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Peer Review Methodology & Process
• Peer Review Program:  Highly experienced and respected transit 

professionals provide their time and support to address the scope 
required

• Limited Scope:  Not intended as a comprehensive assessment of 
HART’s internal, organizational issues

• Virtual Process:  The panel conducted this peer review through a 
series of virtual interviews held between May and August 2021with 
HART employees. 
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Scope of Review

3

The APTA “Under the Hood” Peer Review was convened at the request of 
Adelee LeGrand, CEO of HART, following her arrival at the transit agency 
in February 2021, with the goal of developing a performance baseline for 
key HART departments. 
Three separate peer review teams were empaneled:  

• Organizational Culture at HART  
• Operations Planning & Organization
• Finance Planning & Organization



Thank you

Thank you to Teri Wright for her 
outstanding cooperation and support 
of the Peer Review. The team is 
appreciative of her time and the time 
of all operational personnel 
interviewed.

The panel is available to assist with 
any clarification or subsequent 
support that may be needed. 

APTA is always available to provide 
support!     
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Organizational Culture
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Scope of Review
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This peer review focused on understanding the current state of the 
organization and recognizing its strengths and weaknesses. The review 
included the following issues/areas:

• Review of the current organizational structure
• Relationship to the CEO and the Executive Leadership
• Relationship with fellow staff and union employees
• Importance/value of employee experience and how to create

an inclusive environment



Peer Review Panel Members

Vida Mannings Director of Special Projects, Southern California Regional 
Rail Authority - Los Angeles, CA

Sindy Mondesir Chief People Officer, Central Ohio Transit Authority –
Columbus, OH

Adiele Nwankwo Managing Partner, Cincar Consulting Group LLC  
Atlanta, GA

Michael Setzer     Retired CEO, Transdev – Cincinnati, OH

Petra Mollet Vice President - Strategic and International Programs, 
APTA

Pamela Boswell  Vice President – Workforce Development and 
Educational Services, APTA 
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Scope of Review - Interviews
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The panel interviewed key personnel 
throughout HART :

• Danielle Arthur, Board Administrator
• Catherine Sanchez, Customer Service 

Supervisor (all modes)
• Eartha Collins, HR Support 

Specialist/Executive Assistant
• Steven Fields, Manager of Transit 

Logistics
• Dale Smith, Manager of  Facilities and 

Maintenance
• Jacqueline Halldow, Chief of 

Communications and Marketing
• Robert Dorsey, Manager of Safety and 

Security
• Lisa Holley, HRIS Administrator/Human 

Resources

• Robert Gunter, Controller
• Carl Moore, Road Supervisor
• Marty Steward, Bus Operator
• Byron Crowe, Mechanic



Key Observations/Findings
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1. There is a strong desire by a good portion of the staff to help make 
the organization better and be part of positive change.  They care 
about the organization and their colleagues and want to be part of 
an organization that cares about them and provides service to the 
community.

2. Operations and Maintenance is the high-leverage opportunity for 
positive change; staff there will respond quickly to positive 
attention and direction.

3. Administration is just the opposite; staff there are embedded,
resistant to change, and unaccustomed to being held accountable.



Recommendations 
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The peer review team recommends several primary actions that will:
– Yield significant impact in the immediate future
– Leverage the strengths of the organization
– Build a strong foundation for positive organizational culture 

change
In addition, the peer review team recommends several secondary 
actions once the primary actions have been executed.



Recommendations – Primary Actions
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1. Create momentum around a new organizational vision:
– The CEO should personally and visibly communicate a new vision for

the organization, coupled with an improvement plan that is expressed in
very tangible terms and impacts the operational heart of the
organization, and all directly connected to the customer experience:

– OTP improvement
– Mark-up revision
– Vehicle readiness
– Driver recruitment and training

Leverage good will and expertise already present with the frontline
workforce

Build trust, especially if it is coupled with adequate support



Recommendations – Primary Actions
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2. Boost internal resources and accountability for achieving
vision:

– Hire or appoint a Chief of Staff to ensure implementation of
the internal improvement plan (all administrative functions
could report to this position).

This organizational change will allow the CEO to focus
on operations – good results will be more immediate and
visible.



