — Moves to get out of executive session. Passed
unanimously.

Nominating Committee Report — Jim Herron

M/S: Lock/Atkinson - Moves to increase the size of the board by one member.
Passed unanimously.

M/S: Lock/Pyzel - Moves to elect Steve Schroeder as treasurer. Passed
unanimously.

M/S: Lock/Davenport — Moves to elect Steve Schroeder to the Board of Directors.
Passed unanimously.

M/S: Herron/Tower - Moves to allow the following people to stand for re-election.
Don Atkinson, Ed Beaudette, Paul Davenport, John Engs. Scott Hardy, Melissa
Sellers, Don Stewart, Caroline Tower and Steve Schroeder. Passed unanimously.
The deadline for people to petition to be on the Board of Directors is March 20t™. Jim
has not received any petitions. lan sent an email out to the membership to request
nominations.

Page 5



Friends of the Cumbres & Toltec Scenic Railroad, Inc.
Board of Directors Meeting — Saturday March 14, 2026
Sheraton Albuquerque Airport Hotel — Albuquerque, NM

Search Committee:

VII.

The recruiter for a new executive director has contacted 8 people who were
interested during the previous search, of which two have responded.

The recruiter is starting the search for new candidates.

The search committee would like the board to relax the requirement that the
executive director needs to be in the Albuquerque area and be in the office every
day.

Bill pointed out that the office is in Albuquerque and the new Executive Director
needs to be in a supervisor role. However, we have relaxed the requirement that
the executive director take on the role of managing the office, so we should consider
looking for an office manager to fulfill some of the office management duties.

We also need to be very clear that our main focus for our new E.D. is fundraising.

If we hire someone who lives outside the ABQ area, we need to discuss what kind
of transportation costs we are willing to pay for them to come into the office.

The question was also posed if we should be providing a reward for fundraising.
However, it was suggested that this disincentivizes people from building long term
relationships with the community, which take longer to develop, making them
motivated to get in quick small donations so they can get a bonus.

We currently have 309 members from Colorado, 173 from New Mexico, 213 from
California, 123 from Texas, and 76 from Arizona. Those are our largest membership
states, and probably the best places for us to do fundraising and focus on increasing
membership.

The search committee will meet to re-discuss the compensation and travel package
for the new executive director.

Software Development / Online Registration — Hardy / Jorgensen

The new online registration is live. There are few hiccups that will be updated.
Scott and lan will work on adding step-by-step instructions or a video to the website
to help people use the new registration system.
They also need to figure out how to get the open volunteer number on each project
updated on the website to reflect ongoing registration.
We have a new member who signed up to volunteer, but the new membership
information did not include their mailing address. Apparently, the billing address
does not transfer. This is an issue that Scott will work on fixing.
Steve J. would like us to look at new membership categories and amend the bylaws
as follows:

o $40 Individual, one vote. 10% discount on one ticket. Printed Dispatch.
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o $40 Family — 1-2 adults and 2-4 children living with them until graduation or
23, whichever is later. They must all be living in the same household. One
vote. The 10% discount on rides would apply to two adults and two children.
Printed Dispatch.

o Young Adult- 18-25 = %: dues at $20 to try to attract younger people, one
vote. 10% discount on one ticket. Printed Dispatch.

o We discussed whether we should give out membership cards again or just
give the railroad the membership list. Since the membership list changes
every month, this is a detail we need to figure out to ensure that the railroad
has a current membership list.

o For the June meeting, Steve J. will write a Bylaws update proposal for new
membership levels.

o Steve J. will reach out to the railroad and find out how they want to deal with
the rider discount.

We discussed whether we would like the online membership payments to auto-
renew. Membership renewals without auto-renewals are 60 — 70%, with auto-
renewals, the renewal rate is about 90%. Scott and Steve J. will check to see if there
is an expense to sign up for that option with our Salesforce software.

Steve will write a proposal for the June meeting to make the default auto-renewal.
Volunteer Waivers have been updated and implemented. The new waiver is more
detailed and includes a person to contact in case of an emergency. This waiver
should be signed annually. This also includes the acknowledgement that the
volunteer has health insurance.

