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Overview and Introduction 

Overview 

The Capital District Transportation Authority (CDTA) is the premier mobility provider 
in the Capital Region, operating regular route bus services, suburban shuttle systems 
and service for people with disabilities. CDTA also operates the Northway Express 
commuter service between Saratoga County and Albany, and coordinates medicaid 
transportation services through its Access Transit Services subsidiary. CDTA owns and 
operates two essential regional transportation gateways, the Rensselaer Rail Station and 
the Saratoga Springs Train Station. Close to 800,000 people board trains every year at 
these stations. 
 
Ridership on CDTA services has been on the increase for the past several years. 
According to our most recent reports, annual ridership is close to 13.5 million. This is 
an increase of more than 5% from just 2 years ago. In addition to the social and 
economic factors that are fueling ridership, CDTA has launched new services and 
programs to stimulate growth, and has developed detailed plans to meet the 
transportation challenges of tomorrow.  
 
CDTA is committed to fostering positive regional growth and development. We are 
working with government, business and civic organizations to make the region a better 
place to live and work by advocating for transit-oriented development. We are 
improving our service delivery systems by using creative recruitment and employee 
development programs to increase the competencies of our workforce. We have also 
sharpened our branding and image efforts to better position CDTA and our services to 
a wide audience. 
 
With ridership on the rise and more people looking to CDTA than in recent memory, 
we are poised to further improve our organization and our services. We will do this by 
focusing on people -- the 800,000 people who live in our region, the 35,000 people who 
use our services and facilities every day, and the 650 people who work at CDTA. This 
focus and commitment will help us to deliver an efficient and effective transportation 
system to the Capital Region. 
 

SBP 
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Introduction to the Strategic Business Plan   

The Strategic Business Plan defines the structure, strategy and compensation systems at 
CDTA. It illustrates the working process of our organization and is designed to be a 
blueprint for progress and success. It is not a laundry list of services and products but 
rather a strategic roadmap of vision and mission. It will guide our activities and provide 
a framework to our programs and services. It is a living and breathing document 
intended to change with the times and the developments of the day. 
 
The plan provides a systematic management tool for problem solving, market planning, 
service planning and financial decision-making. It sets a firm foundation from which 
we can move forward by allowing our entire company to know what will happen and 
what is expected of them. It is our “recipe” of how to do what we do and to serve our 
customers in the best way possible. 
 
The plan is organized by business sections and covers all aspects of our operation. It 
explores the essential questions of our company and business operation and practices. 
Most important, it provides answers to the questions and clearly articulates what our 
mission is, what are visions and values are, and how we work together to accomplish 
our activities and responsibilities.  We want the plan and its contents to be meaningful 
to our employees and a wide audience of partners. Therefore, the sections of the plan 
stand-alone so that changes or updates can be made as they occur, quickly and 
efficiently.  
 
The Strategic Business Plan will be shared with all employees. It will be available to 
stakeholders and community leaders to illustrate what we do and how we do it. We 
anticipate regular updates to the plan to reflect the changing and dynamic nature of the 
Capital Region and the people who live and work here. 
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Mission, Vision & Values 
Introduction 
The Capital District Transportation Authority (CDTA) is an important component of 
the regional infrastructure, providing mobility solutions to thousands of residents each 
day.  Providing these services requires a significant commitment by a dedicated team of 
people to organize and manage a very complex and time sensitive operation.  

CDTA plays a vital role in linking the four counties of its service area – Albany, 
Rensselaer, Saratoga and Schenectady. The organization is aggressively positioning itself 
as the travel mode of choice in order to attract more customers by providing 
connections to employment, medical, entertainment and educational opportunities.   

The CDTA transit system serves approximately 13.5 million customers annually. On 
weekdays, about 35,000 customer boardings occur on CDTA buses. The system 
includes 55 transit routes that stretch throughout the four counties, providing service to 
business centers and neighborhoods in the region. The system is convenient for 
residents, and the route structure serves nearly 80 percent of the region’s employment 
locations.  

Although the size of the system has remained relatively constant, ridership has 
increased by almost one million boardings in the past few years.  Although most of the 
increase can be traced to a major fare restructuring effort and increases in fuel prices, 
studies show that more ridership gains can be achieved from a concentrated effort on 
service review and improvement programs.  

This strategic business plan is meant to provide a blueprint for progress; it is not 
intended as a rigid control of systems and people..  It is designed to align individual 
judgment with organizational objectives. And therefore, we begin by providing our 
mission, vision, and values – a collection of beliefs and principles drawn from 
numerous stakeholder sessions intended to provide clear purpose and future direction 
for CDTA.  

Section 

1 
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Foundation for Progress 
CDTA has modified its mission, values and vision statements to better reflect the 
direction of the organization and changes in the Capital Region.  A clear vision and 
defined mission statement will result in better service for customers.  

The mission, values and vision statements provide a rallying point for employees and 
clearly articulate what customers, stakeholders and the community can expect from 
CDTA in the foreseeable future. The statements are integrated into our daily 
communications and are part of the working language at CDTA.  They provide the 
foundation for branding efforts, internal communication programs, and employee 
recruitment and retention efforts.   

Organization Mission and Objectives 
CDTA provides a wide range of services that take people where they want to go in the 
Capital Region, transporting them safely, reliably and at a reasonable cost. CDTA 
works to accomplish this mission by: 

• Continually identifying ways to increase transit ridership and revenue; 

• Taking a leadership role to create livable communities that improve the quality 
of life in the Capital Region;  

• Balancing regional needs for social service, congestion relief and basic access; 

• Delivering a range of transportation services that meets diverse markets and 
customers; 

• Developing innovative ways to attract and retain a high-quality workforce;  

• Identifying appropriate funding sources to meet the region’s transportation 
needs. 

Organizational Values 
Organizational value statements are the foundation of any business. They capture the 
mood and spirit of the organization and define its direction.  At CDTA, they express in 
words what the Board, the staff, and our employees feel about the organization and 
how it functions. As a result, CDTA’s value statements express an optimistic and 
opportunistic view, both in terms of the inner mood of the organization and the 
opportunities ahead.  CDTA’s value statements are:  
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• CDTA designs services people want and delivers services people can rely on. 
We treat customers, the community and each other with respect and integrity. 

• CDTA is a flexible and innovative mobility company that responds to changing 
needs to keep the Capital Region moving with the times. We are proactive 
rather than reactive in meeting the needs of our region. Stakeholder relations 
and input are integral to our planning and development efforts.  

• CDTA operates a financially stable organization that places importance on 
cost-recovery and operating efficiency in order to ensure the delivery of 
optimal service in the Capital Region. 

• CDTA is proactive in finding solutions to transportation challenges and works 
with stakeholders to produce long-term Transportation Development Plans 
that address regional issues for mobility and accessibility. 

• CDTA meets the needs of both the transit-dependent rider and the choice 
rider by delivering a wide range of transportation alternatives, and by working 
to ensure that its services are easy to identify, use and pay for. 

• CDTA helps employers connect their employees to workplaces, delivering 
commuter solutions that make work connections efficient, economical and 
reliable. 