Recommendations – Primary Actions
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3. Obtain external support to align resources with vision:

– Retain a qualified third-party to assess current deployment of
resources (in particular: senior staff);

– Assess and identify where realignment needs to occur to
achieve the new vision

– Assure accountability to outcomes



Recommendations – Secondary Actions

14

1. Rebuild administrative functions:

– Using the results of the third-party organizational assessment,
the CEO should tak the Chief of Staff to:

• Rebuild and restructure administrative functions with a lens
to increasing accountability, improving teamwork and the
employee experience, and eliminating duplication

• Break down deeply entrenched silos
• Create economies of scale
• Develop and forge career pathways
• Restructure the HR Department/Function



Recommendations – Secondary Actions
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2. Normalize internal communication:
– Develop improved internal communication processes that

result in regular and effective communication with, between
and among all employees (creating a positive feedback
loop/mechanism)

– Ensure visibility of the CEO and understanding of
organizational priorities and progress.

3. Amplify community engagement:
– Invest in strategic public engagement and community

messaging focusing on the new vision and service
improvements

– Leverage positive employee experience and dedication to
service



DISCUSSION
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Operations Planning

American Public Transportation Association
September  2021
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Peer Review Panel Members

Emille Williams   Deputy CEO, Central Ohio Transit Authority –
Columbus, OH

David Olmeda     Chief Operating Officer, SamTrans – San
Carlos, CA

Tom George        Director of Public Transit, Niagara Frontier 
Transportation Authority – Niagara Falls, NY

Marie Benton      Director Rail Transit, APTA – Washington, DC
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Scope of Review
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This peer review focused on the following Operations Planning 
issues:

• Current policies, procedures, practices and tools used for
the agency’s operations and service planning

– Scheduling and Service
– Use of Technology
– Metric Reporting
– Internal Coordination

• Labor-management relationships and coordination



Scope of Review - Interviews
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Transportation:

• Ruthie Reyes, Deputy Chief of 
Transportation (Retired)

• Brian Allan, Director of Streetcar 
Operations

• Gregory Brackin, Director of Ops 
Support & ADA

• Ivan Maldonado, Director of 
Transportation

• Kevin Hoyt, Manager of Scheduling 
Services

• Dave Kelsey, Mgr of Transit 
Supervisor

• Brian Abrams, Mgr of Bus 
Transportation

• Manuel Rivera, Operations Controller
• Edwin Green, Bus Operator

Maintenance:
• Scott Drainville, Deputy Chief of 

Maintenance & Facilities
• Juston Lafler, Director of Maintenance

Capital Development:
• Chris Cochran, Director of Service 

Development

The panel interviewed key personnel throughout HART Operations



General Observations
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Operations at HART, currently suffering from organizational 
and delivery challenges

• Lack of consistent, effective leadership
• Lack of top down & down up communication
• Lack of resources

‒ Critical groups are understaffed
‒ Aging rolling stock
‒ Outdated technology

• Missing or broken processes
• Low morale across operational work force



Observations – Gaps Identified by Panel
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1. Lack of consistent leadership – excessive turnover in last two year
• HART CEO position viewed as a stepping-stone
• Vision is not disseminated to all levels of organization

‒ Lack of Transparency on decision making and resource allocation
‒ Lack of transparency leads to speculation, e.g., drive for 

privatization

2. Lack of Resources – Personnel, Tools, Rolling Stock, Technology 
3. Lack of Institutional Processes – Inter-departmental MOUs and 

SOPs
4. Lack of Communication

All of the above lead to low morale and uncertainty throughout 
Operations



Observations – Leadership Issues
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1. There have been six CEOs in a two-year time frame and high 
turnover in senior-level and middle-level management, which 
undermines incentives to undertake long-term planning and 
execution, as well as a lack of stability on strategic decisions

2. Service planning and scheduling is pivoting from feedback-based to 
becoming more data driven; however, it still lacks change 
management strategies and execution

3. Many interviewed seemed to be in the dark about overall leadership 
vision or decision making



Observations – Resources, Human Capital 
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1. Too many open positions / lack of critical personnel
• Lack of/delayed HR recruitment for open positions

‒ Excessive vacancies in Operations
‒ HR is also understaffed 

2. Absenteeism
• Overall view that excessive absenteeism  (call-outs) from 

Operators is more morale-based; COVID/FMLA/Daycare issues 
is secondary major factor

• Approval of referendum wages viewed as positive but not a 
“cure all”

3. Operator-specific issues
• 100% Extra Board (too high compared to peer agencies)
• Many routes redlined to an unprecedented degree