Collections Report — Dan Pyzel

We are waiting for trucks to complete stockcar 5774. Apparently, Steve Butler was
to have ordered around 60 axle sets when he was in the CEO position but nobody
knows for sure if that was done or when the wheels will arrive. Follow-up is needed
with Steve Butler.

Projects Committee Report — John Engs

A. Montana Heritage Commission Trucks:

John E. stated that a long time ago (around 2010), some Friends members went
to Montana and did some volunteer work. In exchange, John and Bill both
understood that the Friends were going to have a number of trucks transferred into
our names for use on tank cars.

Board of Directors Meeting — March 14, 2026 Page 7



Friends of the Cumbres & Toltec Scenic Railroad, Inc.
Board of Directors Meeting — Saturday March 14, 2026
Sheraton Albuquerque Airport Hotel — Albuquerque, NM

e We obtained the trucks, but John E. recently had a “renewal contract” forwarded
to him from the office and was taken by surprise by this contract. The contract
indicated that the trucks were on loan to us, not given to us.

e We need to locate the original agreement that transferred the trucks to the Friends
and determine what was actually signed.

e We believe it was 4 pairs of long trucks (UTLX trucks) and 4 disassembled trucks
(two pairs).

e We don’t know where all the trucks are now.

¢ Jim E. made a recommendation that Don appoints someone to do an inventory to
find out exactly where these trucks are now and report back at the next board
meeting.

e Bill will contact the society and ask them for more paperwork.

e Bill, Dan, John E., and Ed will get together and figure out which trucks were
transferred and where they are currently located.

B. Projects Committee Finances:

e Last year before the budget was presented to the board, the committee was told
that they needed to reduce the budget by about $45K.

e At the budget meeting, the Friends had a spending desire that was way over
budget. So, the team cut scheduled contract work in order to bring our budget
closer in line.

e At the Projects Committee meeting on March 13th, the group re-prioritized the list
of projects that had to be cut from the budget from most important to least important
and is asking the board to reconsider funding these projects (the numbers below
are internal estimates):

1. Sublette $30,000 for the Bunkhouse and $10,000 for the Section House
Snow Shed: $12,700
Chama Storage Room, Heat, and generator: $20,000
494/495: - $16,795
Roof Replacement Night Watchman - $2,100 (materials only)
Tank 11056 Complete Restoration - $9,200
Stock Pens - $34K Safety related repairs (rotten wood)
Windmills $8,000

For a total of $142,795.

© N ORE LN

The following are not included in the total but are for future consideration:

9. Trailer $15,000
10. 3223 Boxcar of $5,800
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11. 163 Roof of $38,860 (with a possible donor and grant of up to $30K)

e The 2026 budget currently has the following money designated for other projects:
6450 Materials, Tools, and Supplies: $133,650,
6410 Contractor services: $50,750,
6460 Materials Tools, & Supplies — Rental: $26,000,
For a total of: $210,400.
e We can highlight these projects as high-priority in our PNGPF letter so that people
can see where the money will be spent.
e Scott stated that he doesn’t want to spend $34K on the stock pens if it doesn’t fix
most or all of the safety related repairs; he requested a detailed estimate and plan.
e Jim E/Lock: Motion to approve $110,795 from board discretionary fund to fund the
priority projects 1-6 listed above plus $10K for contingency. (This is $142,975
minus the $34K for the stock pens, and $8K for the Windmills, and adding $10K).
Passed unanimously.

X. Membership Report — Steve Jorgensen

e Steve talked to Katharina about assigning membership numbers to our members.
The way Salesforce is set up, this is not necessary, so we are not going to do it.

e Membership Cards are not required for the Friends. The only reason we would need
them is if the railroad wants them for discount verification.

e Steve is working to have two levels of awards: service awards and longevity awards.

e Scott and Steve are trying to create an updated membership list by figuring out the
actual years people have been members.

XIl. Development Report — Caroline Tower & Jim Ewbank

e The current fundraising committee includes Caroline, Steve Jorgensen, and Jim
Ewbank.

e PNGPF (Preserving the Narrow-Gauge Preservation Fund) letter will go out the end
of March or early April. Caroline will try to highlight the different projects we want to
do this year.

e The committee is working on a plan of developing short- and long-term goals. A lot
of this plan will be determined by the new executive director.

e They are putting together a comprehensive list of historical societies and museums
where we can potentially get grants.

e They are looking at local colleges where we can find volunteers or interns.
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They will be looking to contact people at the local, state, and national levels where
they can potentially receive money.