• CDTA employees are the heart and soul of the organization, the one element 
without which CDTA cannot function. We promote a positive work 
environment by supporting each other through effective communication, 
teamwork and an appreciation for our diverse abilities and contributions.  

Organizational Vision 
Organizational vision statements chart a course for an organization and provide 
direction toward a desired future. The CDTA Board and senior staff developed vision 
statements with input from employees and stakeholders. Most of this input was 
gathered during workshops, planning sessions and employee meetings that were 
conducted as part of the regional Transit Development Plan. CDTA’s vision 
statements include: 
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CDTA will be an employer of choice in the Capital Region, providing premier 
transportation services that people want and quality they can rely on.  

CDTA is a growing and vibrant company that 
seeks to continually increase ridership and the 
use of its facilities by providing premier 
transportation services that people want and 
need. 

 

 

 

 

• CDTA delivers lifeline services to those who need them and provides a full 
range of transit options for the choice rider in the Capital Region. 

• CDTA plans for the mobility needs of the Capital Region with a predictable 
and reliable stream of funding sources to meet those needs. 

• CDTA is a multi-modal transportation provider, delivering comprehensive 
transit services, as well as a transportation demand management program that 
includes vanpool, carpool and incentive-based ride sharing, with a particular 
focus on city and suburban locations that have a demonstrated need. 

• CDTA is responsive to the environment and operates equipment that features 
the most efficient propulsion systems available.  In addition, CDTA undertakes 
continual outreach to enroll the region’s travelers in efforts to move toward an 
environmentally responsible approach to travel. 

• CDTA works in partnership with local, state and regional agencies to advocate 
for transit oriented development in the Capital Region and has put in place an 
infrastructure that will meet current and future mobility needs.   

• CDTA undertakes frequent assessments of the region and its service 
complements in order to ensure that CDTA is effectively positioned to 
anticipate and meet market changes and expansions. 

Our Core Purpose is Transportation Services 
 
Our Core Strength is our Employees 
 
Our Core Score is Ridership 
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Moving from Strategy to Execution 
In addition to this document, current initiatives and programs that are in place to turn 
CDTA’s vision and values into concrete action steps include: 

• Maintenance Business Plan & Fleet Replacement Program 

• Transit Development Plan  

• Facilities Master Plan  

Each year, CDTA will assess the mission, values and vision statements as they relate to 
changes in the direction of the organization, the composition of the region, and the 
environment in which CDTA operates. Any changes will be made in consultation with 
our Board of Directors, whose ultimate charge is to shape the vision and mission of the 
organization.   

Board Governance 

The nine member CDTA Board is responsible for governance of the agency. Members 
are appointed by the Governor and confirmed by the State Senate. The Board is 
comprised of three members from Albany County, and two members each from 
Rensselaer, Saratoga and Schenectady counties. As CDTA’s governing body, the Board 
of Directors: 

• Serves as the steward and guardian of CDTA’s values, vision, mission, and 
resources. 

 
• Plays a proactive role in setting strong, clear strategic directions and 

priorities for all of CDTA’s operating units and programs. 
 

• Monitors CDTA operational performance against clearly defined 
performance targets. 

 
• Ensures that CDTA’s image and relationships with key stakeholders are 

positive and that they contribute to CDTA’s success. 
 
• Insures that CDTA possesses the financial and other resources necessary 

to realize its vision and carry out its mission fully. 
 
• Ensures that the Board’s composition is diverse and that its members 

possess the attributes and qualifications required for strong governance. 
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• Ensures that Board members are fully engaged in the governance process 

and that the resources they bring to the Board are fully utilized in 
governing. 

 
• Is accountable for its own performance as a governing body. 
 
• Ensures that clear, detailed performance targets are set for the Executive 

Director, and periodically evaluates the Executive Director’s performance 
against these targets. 

 
  

Executive
Director

CDTA Board of
Directors

Authorizing Environment

Internal Audit General Counsel

 
 

Board Committee Structure 
Governance Committee - The Governance Committee, chaired by the Board 
Chair and consisting of the Chairs of the other standing committees and the 
Executive Director, is responsible for the effective functioning of the Board and 
for the maintenance and development of the Board-Executive Director working 
relationship. 

Performance Oversight and Stakeholder Relations Committee - The Performance 
Oversight and Stakeholder Relations Committee is responsible for overseeing 
operating and financial performance and relationships with stakeholder 
organizations. 

Planning and Resource Development Committee - The Planning and Resource 
Development Committee is responsible for developing and leading the Board's 
participation in all planning, including annual budget preparation, and for 
overseeing the development of CDTA financial resources. 
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CDTA
Board of Directors

Governance
Committee

Performance
Oversight &
Stakeholder

Relations
Committee

Planning
Committee

 
 

 

 

 

Organizational Design 
Aligning structure with strategy is essential to creating an environment that fosters motivation 
and creative development, helping CDTA to fulfill its mission and vision for the future. Toward 
that end, CDTA has restructured several departments to provide for an increased emphasis on 
information systems and business processes. These changes provide clarity and purpose for 
each department permitting the organization to pull in one cohesive direction.   

Board Members as of January 1, 2008 
 
Albany County: 
 
James S. Cappiello 
Denise A. Figueroa 
Arthur F. Young, Jr. 
 
Rensselaer County: 
 
Wayne L. Pratt 
David M. Stackrow 
 
Saratoga County: 
 
C. Michael Ingersoll 
Donald C. MacElroy 
 
Schenectady County: 
 
Henry S. DeLegge 
Norman L. Miller 
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Executive 

Executive Director

DED of
Operations

DED of
Administration &

FInanace

DED of
Business

Development

Chief Information
Officer

 
 

 

• Purpose: Converting organizational vision into operational outcomes 
• Primary Goal: To carry out the mission of the organization and 

maintain a positive working relationship between CDTA and its 
authorizing environment.  

 

Operations 
 

Deputy Executive Director
of Operations

Director of
Transportation

Director of
Facilities

Director of
Maintenance

 
 

• Purpose: Service Execution 
• Primary Goal:  To ensure that Authority resources are maintained and 

allocated in a manner that supports the mission and vision of CDTA. 
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Business Development 
 

Deputy Executive Director
of Business Development

Director of
Service Planning

Manager of
Corporate

Communications

Director of
Strategic
Planning

Manager of Sales
& Marketing

 
 

 

 

 

• Purpose: Strategy, marketing, and growth 
• Primary Goal: To market and expand services, ridership and revenue. 

 
 
 

Administration & Finance 

 

Deputy Executive Director
of Administration and

Finance

Director of
Finance

Director of
Human

Resources

Director of
Procurement

 
 

• Purpose: Resource management 
• Primary Goal: To align financial and human resources with current and 

future needs in the most efficient and effective manner possible. 
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Information Systems 
 

Chief Information Officer

Systems
Infrastrucure

Applications
AdministratorsData Services

 

 

• Purpose: Optimizing business processes and access to information with 
use of new technologies 

• Primary Goal: To support and develop CDTA’s use of technology to 
provide streamlined decision support systems.  