Observations – Resources, Human Capital (cont’d)
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4. Planners and Schedulers & Control Center-specific Issues
• Severely understaffed and overworked 
• No Schedulers – Manager of Scheduling Services handling cuts 

across all modes
5. Bus Mechanics-specific Issues

• Mechanic/Tech shortage
‒ Contributes to lack of predictive maintenance

• Mechanic contract/ compensation deemed unattractive 
compared to local car dealerships

• Maintenance vs. HR requirements for hire
‒ Maintenance ok with recruiting and hiring candidates with 

only auto experience
‒ Do partner with consortium



Observations – Resources, Human Capital (cont’d)
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6. Silos
• Division of Planning and Scheduling – lack of communication 

and partnership

7. No formal succession planning
• Can lead to perceptions of favoritism
• Lack of resiliency in the workforce



Observations – Resources, Technology and Tools
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1. Controllers
• Don’t have necessary Trapeze Modules to effectively perform their 

duties
• Use of spreadsheets to supplement/ mitigate deficiencies in 

technology
2. Planning & Scheduling

• Use of outdated software (OrbCAD)
• Lack of reliable datasets to drive decisions

‒ Only 55% APC coverage
‒ Difficult to evaluate ridership trends/ reaction to service 

changes timely
3. Lack of Yard Management Software



Observations – Resources, Rolling Stock

28

1. Lack of strategic long-term plan / funding for bus replacement

2. Pullout is a challenge

• Product of aging fleet and staff shortages

3. Backlog of overhauls

• Not enough funds for needed mid-life and power plant 
refreshes

• Correlation to low reliability & insufficient spare ratio

4. Streetcar seems to be staffed appropriately/ not resource-deprived



Observations – Processes
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1. Service Changes

• Lack of formalized buy-in from internal stakeholders (e.g., Bus 
Operating and Planning and Scheduling) – leading to an 
unworkable schedule

‒ Markup working group ineffective at vetting concerns

 Concerns that time points aren’t created with peak 
service in mind

 Quote from operator “they don’t care if you’re late, 
just don’t be early.”

 No formal way of Operators communicating route 
concerns/ feedback to scheduling (no feedback loop)

2. Acknowledgement of need to revisit service standards that 
guide decision making



Observations – Communication
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1. New policies not effectively communicated to employees

2. No formal notice provided of new hires into strategic positions

3. Lack of communication between Scheduling and Service  
Development

4. Lack of communication leading to gossip/ speculation

5. Communication directed at operators has several touchpoints (i.e., 
blitzes, emails, ride the bus, show up at platforms, formal meetings, 
suggestion box)

‒ No formal procedure for operators to give feedback about routes

‒ No known process for circling back with operator on voiced 
concerns



Observations – Morale Issues
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1. Low morale observable from almost every group interviewed

• Pay raises not a “magic bullet”

2. Perception of lack of communication/ strategic vision from leadership 
down to impacted units

• These units have no idea on overall vision and how decisions 
are made

3. Absenteeism

• Up to 70-80 Bus Operator call-off daily

• Burnout among Operators who are reporting to work - many 
of whom are forced to work on days off with threat of reprisal

• HART no longer seen as family-friendly, hurting internal 
recruiting efforts



Final Comments
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1. Method of missed trip reporting seems appropriate as compared to Peers

2. Increase in wages won’t alleviate the effects of understaffed and under-
resourced critical groups

• Lack of resources leading to:

‒ Ineffectively evaluating service / routes 

‒ Inability to focus on innovative service delivery

‒ Delayed overhaul, and lack of, or reduced predictive maintenance 

‒ Operators being called-in excessively on their days off

• Threatens future success when those remaining are forced to 
compensate for long-term shortages



Recommendations
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1. Enhance communication at all levels

• Focus on Top-Down Communication: Town hall-like meetings or other 
avenues to both disseminate information and proactively gather 
feedback; clearly communicate vision and how others fit in to that 
vision

2. Focus on communication from customer-facing personnel to the rest of 
management

• Establish a formal process for reporting route issues

• Follow-up with Operators who make a suggestion or voice a concern

• Institute a formal communication process/feedback loop

• Consider compensating Operators a stipend to read work emails



Recommendations – cont’d
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3. Focus on communication between groups – consider partnership 
workshops

4. Establish Processes
• Recommend service changes require sign-off from critical groups 

involved with planning and implementing the service change

5. Look at service standards and ensure they meet with overall executive 
vision 

• Introduce more data-oriented decisions – share methodology with 
internal stakeholders

• Establish Internal and external transparency



Recommendations – cont’d
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6. Involve operational groups with resource planning, focusing on:

• Priorities for resources (human/rolling stock/tech)

• Fill critical needs first – solicit input

• Communicate plan and have a process for revising/visiting budget mid-
year if warranted

7. Consider a formal succession program



DISCUSSION
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Financial Planning

American Public Transportation Association
September 2021
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Peer Review Panel Members

38

Heather McKillop
Chief Financial Officer 
Sonoma Marin Area Rail Transit
Petaluma, California

Dennis Anosike
Chief Financial Officer
Washington Area Metro Transit Authority
Washington, D.C.

