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Consider receiving a report on the Heavy Duty Coach Mechanic Apprenticeship Program

BACKGROUND/RATIONALE

The Apprenticeship Program provides an outstanding training opportunity for employees who
desire to promote from their current position to a Journey Level Mechanic position. However,
the ability for current employees to enter the program has been somewhat limited, since
employees who may have been interested in the program have had difficulty meeting the
minimum qualifications due to not having any prior mechanical training or experience. The
District and ATU jointly recognized this limitation and the need to define a career path into the
Apprentice Program for Service Employees during recent labor negotiations, and a
Maintenance Career Ladder Training Program (MCLTP) is being developed that will allow
selected Service Employees to advance to a new Mechanic Helper position to obtain the
necessary qualifications to advance into the Apprenticeship Program. The District has agreed to
fill at least four vacancies in the Journey Level Mechanic position by admitting apprentices to
the Apprenticeship Program each fiscal year prior to hiring any external Journey Level
Mechanics.

AC Transit's Heavy Duty Coach Mechanic Apprenticeship Program (HDCMAP) was established in
1989. This state-certified apprenticeship program was jointly sponsored by the District and ATU
Local 192 and adheres to guidelines established by the California Department of Industrial
Relations' Division of Apprenticeship Standards (DAS). The Apprenticeship Program is a four-
year program that requires Apprentice Mechanics to pass two training classes per year and pass
evaluations conducted by Maintenance Supervisors and Maintenance Superintendents every
six months. A Joint Apprenticeship Committee (JAC) consisting of six members, with three
appointed by the Union and three appointed by the District, administers the Apprenticeship
Program. The District and Union jointly appoint a Union Apprentice Mentor to assist Apprentice
Mechanics in the field and provide input during apprentice evaluations.

To promote to the Journey Level Mechanic position, Apprentice Mechanics are required to
complete approximately 1,000 hours of classroom instruction and 8,000 hours of on-the-job
training working in the District maintenance shops. To date, over 200 Apprentice Mechanics
have successfully completed the Apprenticeship Program, including five female Apprentice
Mechanics. It is estimated the District invests over $80,000 in training for each Apprentice
Mechanic from the beginning to the completion of the Apprenticeship Program. This translates
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to the District dedicating over $275,850 annually in staff time to support the Heavy Duty Coach
Mechanic Apprenticeship Program. In 2016, nineteen employees were enrolled in the
Apprenticeship Program, and seven of these Apprentice Mechanics were projected to complete
all requirements of the Apprenticeship Program and receive journey certification from the
California Department of Industrial Relations' Division of Apprenticeship Standards. A new class
of Apprentice Mechanics will begin the program during the current fiscal year to replace those
who are graduating from the program.

Training for Existing Journev Level Mechanics

Prior to 2012, existing Journey Level Mechanics had limited training opportunities, since the
high number of mechanics in the Apprenticeship Program resulted in very few opportunities to
provide training to existing mechanics. As electronic, hydraulic, drive train, braking, air
conditioning and alternative fuels systems advanced, the existing Journey Level Mechanics
were relegated to performing more generalized work due to lack of training on these new,
advanced subsystems.

The balanced approach of promoting existing employees into the Apprenticeship Program and
hiring external Journey Level Mechanics has allowed for new learning and job growth
opportunities for existing mechanics. The Training and Education Department now provides an
extensive listing of troubleshooting, diagnostic, and bus subsystem training for existing
mechanics to improve their proficiency and ability to perform maintenance in the new bus
subsystems. The Training and Education Department works in cooperation with the
maintenance managers to identify training needs and schedules classes each quarter. The focus

on training for existing employees ensures that mechanics can pursue multiple educational
opportunities throughout the year.

In the past, it had been suggested that AC Transit provide "trade school" type training as part of
an expansion of the Apprenticeship Program to external agencies. Expansion of the
Apprenticeship Program beyond its current structure would be challenging for the following
reasons
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The Apprenticeship Program is based upon an agreement between the Department of
Industrial Relations' Division of Apprenticeship Standards (DAS) and the District that is
designed for District employees only.
Maintenance training staff are fully utilized providing Apprentice Mechanic training and
training to existing District Mechanics.
Implementation of the Maintenance Career Ladder Training Program willfurther extend the
use of the maintenance training staff beyond the current capacity.
The Training and Education Department does not have adequate existing facilities for
training outside of the existing capacity. Currently, the existing class rooms, maintenance
bays, and the bus systems and component module room are utilized at capacity to support
training programs for District apprentice and other mechanic training.
To expand the Apprenticeship Program to a "trade School" type training, the District would
need to invest funds to build more facilities and hire more Trainers.
The District would not likely be able to recoup the investment costs for the time and labor
associated with the trainers, tools, and facilities required for "trade school" type training.
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Adygnced Technologv Training Requirements

The training needs for existing Journey Level Mechanics is expected to increase substantially in
the next few years as more mechanics are hired and the bus propulsion technology transitions
from internal combustion engines to advanced zero emission technologies. The Training and
Education Department has already expanded the core training programs to include training in
lithium battery maintenance and fuel cell diagnostics, and the need for advanced technology
training classes will continue to expand as new advanced fleets become part of the standard
bus fleet at the District.

The District has received and is placing into service twenty-five diesel hybrid-electric 40-foot
buses in 2016 and will begin receiving shipment of twenty-seven diesel hybrid-electric 60-foot
buses later this year for the Bus Rapid Transit (BRT) project. In addition, grant funding
commitments have been received to purchase ten hydrogen fuel cell buses and five battery
electric buses with depot charging, and the District is anticipating funding for four battery
electric buses with enroute charging systems. With all of the new advanced low and zero-
emission bus technology, the District's mechanic training programs will further grow and
require many new classes to train and prepare our mechanics to maintain the bus fleet in a
state of good repair and sustain the high standards of performance established by the District.