 

Strategic Objectives 
In order to provide a strategic approach to the accomplishment of the organizational 
mission, CDTA advances the following strategic objectives to align individual effort 
with organizational performance targets.  

• Secure adequate levels of funding to sustain the existing transportation 
system and secure new fund sources for system expansion. 

• Increase operating recovery ratios, with a target of 20-25% by adding new 
riders and increasing the average fare per passenger through a multi-year 
Fare Policy, annual reviews, and improved cost efficiencies. 

• Ensure timely maintenance, replacement and rehabilitation of essential 
capital assets. 

• Implement new capital programs only when operations and maintenance 
costs have been identified and revenue sources determined. 

• Recommend a Reserve Fund policy to the Board that will sustain sufficient 
future cash flow through changing economic cycles. 

• Maintain a proactive state and federal legislative program to ensure that 
policies and funding allocations align with our mission and vision.  

• Pursue joint development opportunities that result in ridership and 
development revenues for CDTA. 

 

Maintain 
Financial 
Stability 
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• Increase ridership at least 1% annually. 
• Maintain a high level of transit system reliability. 
• Improve customer information resources as opportunities arise, including 

real-time route and schedule information, on-line trip planning and e-
commerce for CDTA passes and tickets. 

• Maintain proactive media relations to promote services and provide 
awareness of CDTA benefits to the community. 

• Continue to enhance transit service in order to make CDTA the travel 
mode of first choice. 

• Ensure that comprehensive public participation programs are a key 
element in developing transportation system plans and projects. 
 
 

 
• Provide transportation facilities and services that enhance the quality of life 

for Capital Region residents and the health of the regional  economy. 
• Mitigate congestion by focusing investments to address the transportation 

system’s greatest roadway, transit, bicycle and pedestrian needs. 
• Increase commuter alternatives, especially in defined transportation 

corridors and station areas. 
• Continually monitor and evaluate services through the Transit 

Development Plan, and make modifications that improve system efficiency 
and effectiveness.  

• Expand service as market conditions warrant and financial resources allow. 
 
 

 
• Work with cities, counties and the Capital District Transportation 

Committee to improve the relationship between land use and 
transportation decisions.  

• Develop and enhance partnerships with cities and counties to ensure 
adoption of transit-oriented development plans and policies along existing 
and future transit corridors. 

• Partner with the private sector and cities and counties to develop projects 
at CDTA station areas to intensify residential, commercial, and retail uses. 

• Provide certainty to cities, counties and private developers that priority 
transit projects upon which cities base land use decisions will be 
implemented in a timely manner. 

 

Enhance 
Customer 

Focus 

Improve 
Mobility & 

Access 

Integrate 
Transportation 
and Land Use 
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• Involve employees in the refinement of CDTA business practices, such as 
transit routes and schedule planning. 

• Respond to key areas of organizational improvement identified by 
employees. 

• Work with employee labor representatives to develop strategies and to 
implement additional operational efficiencies. 

• Foster an environment that demonstrates CDTA is an employer of choice 
in the Capital Region. 

• Invest in human resources through training programs designed to enhance 
skill sets throughout the organization.   

 
Key Organizational Measurements 
The measure of relevance and value of public transportation in any region is ridership. 
And ridership is influenced by convenience, on-time performance and comparative 
travel value. CDTA will benchmark and measure success using the following primary indexes.   

Cost Efficiency 
 

• Cost per Revenue Hour 
• Cost per Revenue Mile 

Cost Effectiveness • Farebox Recovery 
• Subsidy per Passenger 

Service Consumption 
• Ridership per Revenue Hour 
• Ridership per Revenue Mile 

 
 
 
 
 

Increase 
Employee  

Commitment 
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Compensation Structures 

Introduction 

 
Compensation represents the most important element in the employment 
relationship. It is of equal interest to CDTA, our employees and our funding 
agencies, because:  

• It represents a significant part of the agency’s costs, is increasingly 
important to employee performance and to competitiveness, and it affects 
CDTA’s ability to recruit and retain a labor force of quality personnel.  

• It is fundamental to the employee’s standard of living and is a measure of 
the value of his/her service or performance.  

• It represents a fiscally responsible investment for our regional mass 
transportation funding partners. 

The organization faces a two-fold problem in terms of compensation systems. 
The first is the recruitment and retention of reliable bus operators and technicians 
during a time of low unemployment and high regional demand. The second is an 
inability to provide a broad based compensation system attached to the overall 
performance of the organization. CDTA currently pays workers not for output 
produced, nor even for labor input provided, but simply for time spent on the job. 
The only incentive to perform is personal pride or the avoidance of discipline.           

Internally, the most pressing challenge for CDTA has been abnormally scheduled 
bus operator positions. Until recently, CDTA was unable to meet the demand for 
operators because of turnover, recruitment challenges and labor market pay. As a 
result, the amount of overtime necessary to accomplish scheduled work was 
excessive, thus adding to an already demanding workweek. All of these factors 
contribute to the difficulty in recruiting and retaining employees. The following 
cycle illustrates the difficulty of working and managing at CDTA.  

Section 

2 
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Difficult Work Schedules 
& Conditions + 

Inadequate Compensation 
Systems = 

Employee Turnover 

Employee Turnover 
+ 

Recruitment & Retention 
Challenges = 

Staffing Shortages 

Staffing Shortages + Scheduling Commitments = Overtime & Trip Cuts 
Overtime & Trip Cuts 

+ 
Employee Burnout & 

Customer Dissatisfaction = 
Excessive Absenteeism 
& Employee Turnover

 
These challenges have led to a number of initiatives that were addressed during 
contract negotiations to provide incentives for our unionized workforce. The 
following are examples of the new contract language:  

• Attendance bonus program accessible in all labor agreements that provides 
quarterly and annual compensation bonuses of up to $1,600. 

• Modified progression tables for operators, eliminating the first two steps 
in progression and allowing employees to skip steps based on 
performance. This accelerated progression system enables employees who 
exhibit positive performance to reach full pay rate in 18 months.   

• Eliminate progression rate for operators in the Flexible Services Division 
and provide opportunities for additional compensation based on 
performance. 

• Establish premium pay for mechanics and forepersons who obtain and 
maintain prescribed Automotive Service Excellence (ASE) Certifications. 

Administered appropriately, these initiatives will address the structural issues 
facing CDTA in terms of recruitment and retention of our unionized-hourly 
workforce. But in some ways, these arrangements have aggravated the wage 
compression of non-represented staff. Today, hourly employees are often paid 
more than their respective managers. This is mainly due to the fact that Authority 
staff members are salaried and not eligible for overtime pay. Furthermore, 
professional staff members often work beyond their regular workday, and 
sometimes weekends, with no compensatory time off.  

Strategic Questions 
Because it was determined that the current compensation and classification system 
was not appropriate to take CDTA through the next decade and beyond, the 
following strategic questions were asked: 

1. What compensation strategies will support the mission and goals of 
CDTA? 
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2. How competitive are the employee salaries compared to appropriate job 
markets? 

3. Are jobs classified appropriately and ranked according to job content? 

4. Are jobs documented in compliance with the Americans with Disabilities 
Act (ADA), Equal Employment Opportunity (EEO) and other applicable 
laws? 