Joseph Costello
Chief Financial Officer
Dallas Area Rapid Transit
Dallas, TX

John Henry
Chief Financial Officer 
American Public Transportation Association
Washington, D.C.



Scope of Review
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This peer review focused on the following financial and budget issues:

• Current policies, processes, procedures, practices and tools used 
for developing annual and out-year budgets.

• The ability of the agency to match financial resources with its 
budgetary needs.

• How the agency plans for replacement of equipment and other 
long-term capital items.



Peer Review Process
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The panel conducted this peer review through a documentation review and a 
series of virtual briefings and interviews with HART staff, managers and various 
stakeholders. 

Sample of interviews conducted:

 Loretta Kirk, Interim CFO

 Lynda Crescentini, Previous Interim CFO

 John Edmondson, Director of Procurement

 Joanne Caceres, Director of Budget and Grants

 Other staff



Assessment
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The Finance Department is of critical importance to HART.  It manages 
critical financial operations of the organization. These activities include 
preparing the following: 

• Annual Financial Report

• Operating budget

• Capital budget

The Finance Department currently performs base-level finance functions that 
include: 

• Accounts payable

• Accounts receivable

• Procurement



Assessment
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The Finance Department has evolved new capabilities to add more value to 
stakeholders. These additional capabilities can be categorized in the following 
four functional areas:  

• Accounting operations

• Expert functions

• Financial planning and control 

• Performance management and decision support

These added capabilities allow for superior operating and strategic decision-
making and provide services to the organization's internal and external 
stakeholders and ultimately the public.  



Assessment
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There are four functional areas:

• Accounting operations: Base-level core operating functions that are 
routine and executed daily that include accounts payable, accounts 
receivable and procurement types of activities.  

• Expert functions: Builds on the basic operations to provide more value-
added expertise.  

• Financial planning and control: Higher-level operations that provide 
expertise that specifically includes advice and counsel and control of 
operations.  

• Performance management and decision support: Provides detailed 
analysis to help management make long-term strategic decisions and 
assists in understanding the long-term impact of financial decisions.  



44

Performance 
Management and 
Decision Support

Financial 
Planning 

and Control

Export 
Support

Functions

Accounting
Operations

• Contract Management
• Department Website
• Debt Management
• Grant Management
• Purchasing
• Treasury and Investment 
• Tax Management
• External Reporting
• Reconciliation Management

• Audit
• Internal Audit
• Financial Planning and Analysis
• Budgeting and Forecasting
• Management Reporting
• Internal Control

• Accounts Payable
• Accounts Receivable
• General Accounting
• Fixed Assets
• Travel Processing
• General Ledger

• Business Analysis
• Senior Management Support
• Risk Management
• External / Investor Relations

Finance / Accounting 
Department

Finance Functions

* Bold – The capability is not present or functions poorly
*  Base – The capability is present



Observations
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Positive Findings
1. Individuals know their particular areas well (but can lead to silos).

2. Staff do a good job on budget; HART received the GFOA Award.

3. Staff do a good job on the Annual Financial Report; HART received the 
GFOA Award.

4. Staff are committed to the success of the organization; however, they don’t 
necessarily know what success looks like because it changes frequently 
and has not been communicated clearly.

5. Staff have been able to “hold down the fort” despite the continual changes in 
leadership at HART.



Observations
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Work-Related Issues
1. A lack of cohesion has created a number of silos between departments 

and within the Finance Department. 

2. The organization plans for only one year at a time for operations and 
capital budgets and performs no advanced planning.

3. There has been a culture that reflects a lack of accountability.

4. There is a key person dependency in critical areas and very little transfer 
of knowledge when a staff member separates from HART.