They will be looking at people who have a stakeholder interest in the survival of the
communities of Chama and Antonito.

The committee will be sending “ideas” request out to everyone on the board. Every
person is asked to respond. They want brainstorming idea, comments, suggestions,
revisions, any input or suggestions to help raise funds.

They will also be looking at past donors, passenger lists, and old ideas that have
been tried.

They plan to develop a “three-minute elevator presentation” so we can communicate
exactly what our needs are and to express the dire situation we and the railroad
could potentially face in the future.

They intend to create a plan to share at the June board meeting.

We need to make sure we are sharing with the membership what funds were raised
from our fundraising campaigns and explain how they will be used.

We need to discuss a budget for travel by Friends representatives for fundraising.
Steve J. recently applied for a NRHS (National Railway Historical Society) grant and
stated we needed to be sponsored by a NRHS chapter. The Colorado Springs
chapter sponsored us for this grant. Steve discovered that there is no chapter in
New Mexico and he would like to start one.

o Membership provides national credibility with NRHS chapters across the
US; there are over 50 chapters.

o We can talk with other organizations about how to raise funds, there are
youth programs we can learn about, advocacy and public awareness, and
potential insurance discounts.

o There are increased grant opportunities.

o Cost to join is $250 with a minimum of 5 members ($50/member) and we
can be a chapter by ourselves. Required to have a yearly meeting, but we
can have it after a board meeting.

o Bill is concerned about the corporate aspect of this and the potential effect
on the Friends.

o Steve J./T. Stewart - Motion to pursue creating an NRHS chapter for the
state of New Mexico with the Friends as the sponsoring organization.
Passed Unanimously.

Interpretation Report — John Ferrell

Creation of Hollywood car signage is in progress. There are a few more details to
confirm before the signs can be finalized and printed.

Tom and Sandy offered to clean up the museum car which the railroad and the
Friends would like to have done in time for the Colorado 150t celebration. A few
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other members of the HIC (Historic Interpretation Committee) have also offered to
help. There is a special session to work on the car. Someone needs to figure out
how to reassemble the stove, which is in parts.

Movie posters and frames for the Hollywood Car are being delivered to the office.
The idler car on the track next to the museum car is loaded with a large amount of
railroad equipment. This area needs to be cleaned up and organized. John F. has
reached out to Eric and Marvin to ask if they can arrange moving and cleaning up
the equipment, but he has not received a response yet.

Museum Car signs are currently paper and foamcore. The team needs to get
professional signs made like the ones being made for the Hollywood car.

Education Report — Melissa Sellers

The education team has posted a couple of Jeopardy-style games on the
education page under Railroad Terminology.
Kathy created Valentine’s cards that were posted under miscellaneous.

Social Media Report — Kathleen Walser

Kathy now has MailChimp access to track analytics on emails.

As of Feb 26, 2026, we have 2,707 subscribers on our email list.

Our Dispatch Extra email signup form currently sends new signups to an email
address that previously forwarded to Tim. Tim used to manually upload those
emails to our subscription list. We are unsure whether those emails were
transferred to Rick after Tim left. Steve Thomas suggested we contact Simply
Design to determine where the signup emails are being delivered now.

New member emails are not being added to our Dispatch Extra email subscription
list. This issue needs to be resolved.

February, there were 2,497 emails opened. 100 people clicked on links in the three
emails that were sent. The Dispatch Extra was not sent out in February, so that
will have affected these numbers as that is where most of our clicks come from.
The average e-mail engagement rate for nonprofits is about 34% according to
MailChimp. Our average e-mail engagement rate so far this year is about 26%.

