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REGULAR MEETING: BOARD OF DIRECTORS/BOARD OFFICERS RETREAT 
ELSA ORTIZ, President 
Wednesday, January 31, 2018 at 10:00 a.m. 

1. 

2. 

The Alameda-Contra Costa Transit District Board of Directors held a 
Board of Directors/Board Officers Retreat on Wednesday, January 31, 
2018. 

The meeting was called to order at 10:05 a.m. with President Ortiz 
presiding. 

ROLL CALL 
Present: Harper, Peeples, Young (arrived at 10:07 a.m.), Wallace, Ortiz 
Absent: Williams, Davis 

DISCUSSION ITEMS 

PowerPoint Presentations given at the meeting are incorporated into 
the file by reference. 

2A. Update on Strategic Plan Process and Final Draft Core Values. 

Director of Service Development and Planning Robert del Rosario 
presented an update on the Strategic Planning Process, advising that the 
District was in the final phase of evaluating proposals for the selection of 
a facilitator that would guide efforts going forward . He also reviewed the 
Core Values developed to-date and discussed the three new Core Values 
proposed by staff, the peer agency review, the structure of the Strategic 
Plan, and next steps. 

Core Value: Service Structure 
Service Structure was discussed at length with members of the Board 
questioning 1} why it was even a Core Value at all; and 2) why it was more 
important than the Core Value of System Performance. Mr. del Rosario 
explained that the manner in which routes are structured is essential to 
proper service coverage. He added that System Performance and Service 
Structure should be combined as they were equally important. 

With respect to Service Structure, President Ortiz asked staff to define 
what a "ridership-coverage split in service emphasis" was. General 
Manager Michael Hursh explained that it was the percentage of service 
that was Flex, hills, and fringe versus the percentage of service that is 
dedicated to where the demand is. AC Transit currently has a 70/30 split, 
but many agencies are pushing it more toward an 80-85/20-15 split. He 
felt the Board needed to provide clear direction as to whether it remained 
a 70/30 split. 
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Core Value: Customer Service 
President Ortiz commented that if Customer Service was going to be 
included as a Core Value, then staff needed to abide by it, noting that 
complaints were not being addressed in a timely manner. 

Core Value: Public Engagement and Strategic Partnerships 
President Ortiz believed AC Transit was not taken seriously by many 
groups and funders, which became an issue with regard to Regional 
Measure 3. She added that AC Transit needs to elevate its presence 
instead of being an afterthought. Director Harper added that good 
operations are the best marketing for the service. Mr. del Rosario advised 
that System Performance was a common a theme throughout the 
Strategic Planning Process. 

With regard to the Core Value of Safety, the Board requested that the 
words "general public" be replaced with "other users of the streets". No 
feedback was received from the Board regarding the Core Value of Equity. 

Peer Agency Review 
Director Peeples felt that Tri-Met was an agency that AC Transit should try 
to emulate. 

Vision Statement 
Discussion ensued regarding the development of a v1s1on statement. 
There appeared to be agreement that a vision statement would be 
difficult to develop given the rapidly changing transportation industry 
(including Transportation Network Companies) and how the District 
interacts with other municipalities. 

Strategic Plan Structure 
It was suggested by Director Harper that the structure include financial 
sustainability and allow flexibility in order to adapt to change. 

The item was presented for information and discussion purposes. No 
action was taken. 

2B. District Financial Update. 

Director of Management and Budget Chris Andrichak presented an 
overview of the District's budgetary status at mid-year and discussed 
planning efforts for the next fiscal year. He advised that the current 
budget was balanced, that major revenues were trending above budget, 
and expenses were trending above budget due to overtime and pension 
costs. 
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Revenues 
Director Peeples inquired about the decrease in State Transit Assistance 
(STA), the existence of projections for property tax and sales tax in the 
event of another economic downturn, and status of discussions in 
Washington reinstating earmarks. Mr. Andrichak advised that STA was 
below budget because the District had yet to receive the extra STA 
provided under SB1, which had yet to trickle down to the local level. He 
added that the District expected to receive an additional $4 million. In 
addition, no projections have been developed to forecast property and 
sales tax. No information could be provided on the issue of earmarks. 

President Ortiz asked about the future of a sales tax measure in Contra 
Costa County to replace Measure J. Senior Transportation Planner Nathan 
Landau reported that another tax measure was likely in 2020. 

Director Young inquired about percentage of interest earned by the 
District. Mr. Andrichak responded that the District earned approximately 
1%, which is slightly higher than a few years ago. 

Director Peeples asked if staff had developed any projections with respect 
to property tax and sales tax receipts if there is another economic 
downturn. Mr. Andrichak advised that no scenarios have been developed. 

Labor Expenses - Operator Overtime 
The issue of operator overtime and hiring levels was discussed. Mr. 
Andrichak advised that overtime had cost more than expected and would 
require the budget for this expense to be increased at mid-year. Chief 
Operating Office Salvador Llamas advised that staff from multiple 
departments had analyzed available data to determine what triggered the 
use of overtime. Staff found that two main factors attributed to overtime 
use. One of the factors was planned overtime used for training purposes 
and to make sure operators can get from one place to another for certain 
routes. The other factor was unplanned overtime which accounted for 
83% of all overtime expenses. Absenteeism, which was up 6% year over 
year, also impacted the amount of overtime used. 