In addition, senior executives will be responsible for developing compensation 
systems that provide fiscally responsible avenues for individual and group 
compensation increases attached to organizational performance based upon the 
following objectives:  

• Consistent with organizational structure 

• Complementary to the management style and objectives 

• Internally and externally equitable 

• Easily understood 

• Flexible to meet the changing needs of CDTA 

• Financially sustainable 

• Effectively and efficiently administered 

Compensation Study 

To assist CDTA in answering the aforementioned strategic questions and 
achieving key objectives, a compensation study was commissioned to provide:  
 

• An analysis of all job classifications with an updated classification system 
• A point factor job evaluation system to assure internal equity 
• A customized salary and benefits survey  
• A market-based pay structure 
• Guidelines and formal recommendations for implementation 

 
In addition to providing internally equitable and externally competitive market 
based pay structures, the CDTA executive staff will recommend cost-neutral, 
performance-based structures to recognize and reward employees for exceeding 
annual performance targets. The elements of this comprehensive compensation 
program were developed according to the following schedule: 
 

Item Committee Timeline 
Revised Salary Structure Planning October 2007 
Compensation Policy POSR November 2007 
Performance Appraisal Guidelines POSR January 2008 
Performance Improvement Plan POSR January 2008 
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Performance Based Compensation 

CDTA is committed to a partnership with employees at all levels to support their 
career success. Career development at CDTA is based on an ongoing performance 
review process that allows managers and employees to regularly discuss career 
development issues and goals. 
 
A competency-based assessment process called the Performance Appraisal System 
will guide performance evaluation across CDTA. This is a process for managing 
individual performance and, consequently, the performance of the organization. 
The process is structured to help employees and managers set goals, quantify 
achievements, skills and professional behaviors exhibited throughout the year and 
to identify activities and competency areas for the coming year. 
 
The appraisal system involves three main processes–setting objectives, performing 
and developing, feedback and evaluation:  
 
The appraisal cycle begins with the employee and his or her manager agreeing on a 
set of objectives for the year. Objectives are based on contribution to the team 
and the development of individual knowledge and skills. These targets serve as a 
benchmark for the year-end performance evaluation. They are linked to 
compensation and promotion decisions, as well as development planning. 
 
All employees use their knowledge, skills and personal qualities to achieve the 
objectives set. In addition, the employees’ development at CDTA is an ongoing, 
structured process that facilitates learning (i.e. acquiring and applying new 
competencies). It helps maintain and enhance performance by leveraging an 
employee’s individual competencies. 
 
Development planning allows employees to be responsible for their career 
development and focus on professional and personal goals that will improve their 
performance and job satisfaction. During the planning process, employees and 
their managers identify development areas, formulate goals, and craft plans to 
reach those goals.  
 
 
Each employee’s performance is assessed near the end of the fiscal year through a 
formal process of articulating and evaluating actual performance against 
expectations for professional accomplishment and personal growth. In addition, 
less formal meetings are held throughout the year to discuss progress or problem 
areas that need more immediate attention.  
  
Performance is measured against standards that have been developed to highlight 
skills and behaviors that are important to CDTA and the achievement of its 
mission. Past performance is discussed by employees and their managers to 
identify strengths and development needs. 

Setting Objectives 

Performing & 
Developing 

Feedback & 
Evaluation 
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The appraisal process ensures that each employee’s contribution to CDTA 
performance will be noticed and rewarded. We consider these individual 
contributions an integral part of our success.  

Cost Neutral Gainsharing Program   

This program recognizes that incentives are the cornerstone of high performance 
organizations. CDTA’s mission is to transport people safely and reliably at a 
reasonable cost. Quite simply, good service can be categorized as follows:  
 

1. On-time 
2. Clean 
3. Safe 
4. Comfortable 

 
We quantify these service attributes by examining both effectiveness and 
efficiency. Cost efficiency can be thought of as a relationship between service 
production and service inputs. In basic terms, it is asking the question – “how 
much of an output does CDTA get in exchange for its input of resources?” (i.e. 
labor, equipment, fuel, etc.). The outputs can easily be converted into 
measurements of revenue miles or hours. In contrast, service effectiveness refers 
to the relationship between service outputs and service consumption. In basic 
terms, it is how much value the customer (and community) gets from the service 
CDTA provides. Measures of efficiency and effectiveness are important, because 
we cannot manage what isn’t measured. Therefore, CDTA establishes goals to: 
 

1. Create a meaningful incentive that ties farebox revenue to ridership.  
2. Protect agency and company costs for gross successes and/or failures. 
3. Maintain a fixed cost threshold that provides funding for this program. 
4. Develop a system of annual adjustments based upon changes in service or 

performance achievement. 
5. Translate the program to all employees in the organization, connecting 

individual performance to organizational goals and compensation.  
 
The program’s guiding principles allow it to be funded only when 
ridership/revenue increase or the manageable cost per mile of service declines 
below annual operating thresholds. There are no funding allocations associated 
with this program.  
 

1. Farebox revenues will be historically baselined for each year of the 
program, developed upon the total amount of all types of revenue 
collected for the previous 12 months.  

2. The baseline amount will be deducted from the cost of service on a unit 
basis to determine the net cost of service in hours or miles. 
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3. In this equation, fare revenue becomes a primary component of the 
incentive program.  

4. Performance targets would include, mean distance between mechanical 
failure (MDBMF), preventable accident rates per 100,000 miles, trips lost, 
and/or customer complaints per 100,000 miles. Each effectiveness 
measure would be weighted accordingly. Accomplishment of this 
component would encompass 60% of the overall incentive.  
 
Examples:  
 

• Schedule and perform vehicle maintenance to exceed a system-
wide average of 5,000 miles between every road failure. 

• Organization must exceed the standard of no more than x 
preventable accidents per 100,000 revenue miles. 

• The organization must exceed the standard of no more than .3% 
missed service trips in any given month or annually.   

 
At the end of each fiscal year, the Executive Team reviews actual performance 
against the fare revenue and performance targets and operating threshold ratios to 
determine if achievement of net savings occurred. If operating efficiency and 
effectiveness have met prescribed targets, the net savings would be shared 
between the employees and CDTA on a 50/50 basis.   
 
Discussion:  
Increased fare revenues can be attributed to several reasons: 
 

1. For operators, keeping the bus on time ensures a service that passengers 
can rely on. Operators also can ensure that passengers pay the required 
fare. Fare evasion is a known problem and having diligent operators can 
help to reduce fraud and increase revenues. 

2. For mechanics, ensuring that buses are maintained and repaired properly 
contributes to reliable service. Proper daily cleaning makes the bus 
appealing to passengers and contributes to a positive image for CDTA. 

 
All of these things contribute to making the passengers feel better about using 
service regularly and recommending it to their friends and colleagues. Because 
front line employees have such a great impact on the service, and consequently on 
ridership and fare revenues, CDTA will provide a revenue-neutral compensation 
award program that is clearly communicated to all employees via 
monthly/quarterly updates.  
 