Communications Report — Tom Stewart

MailChimp — the communications team would like to move from an “essential
license” to a “standard license” so that two users can send emails; the better
license would also increase our analytical data. The cost would be about $10 extra
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per month. This would help with emergency messaging or letting our friends know
about critical issues.

e The team is evaluating Zoom versus Microsoft Teams for hosting Town Hall
webinars. The current Zoom license supports only one host and a maximum of
100 participants. While Teams is free, there have been ongoing issues when using
it for the Town Hall.

e The group is thinking about putting a Communications Calendar online so
members can see work sessions, events, activities, etc. that are coming up. This
is not an internal organization calendar for member, board, and staff use; this would
be a public calendar.

e Content approvals — the team is working to make sure the Dispatch, Dispatch
Extra, social media, and docents are all coordinated in when and how they say
things so they are timely and accurate. Kathy gets most of her information from
lan’s Dispatch Extra. lan gets his information from Commission meetings, board
meetings, executive committee meeting minutes, and the Narrow-Gauge
Discussion Forum. The information needs to be centralized somehow and
disbursed to all groups at the same time.

e The team is also trying to understand how we communicate about emergencies or
critical issues to our members. They are also discussing compiling a complete list
of forms utilized and where emails go, email lists, etc. that we have as an
organization so we can understand if we are handling them in a timely manner.

e We discussed the Railroad celebrating the America 250 / Colorado 150
celebrations. We need volunteers to work at the weekend event between sessions
E & F, Friday July 315t through Sunday August 2. Should this be added as a
special session? We will have docents, but we need people to staff the CRF. Tom
will send the board a copy of the detailed information from the railroad.

e Docents will be staffing the anniversary trains and the Dark Sky Trains. The special
trains are a challenge because most are at night and many docents don'’t like to
drive at night, and they happen from one end of the line, which may not be where
the designated docent is located.

e Opening and closing the museum cars has historically been the responsibility of
the docent coordinator. However, we no longer have coordinators on the ground.
Tom suggested that John F. contact Kim Garcia or Crystal Lopez in Antonito to see
if they can work something out to open and close the cars.

e Docenttraining is being created to make messaging more consistent. The docents
were also given permission from Eric to ride the train as a group to discuss what
they talk about along the rails.

e Docent compensation tickets are still being finalized. In the past, the railroad also
provided a free ticket for team leaders who volunteered twice, with additional
tickets for those who led more frequently. However, this has not yet been approved
for this year.
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Dispatch — Chris James

The Dispatch is a quarterly production. In the current environment some questions
he is grappling with are with so much digital media, how valuable is the Dispatch,
how do we coordinate it, and how long should it be.

Chris asked that every board member take a pile of the Dispatch complimentary
version, and pass it out to people or places that will let you lay it out with their
magazines, such as at dental offices and auto repair shops.

Chris has asked for our input on the content we want included in the Dispatch. The
desired content has continued to change—for example, the schedule. He would
like clear direction on what the Dispatch should cover and whether there should
be overlap with the Dispatch Extra. All board members are asked to provide their
feedback to Chris.

Based on feedback from the docents, some revisions that need to be made to the
trip map.

Website / Dispatch Extra / Emails — lan Kelly

lan has about nine things that need to be updated on the website. Some relate to
online registration.

lan is on the 43rd Dispatch extra issue. He tries to keep the Dispatch Extra to about
11 pages. Though some think it is long, he thinks it is good to have content to
appeal to everyone. Simply Design reformats the Dispatch Extra to make it more
readable on smartphones.

lan asks everyone for more lead time before the date that they want content or
emails sent out. lan has to send the content to Simply Design; they update and
format it and send back for approval. lan then has to approve the content before
Simply Design will send it out.

We also need to increase communication amongst ourselves so that we aren’t
asking lan to send out three separate emails in one week.

We need to make sure that all emails look like they are coming from the Friends
because they might otherwise look like spam (even to Friends accounts).

Make sure that an email goes out to ALL members when the electronic version of
the Dispatch is online so that members who have opted out of the printed version
will know to look for it (Rick was supposed to ensure this).

Jim E. asked of the following three methods of communication, the Dispatch, the
Dispatch Extra and the e-mail blast, which method would the most effective to
communicate fundraising efforts to the membership. @ The answer was
complicated. The Dispatch and eblasts go to members only. If we want to reach
a broader audience then the Dispatch Extra. However, the consensus seemed to
be that repeating the request in all mediums would be best, even though we don’t
get many donations from non-members.
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There appears to be a lot of confusion of what emails are going to which members.
There are two main email lists: Dispatch extra goes to members, former members,
and non-members who have signed up. E-mail blasts go members only. Steve J.
can look into seeing who is on this list (hon-members, members, or former
members).