BUDGETARY/FISCAL IMPACT

This informational report does not have any budget impact

ADVANTACES/DiSADVANTACES

Sustaining focus on training programs for both Apprentice Mechanics and Journey Level
Mechanics provides work diversity, opportunities to promote internally, and the District's
ability to customize training programs to successfully prepare exisiting mechanics with the
advanced skill sets required to maintain the exisiting bus fleet and buses with low and zero-
emission technology.

There are no disadvantages to the existing Apprenticeship Program; however, any
consideration of establishing a "trade school" type training for externalagencies would result in
considerable disadvantages for the District. The existing facilities and staffing cannot support
expansion of the program and large capital and operating funds would be needed to build an
adequate facility and hire more training staff. In addition, the establishment of an external
"trade school" type training program would shift funding and focus away from properly
allocating training programs to District employees, which may adversely impact the
Maintenance Department's ability to maintain assets in a state of good repair throughout the
asset's useful life as required by the Federal Transit Administration (FTA) and Metropolitan
Transit Commission IMTC) and can lead to degradation of the safety and reliability of the bus
fleet and loss of funding support.
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ALTERNATIVES ANALYSIS:

There is no alternatives analysis associated with this report.

PRIOR RELEVANT BOARD ACTION/POLICIES:

There are no prior relevant Board actions or policies associated with this report

ATTACHMENTS:

None

Approved by: James D. Pachan, Chief Operating Officer

Prepared by: Salvador Llamas, Director of Maintenance
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RE: Response to Board Report dated 9/14/16

James Pachan

We have reviewed the Staff Report on the Heavy Duty Coach Mechanic Apprenticeship Program. We
agree with some, but not all, of the report. We also believe that, as part of an overall approach to
improving training and promotion opportunities - and building and sustaining the excellent mechanic

workforce on which the District must rely -- the parties must move forward now with implementing the
Maintenance Career Ladder Training Program ("MCLTP") and Mechanic Helper classification pursuant to
the terms of the June 7, 2016 Side Letter Agreement.

Regarding the Staff Report number (16-216), the Union agrees completely that the Apprenticeship
Program is an outstanding training program. As you know, our objection has been that, for several
years, the District has nat maintained the commitment to the Program necessary to sustain its

excellence. That is why, for example, we opposed the District's "end run" on the Program -- the decision

to start hiring "Journey Level" mechanics from outside the District instead of promoting and training
employees from within. That decision created a major problem as newly hired "Journey Level"

mechanics, paid at the top rate, worked side -by-side with mechanics in the Apprenticeship Program
who were paid less despite having more skills, and doing higher-level work, than the newly hired
"Journey Level" mechanics. While we are pleased that the parties were able to reach agreement on the
issue of apprentice hiring requirements in the recently completed negotiations, we remain very
concerned about the demoralizing and unfair effects having lower-paid but higher-skilled apprentice
mechanics showing higher-paid but lower-skilled mechanics how to do theirjobs. This serious problem
has not been resolved and must be addressed.

Regarding training for existing Journey Level Mechanics, we also completely agree that the District must
put the necessary resources and effort into continuing training for those mechanics. We do not agree,
however, that the "high number of mechanics in the Apprenticeship Program" has prevented the
District from providing that continuing training. In fact, for several years, the District improperly and
substantially reduced the number of employees hired and/or promoted into the Program. In our view,
the District simply did not prioritize Maintenance Department training needs, to the detriment of its
workforce, its fleet quality, and the riding public we serve. We also do not agree that the decision to
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hire "Journey Level" mechanics who were not actually Journey Level resulted in improvement of training
or an overall increase in the skill level of the diesel mechanic workforce. To the contrary, in addition to

the unfairness and morale problems noted above, the decision had the effect of diluting the overall skill
level of Journey Level mechanics - and there has not been anywhere near the level of continuing
training required to meet the challenge of maintaining an increasingly complex fleet.

Regarding the possible expansion of the Apprenticeship Program to include training for external

agencies as well as for AC Transit, we agree that such expansion would be challenging, but we do not
agree that the challenge is not one the District should take on. The District should explore ways to
expand the Program so that providing training to external agencies becomes a source of additional
revenue to support the Program and the level of training - both in the apprenticeship program and in
the existing Journey Mechanic workforce. Local 192 is ready to work with the District to make this
happen, but that will only be possible if AC Transit fully commits to building on the excellence of the
Apprenticeship Program.

Finally, regarding implementation of the MCLTP and Mechanic Helper classification, we request that,

pursuant to numeral 3 of the Side Letter Agreement, the District immediately begin the process of
selecting an agreed-upon neutral facilitation agency. To move that process forward, Local 192 hereby
proposes Balance.point Strategic Services as that agency. In addition, pursuant to numeral 4 of the Side
Letter, Local 192's JAC appointees will request at the next scheduled JAC meeting, Thursday, September
15, 2016, that the JAC immediately begin the process of development and implementation of the MCLTP
and Mechanic Helper Program, as required under numeral 4 of the June 7, 2016 Side Letter Agreement.

Creation of the Heavy Duty Coach Mechanic Apprentice Program in 1989 was a groundbreaking moment
for AC Transit and Local 192. It is time to renew and reinforce the commitment to the Program. The

parties' agreements during negotiations this year were a step in that direction. But it is only through
recognizing what actually caused the problems we now face and taking concrete action to address those
problems that we will fully realize the Program's potential.

Sincerely,
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