If employees share the rewards of reduced cost and improved service, our 
workforce will be more diligent in providing safe, clean, on time and friendly 
service. The understanding that employees can impact their earnings by working 
more effectively will create entrepreneurship within the ranks.  
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The Gainsharing Program will be structured using the following principles as 
guides:   
  

1. Purpose: The purpose of the gainsharing plan is to develop opportunities 
for employees to participate in moving CDTA toward enhanced 
operations and better customer service through pride, cooperation and 
commitment. The plan will provide rewards aligned with employee 
contributions to reduce costs, while improving quality and service.  

 
2. Administration: In administering the plan, it is important to understand 

that gainsharing is a tool to assist management in the achievement of 
CDTA’s goals and objectives. The plan should be administered in a 
manner aimed at achieving its purposes. It is also important to recognize 
that the plan is one part of a larger, integrated compensation program.  

 
The plan is subject to approval by the Board of Directors. The Board will 
rely on counsel and the assistance of the Executive Team in carrying out 
the plan. The plan shall be administered by the Director of Human 
Resources who, with the approval of the Executive Director, will interpret 
the plan, prescribe, amend, and rescind rules and regulations necessary for 
administration of the plan.   
 
For decisions affecting the creation or amendment of the plan, the 
Executive Team will consist of the Executive Director, Deputy Executive 
Director of Operations, Deputy Executive Director of Business 
Development, Chief Information Officer, the Deputy Executive Director 
of Administration and Finance and the Director of Human Resources.    
 

3. Eligibility: Eligibility to participate in the plan includes all regular 
employees who, upon employment, are not subject to final written notice 
of termination and who have worked a minimum of six months during the 
fiscal year. Employees must be employed through the date that award 
checks are prepared to be eligible for a plan award. Employees who 
terminate or are terminated before the distribution date of award checks 
are ineligible.  
 
Employees who have received an overall performance rating in the lowest 
rating (Unsatisfactory/Below Expectations) on the latest performance 
appraisal prior to the award date are ineligible. Employees who are on a 
formal improvement plan on the award distribution date are ineligible. 
   

4. Participation: After six months of employment, employees are eligible to 
participate in the plan. Prior to the conclusion of each fiscal year, or as 
soon as practical thereafter, management will determine the employees 
eligible to participate in the Plan (Participants). Designation as a 
Participant for any particular year shall not entitle an individual to 
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participate or entitle him/her to share in awards with respect to any other 
year.  
 
All regular employees who have worked at least six months but less than a 
full year participate in the Plan on a pro-rata basis reflecting the number of 
hours paid during the fiscal year.  
 

5. Target Total Operating Expense Threshold: The Executive Director 
and the Executive Team shall establish a Target Total Operating Expense 
Threshold prior to the beginning of the fiscal year that shall be based on 
CDTA’s attainment of specified levels of financial performance. 
Notwithstanding any other provision of the Plan, no award shall be paid 
to any participant if at the close of the fiscal year, the Target Total 
Operating Expense Threshold is not satisfied. The Target Total Operating 
Expense Threshold should be challenging, yet realistic, with the odds of 
achievement equaling 50%. This probability of achievement is challenging, 
but attainable, and will serve as the basis for Participant motivation.  

 
In setting the Target Total Operating Expense Threshold, the Executive 
Director and Executive Team should consider the following: 
 

• Past performance of the organization; 
• Performance of peer groups; and 
• Estimated future operating performance.  

 
The Target Total Operating Expense Threshold levels must be approved 
by the Board of Directors prior to enactment.  
 

6. Plan Funding:  The Plan Fund is generated by savings below the Target 
Total Operating Expense Threshold. Plan fund distribution coincides with 
the fiscal year, with the funding level modified based on specific measures 
focused on mission achievement, cost, quality and service objectives. No 
funds need be set aside or reserved for payment of any Participant under 
the Plan, and any obligation by CDTA to a Participant under the Plan shall 
be paid from the cost savings generated by the Plan.  
 

7. Plan Modifiers: Prior to the beginning of each fiscal year, or as soon 
thereafter as practical, Plan Modifiers shall be established for the 
organization. Plan Modifiers may include qualitative and quantitative 
measures of performance, such as mission effectiveness, ridership, and 
customer satisfaction. These modifiers allow CDTA to customize the plan 
to fit its individual business imperatives as they change from year to year. 

 
Coincident with the establishment of Plan Modifiers, a percentage 
weighting shall be established for each objective based upon an appraisal 
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of the relative impact on the organization and upon the desire to 
emphasize particular objectives within each modifier area.  
  

8. Determination of Awards Earned: As soon as practical after the end of 
the fiscal year, the Executive Director shall determine the degree of 
attainment of both the Target Total Operating Expense Threshold and 
Plan Modifiers. 

 
The fund is shared on a 50% CDTA, 50% employee basis, provided that 
total operating expense declines below the defined Target Total Operating 
Expense Threshold. Employee share is distributed 40% guaranteed, on an 
equal share basis, with the remaining 60% subject to Plan Modifier 
achievement. 
  

9. Payment of Awards: Distribution of the final fund balance will be made 
in lump sum amounts based on the achieved level of expense reduction. 
Awards will be paid to Participants as soon as practical following approval 
by the Executive Director. 

  
10. Separation from Employment: If a Participant ceases to be employed by 

the organization at any time prior to the payment award date for any 
reason, the Participant’s award shall be forfeited. In the event of 
termination of employment, the Participant’s award shall be forfeited.  

 
11. Not Exclusive Method of Incentive Compensation: The Plan shall not 

be deemed an exclusive method of providing incentive compensation for 
employees of CDTA, nor shall it preclude CDTA and the Board from 
authorizing or approving other forms of incentive compensation. 

 
12. No Right to Continued Participation: Participation in the Plan by an 

employee in any fiscal year shall not be held or construed to confer upon 
the employee the right to participate in the Plan in subsequent fiscal years.  

 
13. No Right to Continued Employment: Neither the establishment of the 

Plan, the participation by an employee in the Plan, nor the payment of any 
Award hereunder, or any other action pursuant to the Plan shall be held or 
construed to confer upon any Participant the right to continue in the 
employ of CDTA and affect any right which CDTA may have to 
terminate at will the employment of any such Participant. 
 

14. Relationship to Other Plans: Participation and payments under the Plan 
shall not affect or be affected by participation or payment under any other 
plan of CDTA, except as otherwise specifically stated.  

  
15. Non-transferability of Awards: Except as otherwise provided by the 

Plan, no amount payable at any time under the Plan shall be subject to 
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alienation by anticipation, sale, transfer, assignment, bankruptcy, pledge, 
attachment, charge, or encumbrance of any kind, nor in any manner be 
subject to the debts or liabilities of any person, and any attempt to so 
alienate or subject any such amount shall be void.  

 
16. Right to Payment: Notwithstanding anything in the Plan to the contrary, 

payment of awards under the Plan shall be at the sole discretion of CDTA, 
and no Participant shall be entitled to any payment pursuant to the Plan.  