Planning for FY 2018-19 
Mr. Andrichak advised that there was a projected $9.6 million operating 
deficit in FY 2018-19. In addition, adjustments would be made to next 
year's projections based on the mid-year budget, including a projected 
increase is subsidies, an increase in expenses of $3 million, and increased 
Salesforce Transit Center Operations & Maintenance costs. President 
Ortiz asked if the District was going to issue new Certificates of 
Participation as a means of providing funding. Mr. Hursh advised that the 
District had procured the services of a financial advisor and would be 
working with them to develop a strategy to address deficits and 
increasing capital costs. 
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Director Harper felt very strongly that the capital needs of the District 
could not be ignored. He added that it would not be easy to balance the 
capital need with the funding available and the District would be facing 
serious deficits if SB1 is repealed. 

Strategies for Dealing with Deficit 
Mr. Andrichak reviewed a list of potential strategies for dealing with 
projected deficits; stating that any type of service cut was a last resort. 
Director Harper disagreed with this approach in part, suggesting that 
tactical service changes be made over time to poor performing routes, 
rather than making draconian cuts all at once. Director Young agreed 
with this approach. 

President Ortiz disagreed with the notion of cutting service because of 
commitments made to the voters to get Measure Cl passed. Director 
Peeples agreed, suggesting that a service cut outside of a recession was 
ill-advised. 

Mr. Hursh advised that a couple of areas of potential savings were CalPers 
medical and Workers' Compensation costs. Cooperation from labor 
would be necessary for both. He challenged and directed staff to reduce 
costs without having to reduce service. 

New Budget Module {Financial Planning and Analysis Software) 
Mr. Andrichak advised that the new budget module was expected in four 
to six months. 

In concluding the item Mr. Hursh advised that he would keep the Board 
informed and be transparent. 

The item was presented for information and discussion purposes. No 
action was taken. 

2C. Update on Regional Measure 3 (RM3} and SB 1. 

External Affairs Representative Estee Sepulveda provided an update on 
the current status of RM3 and efforts to repeal SB1, advising that the 
Board's of Supervisors in each of the nine Bay Area counties needed to 
endorse RM3, while the effort of repeal SB1 had collected 25% of the 
required signatures needed to place it on the ballot. 

With regard to RM3, President Ortiz pointed out that the poll numbers 
were a result of positive poll messaging only, and helped achieve early 
support for the measure. 
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Director Peeples commented that support for the measure in Contra 
Costa County was weak, even though it was a primary beneficiary of 
funding. Ms. Sepulveda advised that in an effort to increase support, 
provisions were included in the measure to provide discounts to 
commuters who crossed more than one bridge a day. President Ortiz 
pointed out that support was weak because Contra Costa, like Alameda 
County, was short-changed in the original bill. 

The item was presented for information and discussion purposes. No 
action was taken. 

The Board recessed for lunch at ll:56 a.m. The meeting reconvened at 
12:38 p.m. All Board members were present with the exception of 
Directors Williams and Davis. 

20. Composition and Terms for Parcel Tax Oversight Committee. 

District Secretary Linda Nemeroff provided an overview of the current 
Committee structure, what other agencies do or are required to do by 
their measures, and suggested that the Board initiate a more formal 
process for recruiting new members. 

The issues of attendance and terms were discussed. It was suggested that 
there be a three-year term for all members, subject to reappointment, 
and that the terms be staggered. Also discussed were membership 
requirements, including whether members should have a certain level of 
expertise and the prospect of designating positions on the Committee to 
certain stakeholder groups. Ultimately, the Board decided to leave the 
composition as-is and was not overly supportive of requiring a certain 
level of expertise. The Board embraced the idea of having a formal 
recruitment process and left open the option to interview new members. 

Direction was given as follows: 

• Committee composition is to remain broad and undefined in order to 
provide flexibility in selecting members; 

• Staggered three-year terms, subject to reappointment by the Board, 
are to apply to all members. In implementing a staggered three-year 
term, some Committee members will receive one four-year term at the 
onset and a three-year term thereafter; and 

• A more formal recruitment process is to be implemented, such as that 
used for the Retirement Board and Accessibility Advisory Committee 
members. 

2E. Goals and Pathways to Success (GPS) Program. 
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3. 

4. 

Executive Director of Human Resources Grant Lee gave an overview of the I 
GPS Program, which would provide a framework to align work priorities, 
help staff navigate toward successful work outcomes, and foster 
employee growth and development. He added that the program was not 
tied to compensation, nor would it be used as a tool for discipline. 
Further, the Program was geared toward AFSCME and Unrepresented 
Employees, who participated in conversations about the program during 
its development. General Manager Michael Hursh added that some 
elements of the program were related to performance reviews. 

Director Harper commented that the District needed to enable employees 
in lower and middle management to circulate into other departments for 
short periods of time to lend their expertise in solving problems. He felt 
this would help break down silos, promote creativity, and good morale 
and needed to become a part of AC Transit's culture. 

President Ortiz commented that issues arise with performance 
evaluations when they are based on personal animosity instead of facts. 
Mr. Lee offered that having a senior-level manager sign-off on the 
evaluation or an appeal process were ways to address the problem. Mr. 
Hursh clarified, however, that this was not an issue with the GPS Program. 

Mr. Lee concluded the item by saying that staff would draft the remaining 
components of the Program, seek feedback from all stakeholders, and 
would seek further policy direction from the Board at the appropriate 
time. 

Members of the Board commented favorably about the program. No 
action was taken. 

BOARD/STAFF COMMENTS 
Members of the Board commented on meetings and events attended 
since the last meeting. 

ADJOURNMENT 
There being no further business to come before the Board of Directors, 
the meeting adjourned at 1:31 p.m. The next meeting of the Board of 
Directors is scheduled for February 14, 2018 at 5:00 p.m. 

Respectfully submitted, 

~ '0t::'.o?J~ 
Linda A. Nemeroff 
District Secretary 
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