Photo Collections — Wes Farner

Wes gave a short overview of the photo collection. He has been working as a
volunteer in the photo library for 19 years.

The photo collection has approximately 53,000 photos.

You can purchase individual photos on the Friends website for $5 each. We sold
almost $2,000 worth of photos last year. Our prime customers are modelers who
are looking for detailed pictures to replicate in their models.

The Dorman collection, which was our prime collection, is now less than half of our
total collection.

Chris doesn’t think there has ever been an article in the Dispatch specifically about
the photo collection; this is something for consideration.

Old Business

Advertising:

o At various meetings, people have brought up that we need to do more
advertising, but nobody has taken the lead. Caroline suggested that the
new executive director should take on this role since there is cost
associated with advertising.

o Kathy has been designing ads for the places that we advertise, including
one she recently created for the upcoming Rocky Mountain Railroad Show.

o She is also looking into the Rio Grande Modeling & Historical Society
because we haven’t been advertising in their magazine, but they published
an old ad in a recent magazine. Kathy reached out and they said they bill
on an issue-by-issue basis and only take the ad out if we tell them to. Their
ads are $135/issue. We have not paid for an ad since 2024. If we decide
we want to put ads in that magazine, she offered to get dates for deadlines
and update the ads regularly instead of doing the same ad over and over.

o Bill mentioned that someone suggested that we should put QR codes in the
ads. Kathy agreed and explained that she has been putting QR codes in
all the ads she has created (since about the fall of 2024), which is how we
knew that the Cowcatchers ad had not performed well.

Chama Lunches will be coordinated by Melissa this year during sessions C&D. We
are going to try something different with the sandwiches, getting them from
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Walmart in Pagosa Springs instead of from the grocery store in Antonito. No
source in Chama is available.

New Business

Webcams / Power — Tom Stewart

The power for the webcams located on the Coal Tipple was knocked out due to a
falling tree. The Friends will use some of our webcam funds to help get the power
reinstated.

Eric found a webcam that was solar powered with sound, pan, tilt, and zoom
capabilities. Tom will find out more about it. We might consider this option and
have different people in charge of moving the camera at different times.

Antonito web cams are supposed to be ready for the beginning of the railroad’s
operating season. The video will come up on the same webpage as the other
cameras.

Some of the video will be captured to use on social media. Arecent video capture
of a crane picking the boiler shell off of 492 was quite popular on YouTube.

Heritage Rail Alliance — Tom S.

Tom reached out to the Heritage Rail Alliance (HRA) because we were unsure of
our membership status. He was told that, yes, our membership is active.

The HRA would like us to be involved with guest presentations, keynote speakers,
with partnerships for advertising, communications, and calendar events.

Without a current Executive Director, we need a new contact person within Friends.
lan suggested Don Atkinson because he often attends the conferences. The HRA
usually conducts two conferences a year. There are opportunities to sponsor a
conference and give presentations to share information about our organization.
Don stated that this association is great for tourist railroads and there is the ability
to trade or find parts.

Our contact at HRA said they would be willing to send out a membership appeal
to all of their HRA members on our behalf.

We get a number of magazines and need to determine where they are sent.
Suggestions were Don A., the office, and lan.

Don suggests that we have at least one board member attend each conference.
M/S: T. Stewart/Tower - Don Atkinson will be our new point of contact for the
Heritage Rail Alliance. Passed unanimously.

Tom will send Don the contact information.
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e Steve J. said that new signs are being made that will help make the Friends more
visible.

e Sandwich board signs will be placed at the depots in Chama and Antonito,
pointing people to our work sites. These signs will encourage visitors to come
and talk to us and give us an opportunity to share what we are working on.

e There will also be a sign is that is 4 by 8 feet, that will be put on 6 by 6 posts, with
the top of the sign being 8 feet above the ground so it is readily visible from the
parking lot area in Antonito, welcoming folks to visit the CRF. This sign will be
taken down at the end of our work season.

e A 30-inch round Friends logo sign is also being developed. That sign will be a
removable sign that will put on the wood shop in Chama when the Friends are at
work sessions as a way to advertise our organization.

e Steve will put the signs up this summer and will ask the railroad to leave a
walking path to the CRF.