 
17. Amendment of the Plan: The Executive Director or the Board may 

amend or terminate this Plan at any time. No amendment or termination 
shall affect the right of a Participant to payment of any amounts, which 
have been determined prior to such amendment or termination, but the 
Executive Director may amend or terminate the rights of any Participant 
under the Plan at any time prior to the calculation of the award to be paid 
for the fiscal year.  

 
18. Effective Date: The Plan shall be effective upon Board approval and is 

subject to approval each fiscal year.  

Proposed Annual Schedule 
The gainsharing development and approval process will be recommended and 
approved annually according to the following proposed schedule:  
 

Month Description Responsibility 
February Key performance targets set 

and approved 
Performance Oversight & 
Stakeholder Relations Committee 

March Target Operating Expense 
Threshold Developed 

Senior Executive Staff with Board 
Approval 

April Gainsharing Program and 
Measurements Approved 

Performance Oversight & 
Stakeholder Relations Committee 
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Workforce Development  
Introduction 

CDTA is facing an unprecedented challenge in finding the workforce skills 
required with rapid industry growth, increasing retirements of skilled workers, and 
pervasive technological change.  A Workforce Development Program creates 
standards and systems for internships, apprenticeships, training, and certifications. 
This proactive, long-term strategy is designed to raise skill levels, increase 
effectiveness of our investment in human resources, and prepare current and 
future employees to lead the organization in coming years. 

Purpose and Benefits 

The purpose of the Workforce Development Program is to have timely availability 
of experienced employees with diverse skill sets to fill leadership positions as they 
become available.  The program is designed to: 
 

• Train and develop candidates for leadership roles in advance of need and/or 
critical vacancies; 

• Allow CDTA to participate in the development of diversified administrative, 
technical, and professional employees; 

• Achieve improved workforce capabilities and overall performance; 
• Increase commitment and retention of management positions;  
• Focus on leadership continuity and improved knowledge sharing; and 
• Focus on job progression and job expansion to guide organizational growth 

and improved management effectiveness. 
 
The benefits of the Workforce Development Program include: 
 

• Increased employee commitment and retention; 
• Improved support to employees throughout their employment;  
• Effective monitoring and tracking of employee performance, proficiencies, 

and skill gaps; and 
• Increased efficiency in specific roles and use of resources with cross training.   

Section 

3 
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learn

Program Description 

The Workforce Development Program will include 
three focus areas: Professional, Administrative, and 
Technical.  Interested employees will be encouraged 
to obtain education and training through “ilearn 
university” and other resources.  The goal is to 
develop skills, competencies and characteristics 
needed to function in leadership positions within 
CDTA. This will be accomplished through applying 
for and acceptance into either the Leadership 
Internship or Apprenticeship Program which 
consist of various aspects including: 
 

• Assessing current competencies and creating a development plan with the 
Manager of Training & Staff Development or the Manager of Technical 
Training & Support.  This could include several one-on-one coaching sessions 
with a future goal of implementing 360-degree evaluations for further insight.   

 

• Working with an assigned mentor who will partner with the Manager of 
Training & Staff Development or the Manager of Technical Training & 
Support to monitor the Leadership Internship or Apprenticeship and 
corresponding development plan. 

 

• Attending training programs to improve skills in the employee’s current area 
of responsibility, as well as to develop needed competencies.  A combination 
of internal programs and external training will be considered.  Attendance at 
vendor training will require a written summary that discusses the highlights of 
the program with a strategy to implement ideas learned. 

 

• Assigned reading as outlined by the development plan and a written summary 
that discusses the highlights of each reading with a strategy to implement ideas 
learned. 

 

• Assumption of additional responsibilities to broaden the employee’s 
understanding of organizational operations and goals.  Technical track 
candidates will participate in a formal apprentice program. 

 

• Obtaining college education at the associates, bachelors, or masters level as 
required by the position of interest.  The CDTA’s tuition reimbursement 
program will help supplement the cost of education for CDTA Staff.   

 
Participation in the Internship or Apprenticeship does not guarantee a promotion 
but does put the individual in a more competitive place when positions open.  
Successful performance in developing knowledge, skills, personal attributes, and 
competencies are key factors in determining suitability for promotion or transfer. 
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Career ladders are traditionally designed for 
vertical progression.  In the CDTA Workforce 
Development Program, opportunities are also 
available horizontally throughout the Professional, 
Administrative, and Technical Tracks.   
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Technician Career Ladder  

Master Technician

Advanced HVAC (7) Advanced Electrical Systems (7)

ADA Systems Training (5)Windows Based Diagnostics (3)

Powertrain Diagnostics (3)

Technician Apprentice

Engine Tune Up (5) HVAC Repair & Diagnostics (5)

Master Technician
After completion of the progression criteria employees  agree
to attend a five-week Master Technician training program.
After completion of training and 90 days practical experience,
employee will be scheduled for a performance test at the
Technical Training Center. After successful completion of
written and performance testing, employee will be promoted
into the next available vacancy.
Employee must maintain required certifications.

Successful completion of tests: T1, T2, T3, T4, T5, T6, T7, T8, M3D
and L2 Certifications. Successful completion of Apprentice

Performance Testing

Progression Criteria

Transmission Replacement (5)

Technician Apprentice
After completion of the progression criteria employees  agree
to attend a four-week training program.
A minimum of 6-months work experience must be accrued in
the Technician Apprentice position before progressing to
Master Technician.
Position available for 18 months maximum, senior to promote
to Master Technician or return to Repairperson.

Advance Air Systems (5)

Repairperson

Door Operation & Diagnostics (3) Intermediate Elec. Systems (5)

Deisel Engine Theory (3)Intermediate Pneumatics (6)
Successful completion of tests T1, T2, T3, T4, T5, T6, and T8.

Successful completion of Repairperson Apprentice Tests.

Progression Criteria

Repairperson
Repairperson shall have at least 2 years (or have graduated
with 3.0 or better) proven automotive/diesel technical training
attendance (high school or trade school)  and or 5 years
experience in the field of related automotive/Diesel Repair.
Must hold the following current  ASE Certifications: T2, T3, T4,
T5, and T8.
After completion of five-week training program and 60-days
practical experience employee will be scheduled for a
performance test at the Technical Training Center.

Brake Reline & Testing (5)Basic HVAC Maintenance (3)

Service Person

Shop Safety (3)

Introduction to Mechanics (5)Basic Preventive Maintenance (7)

Cleaner

Service Lane & Cleaning (7)

Successful completion of T2, T3, T4,
and T5 ASE Certifications. Eligibility

subject to a 12-month attendance and
performance review.