5. Staff are very tasked-oriented, with little thought to strategy or long-term 
planning.



Observations
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Management-Related Issues
1. There have been six CEOs in a two-year time frame and high turnover in 

senior-level and middle-level management. This undermines incentives 
to undertake long-term planning and execution.  

2. Managers are not held accountable for information provided. Information 
often is not properly vetted before being provided to management.

3. Managers have been hired or promoted into positions for which they may 
lack the required skills and experience. 

4. Information discussed at senior-level management meetings is not 
readily shared with staff.  



Observations
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Process-Related Issues
1. The department has desk procedures and processes. These must be 

updated and managed to ensure that they are being followed.

2. Reserve policies have not ben followed and accounts not funded.

3. The department has outsourced certain activities; these outsourced 
functions change over time depending on who is in charge. 

4. The internal audit function is outsourced and limited in scope. It includes 
no overall risk assessment. 



Observations
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People-Related Issues
1. There is a constantly changing performance appraisal system; 

system is not uniformly used or applied.  

2. COLAs and raises are not uniformly administered; bonuses when 
provided were too small to be meaningful. 

3. Staff do not feel valued and fear retaliation.

• Ideas are sought from staff, but staff indicates nothing is done 
with the ideas presented, and that impacts morale.

4. Managers tend to micromanage at times.

5. Staff feels demoralized that new management has preconceived 
notions about their abilities. 



Observations
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Other Issues
1. Overall lack of transparency.

2. Contract accountability. Users are not involved in contract scope creation, 
assessment, and implementation (e.g., ADP contract).

3. Open records requests appear to be used as a way to disrupt operations.

4. Underfunding of HART undermines efforts to plan. Capital funds have 
been insufficient at times for optimal execution of state-of-good-repair 
work.  

5. All open positions are competitive; this may make it difficult to keep 
employees engaged for a long-term career with the agency.  

6. HART is not organized to provide the most efficient or effective execution 
of policy and mission.  



Recommendations
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1. Operations and Culture: Seek employees’ input and then begin to develop a 
detailed long-term plan for improving operations and culture. Share plan with team 
and track progress.

2. Robust Finance Department with Clear Reporting Lines:

a) Employ full contingent of operating financial and accounting managers as the 
system grows. To reduce the level of turnover, consider executing employment 
contracts with operating managers and offering incentives. 

b) Update and enhance job descriptions to specifically align with needed 
requirements.

c) Solidify department structure. Identify and out line specific reporting lines to  
ensure proper management and leadership per functional area within the 
department. Provide clear lines of responsibility. Increase ownership, thereby 
improving outcomes due to increased visibility and accountability. Rationalizing 
roles frees up expertise for reallocation to more value-added areas.  



Recommendations
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3. Align Contracts with Required Services: Review scope of service 
contracts for key services to ensure that HART is receiving the services it needs.  
Amend contracts if needed and involve key department personnel in scope 
development and implementation. 

4. Employee Development:

a) Implement process to systematically cross-train department staff. Include as 
part of the annual review process.

b) Performance reviews and the performance review process should be 
standardized and reviewed by management to ensure that staff are treated 
equitably. 

5. Open Records: Develop a formal process for responding to open records 
requests.  



Recommendations
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6. Long-Term Planning: It is critical that HART establish a long-term financial plan to 
include operating and capital requirements and asset management. GFOA has 
developed a number of best practices around financial planning and budgeting. See 
https://www.gfoa.org/best-practices/budgeting. 

7. Procedures: Standard operating procedures should be at a higher level, and desk 
manuals should reflect the step-by-step processes.

8. HART Board: Establish an onboarding process for new members of the HART 
Board of Directors that includes an understanding of financial reporting, budgeting 
and procurement and underscores fiduciary responsibilities and specific “do’s and 
don’ts.”

9. Budget Software: Implement a budget software tool.  It is recommended that the 
tool be associated with the general ledger system. 



Final Comments
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These recommendations will help position HART to build the needed capabilities 
for a high-functioning Finance Department. This will be indicated by the following:

• The department executes and ensures timely recordation of accounting 
transactions, provides effective advice to departments, and fosters 
coordination between other departments. 

• The department has the capacity to detect/prevent fraud, waste and abuse.

• The department promotes the proper internal control environment.  

• The department provides objective information used by management for 
decision-making purposes.  

• The department maintains trust of and confidence in its management, as 
well as internal and external stakeholders.

• The department has the capacity to promote and champion continuous 
process improvements.



DISCUSSION
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Thank you

APTA is always available 
to provide support!
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