Gift Shop

e Steve is working on revamping our giftshop with high-margin items. Items to be
considered are mugs, hats, blueprint tee-shirts, and patches. Safety gear for
volunteers will also be offered.

e We need to figure out who is managing the store, who is doing inventory, and
mailing out product, etc.

e Scott recommended that we do a cost-benefit analysis to determine if it is worth
having an online store.

Safety Vests

e The railroad now requires us to wear safety vests. There are three colors that
have ANSI approval. Steve wants to make sure we offer a color that is different
from the railroad and potentially has our logo on the back. Steve will figure out
what color will work with the railroad.

e We will ask volunteers to purchase their safety vests. We need to decide if the
Friends will have a stash that people can borrow, and if so, how many the
Friends will purchase.

Meeting Minutes

e The issue was again raised as to whether board and Executive Committee
meeting minutes should be distributed to the board before they are approved.
Melissa reiterated that we voted at the March 15™, 2025 board meeting that the
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draft minutes should be distributed in order to keep the board informed. After
much discussion, it was determined that Melissa will continue to send them out in
draft form as was approved at the March meeting.

Strateqic plan

e The strategic plan on the website is out of date. The one posted is from 2008
and the most recent one we can find is from 2011.

e M/S: Lock/Ewbank - Move to take the Strategic plan from the website. Passed
unanimously. IAN

e When we get a new executive director, we need to work on writing a new
strategic plan.

Charters

e The Friends Moonlight Train will be held on June 27, just after D session.

e Tom suggested that we just charter a couple cars on one of the railroad’s special
trains. Bill pointed out that we would still have as much work selling tickets but
we wouldn’t be making money and not have the publicity of our own charter.

e Don A. reminded everyone that we make the most money on photo charters. He
asked to do a small photo freight on Aug 8th, from Antonito to Osier and back.
However, we previously told the railroad that we would only do the Moonlight
Train this year, so we cannot do a photo charter.

CHAMA CRF

e Tom presented a proposal to create an alternative to a long-proposed but never
built covered Chama Car Restoration Facility.

e We have approximately $103K designated for the Chama CRF. However, we
currently are a long way away from having enough money to create a covered
restoration area. Tom presented a proposal to install some Repair-In-Place (RIP)
tracks down in the swamp below the engine shop.

e Cars we are working on could be kept down there so they are out of the railroad’s
way and they won’t have to keep moving our project cars.

e We could also paint back in the swamp and not have to worry about overspray.

e There is room for about 16 cars if we can use all three proposed new tracks. The
tracks would be fairly close together.

e We could create a pad for eating and also move the kitchen car down there. We
would also purchase a tent for eating.

e By creating this arrangement, people are always working and eating in one small
area.

e We need to consider that this is a very wet area in a floodplain. A solid bed
would need to be laid for the tracks and would have to be thick enough so that it
doesn’t sink down into the ground.

Board of Directors Meeting — March 14, 2026 Page 17



XXI.

Friends of the Cumbres & Toltec Scenic Railroad, Inc.
Board of Directors Meeting — Saturday March 14, 2026
Sheraton Albuquerque Airport Hotel — Albuquerque, NM

We also need to consider track repair and installation costs, how much of the
current track is usable, scrap cleanup in the area, tie-offs for safety harnesses,
and mosquito issues.

If we move our restoration down to the swamp area we will be hidden from
guests who will no longer see the Friends and what we are working on. This is a
huge negative because we get a lot of interest in what we do and it is a good way
to get new members.

M/S: T. Stewart/Steve S. - Motion to set up a committee to study the prospect of
a building-less Car Restoration Facility / Repair-In-Place Tracks. Motion Carries.
Proposed committee members are Bill Lock, Scott Hardy, Dave Ferrell, and Tom
Stewart. They will prepare a more-formal proposal for review by the Board in

June.

Adjournment

M/S: Ewbank/Hardy — Moves to adjourn. Passed.
3:18 pm adjourned.

Respectfully submitted,

Is] Metisaa A. Gellens

Melissa Sellers
Secretary
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