Progression Criteria

Repairperson Apprentice
Successful completion of twelve months at Service Person
Position.
No Attendance or Performance related discipline in previous
(12) twelve months.
This position will be held for a maximum of twenty-four months
after which employees will either promote to repairperson or
move into a Service Person Position

Gasoline Engines
Diesel Engines
Drive Train
Brakes
Suspension and Steering
Electrical/Electronic System
Heating, Ventilation, and Air Conditioning
Preventive Maintenance Inspection
Assembly Specialist Diesel
Vehicle Electronic Diesel Engine Diagnosis

Test
T1
T2
T3
T4
T5
T6
T7
T8

M3D
L2

No level or classification should be omitted or skipped.
Employees failing to recertify for a required ASE test will be reduced one
position for every twelve-months of non-certification.
After completing the said level of training and not before a 90-day period
has elapsed, the employee will be scheduled for a performance test. The
performance test will be conducted by the Training Center Staff at the
Training Center. Upon successful completion of the performance test the
employee will be promoted,
 provided there is a vacancy available.
Employee's failing to pass the performance test will be returned to work at
their existing classification and may re-test for promotion after 6-months.
ASE testing will be reimbursed upon receipt of a passing grade. (one time
per test, per employee - per year)

Additonal Notes
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As an example of how the CDTA Workforce 
Development Plan works horizontally, Dave Palmer 
started on the Technical Track and progressed to the 
Professional Track as he learned and developed new 
competencies through experience and training. 
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Implementation Plan 

 
The Workforce Development Program will require management to provide 
employees ongoing advice and guidance on what knowledge and abilities are 
needed to be successful in the next career path step. Employees who are interested 
in professional advancement must be proactive to be considered as potential 
candidates for promotion.  These employees are expected to have the potential to 
increase his/her understanding and capacity to manage technical aspects of the 
operation and the skills and competencies to lead employees within the 
organization.  These employees must commit to continuous learning and 
demonstrate the ability to work with others, build consensus, and gain results.   
 
The Workforce Development Program will: 
 

• Identify critical leadership positions; 
• Identify the job responsibilities and qualifications of each leadership 

position within CDTA; and 
• Encourage employees to take initiative on developing the qualifications 

needed for advancement. 

Critical Components of the Program 

In order to improve themselves and the potential for advancement, employees 
must be committed to continued growth and professional development, while 
welcoming ongoing constructive feedback on performance. Other critical 
components of the Workforce Development Program include the following: 
 

• Strategic Planning – insures that the development of a Workforce 
Development Program will have specific purpose, goals and objectives; 

• Identification of Management Positions - refines the selection pool for 
management positions determined to be critical;   

• Require Relevant Skills, Knowledge and Abilities - relies on employee 
commitment for successful development of competencies, skills, abilities, 
and personal characteristics necessary to be an effective leader; and 

• Linking Success to Essential Qualifications and Constructive Feedback - 
includes evaluation of job performance by direct and indirect supervisors 
and assessment of training, educational and personal skill development.  

Competencies and Characteristics 

With the assistance of management staff, core competencies and characteristics will be 
developed for each leadership position within CDTA.  The inclusion of core 
competencies into the performance evaluation process will help determine those areas 
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where employees need to focus their training and professional development. Core 
competencies and characteristics include six basic elements: 
 

• Professional Integrity - a level of business integrity commensurate with the 
ability to interact, process, and achieve positive results consistent with the 
vision, mission and goals of CDTA; 

• Leadership - the ability to achieve organizational goals and objectives by 
guiding, directing and managing the efforts of others; 

• Decision Making and Problem Solving - identifying symptoms of 
problems, analyzing causes and implementing solutions that are based 
upon evaluation options; 

• Effective Communication Skills - the ability to establish shared 
comprehension of information; 

• Knowledge of CDTA - broad work experience that results in 
understanding the functions of an integrated system aligned with its vision 
and mission; and, 

• High Job Performance - achieving organizational goals, objectives, projects 
and tasks through the efficient and effective use of available resources.   

Conclusion 

This Workforce Development Program will take training and development efforts 
at CDTA to the next level.  The success of this program will be measured in many 
ways: proactive employee development, improved performance, commitment to 
goal achievement, enhanced relationships between workgroups and increased 
employee retention.  It is important to understand that commitment to the 
program by the Executives, Directors and Managers is key to the success of the 
initiative.  This program is designed to offer career advancement opportunities to 
those employees interested in developing their skills, while preparing future leaders 
to contribute in the vision and mission of CDTA. 
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Financial Planning 

Introduction 

 
 
The development of the budget is a complex 
managerial process with both financial and 
technical dimensions. The identification and 
involvement of stakeholders in the planning and 
budgeting process is key to success. The end 
product is a Board-adopted budget that meets 
broad policy goals and acknowledges fiscal 
realities. 
 
The context of CDTA’s budget making is based 
in the enabling legislation that created the CDTA.  
Funds for operating and capital expenditures 
come from four basic categories: 
 
 

 
1. Federal Sources – primarily capital and preventive maintenance 
2. State Sources – operating assistance, match to federal capital, special projects 
3. Local Government Sources – statutory contributions, mortgage recording tax, 

funds directed through the Capital District Transportation Committee. 
4. CDTA Sources – passenger fares, advertising, contracts, tenant leasing, 

parking charges 
 
The different pathways and requirements of these fund sources set the stage for 
the capital and budget planning process.  The CDTA Board of Directors has a 
lead role in the process, beginning with establishing policy priorities and ending 
with the adoption of the budget and its submission to our legislative delegation. 
 

Section 

4 

In brief:  
 
 Annual process  
 Fiscal year is April 1 –

March 31  
 Clear mission support  
 Stakeholder input is

important  
 Technical basis is used 
 Public viewing  
 Adopted by the CDTA

Board  
 Monitored monthly  
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Definitions  – For this document, the following definitions of capital and operations apply: 
 
Capital – The capital budget presents the revenues and expenditures associated 
with capital development and acquisition. It includes funds for vehicles, 
construction, administrative and maintenance equipment and off-site 
improvements. These items are distinguished from operating due to their value 
(greater than $5,000) and potential useful life (longer than one year).  Projects are 
further categorized between routine replacements, system improvements, or those 
necessary to maintain a state of good repair. 
 
Operations – The operations budget presents revenues and expenditures 
associated with the day-to-day business of operating the transit system, rail 
stations, and transit facilities. By far, the single largest expense is labor and fringe 
benefits. This budget also includes materials and supplies, fuel and insurance.  

Capital Budget Process 

Initiation &
Assessment Call for Projects Project Evaluation

Project
Proposals

Policies,
Goals,

Projections

Reconciliation of
Expenses and

Revenues
Public Review

Preliminary
Budget

Budget
Adoption

Monitoring and
Adjustments

 
 
The Capital Budget comprises the following categories:  
 
Normal Replacement – Replacement of an asset that has reached the end of its 
useful life. The useful life of some assets are clearly defined by the Federal Transit 
Administration (FTA), while others are defined by staff who gauge each asset’s 
continued effectiveness according to Generally Accepted Accounting Principles 
(GAAP). 
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State of Good Repair  – Work required to an existing asset to keep it functional, 
efficient and professional looking.  
 
System Improvement – Investments designed to improve the system for 
customers and employees. This includes capital required for service and system 
growth. 
 
First Step – Initiation and Assessment:  Budget planning begins in October 
with a strategic planning team composed of upper management with staff support.  
This team provides oversight on the budget process, and reviews and recommends 
changes in the financial, capital and service plans. Policies, goals, assumptions, and 
capital and expense projections are coordinated with the capital program budget 
development.  An important part of this first step is an assessment of the budget 
and schedule for existing operating and capital programs.   
 
Second Step – Call for Projects: In the fall, there is a call for capital projects 
from all departments and project managers.  The capital portion of the budget 
recognizes and responds to capital funding cycles and requirements of the major 
sources of capital funding: The Federal Transit Administration (FTA), the New 
York State Department of Transportation (NYSDOT), the Capital District 
Transportation Committee (CDTC), and CDTA’s internal capital fund. This step 
is critical because capital projects typically require significant investment and lead 
time and have the potential to require on-going commitments of operating funds. 
The planning horizon for capital project planning and budgeting, particularly for 
federal fund sources is five years. As a matter of policy, CDTA phases major 
capital projects, so that scoping and design provide reliable construction cost 
estimates prior to the budget year where commitment of construction funds is 
required. 
 
Department managers identify projects in order to accomplish an agency goal.   
The criteria used in evaluating capital projects for inclusion in the budget reflect 
agency goals:  
 
• Increase in ridership – the project will result in more riders on the system.  
 
• Ensure fiscal responsibility – the project will improve or adhere to financial 

policies and provides the best return for each dollar spent.  
 
• Support and partner with our community – the project provides greater 

economies or encourages growth in corridors served through leveraged 
funding. 

 
• Improve customer satisfaction and system quality – the project will improve 

customer satisfaction or is in response to customer needs.  
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• Maintains a dedicated and professional workforce – the project will support a 
positive work environment that promotes learning and collaboration. 

 
• Safety and security – the project will improve the safety or security of the 

system for customers or employees.  
 
Third Step – Evaluation:  The capital project committee prioritizes each capital 
project based on how well it satisfies the criteria shown in Step 2.  An important 
part of the review is involvement and feedback from project managers, 
information regarding fund source eligibility, or considerations regarding required 
match, the status of project implementation, and workload compared to available 
staffing.  The focus for the budget cycle is on what CDTA plans to accomplish in 
the coming year.  Capital projects are evaluated based on how well they satisfy the 
criteria and are ranked accordingly, with safety always the highest priority. They 
are prioritized and recommended to Executive Staff for approval.  Prioritization 
may result in some projects being included in a category for which discretionary 
funding will be sought, or scheduled for implementation later in the five-year 
program. For the capital program, only projects in the upcoming fiscal year are 
considered firm commitments, with subsequent years subject to review and 
confirmation annually. 
 
Fourth Step – Preliminary Budget: The management team is now equipped 
with the information needed to develop the capital program. The Finance and 
Business Development Departments provide information on expected capital 
funding for the upcoming year from all sources, using information from funding 
partners. The Finance Department compiles the requests and assembles analysis 
information into a preliminary capital program.  
 
Fifth Step – Reconciliation of Expenses and Revenue; Board Review: The 
Executive Staff reviews the preliminary capital program. Meetings are held with 
project managers as necessary. Changes are made and a final preliminary capital 
program submitted to the CDTA Board for evaluation and comment.  
 
Sixth Step – Public Release and Review:  The capital program is included in 
the recommended agency budget that is released for public review in January. This 
includes a mailing to interested parties, posting on www.cdta.org and making the 
document available in public places (usually libraries). Comments are catalogued 
and reviewed by the CDTA Board in February. If necessary, adjustments are made 
and the capital program is submitted to the CDTA Board for adoption in March.  
 
Seventh Step – Adoption: The Board of Directors adopts the capital program as 
part of the agency budget adoption in March.  
 
Eighth Step – Monitoring and Adjustments: Implementation is followed by 
monthly reports and monitoring. Revisions are made as required. These provide 
the basis for status reports that initiate the budget process for the following year.  
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Operations Budget Process 

Initiation &
Assessment

Anticipated
Operating
Revenues

Projected
Operating
Expenses

Policies and
Goals

Reconciliation of
Expenses and

Revenues

Public Review

Preliminary
Budget

Budget
Adoption

Monitoring and
Adjustments

Federal and State
Assistance

Local (includes
Mortgage Tax)

Fares, Contracts, &
Facility-related Income

Labor

Fuel

Other
Expenses

 
 
The development of the CDTA operations budget parallels that of the capital 
program. Overall CDTA policies and goals feed into the initiation of the annual 
process.  Anticipated Revenues fall into five general categories: 
 
 Federal Sources – Federal formula funds (from Section 5307 of the Federal 

Transit Administration legislation) are used for preventive maintenance of the 
CDTA system with FTA approval.  CDTA also receives federal assistance 
though the Jobs Access Reverse Commute (JARC), and Congestion Mitigation 
Air Quality (CMAQ) and like programs to support mobility management 
efforts. Discretionary funding is also available at the federal level and must be 
applied for on an annual basis.   

 State Sources – New York State provides funding for transit operations 
through the State Transit Operating Assistance (STOA) Program.  Funding 
levels are set by the Governor and the Legislature as part of the state budget 
process. State Dedicated Funds are also available on a discretionary basis.  

 Local Sources – CDTA’s enabling legislation stipulates County contributions 
to the operations of the CDTA.  One fourth of one percent of mortgage tax 
receipts in each county is also directed to CDTA. 

 Fares and Other Revenue – Passenger fares, both in the fare box and 
through corporate sales, monthly passes and contracts with universities 
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provide a portion of the operating budget. Rensselaer and Schenectady 
Counties contract with CDTA’s Access Transit subsidiary to broker Medicaid 
transportation, covering the operating expenses of this service. Also in this 
category are advertising revenue and interest income on investments. 

 Facilities – CDTA’s rail facilities generate income from parking charges, 
tenant leases and advertising. 

Anticipated expenses fall into several categories, with labor and related items 
accounting for the majority of all expenses (and assets). 
 
Labor – Bus Operators – A zero-based budget model is used for labor 
projections.   The estimate of operating staff is based on a service plan for the 
coming year.  Three components of the service plan impact budgeting of labor for 
the operating budget - platform hours, revenue hours and vehicle miles of service.  
 
Platform hours include all hours required to operate bus service. Platform time 
begins when an operator reports to a division or starts their day and includes 
inspecting the vehicle for service, bringing the bus to the beginning of a route, 
operating service and returning to the district or ending their day.  Revenue hours 
include hours of service that have the potential to generate ridership. Platform 
hours determine the number of operators required to operate service in a given 
year. The ratio of revenue hours to platform hours determines the efficiency of 
work schedules. Analysis of platform and revenue hours enables CDTA to budget 
appropriate head counts to operate service efficiently and cost-effectively.  
 
Labor – Maintenance – A zero-based budgeting model is used to determine 
maintenance labor requirements that are primarily driven by projected service 
miles. Other considerations are: fleet condition and age, vehicle amenities, and the 
type of service that the vehicle typically operates. Urban services are weighted 
more heavily in maintenance cycles than longer distance commuter-type services. 
 
Labor – Administration – Administrative and support staffing budget requests 
are examined annually as part of the operating and capital budget process. 
Administrative costs are targeted at 15 to 20 percent of the total operating budget.   
 
Labor – Benefits – Workers compensation, health care premiums and other 
benefit projections are based on a combination of trend analysis, contractual or 
legal obligations, and direct labor benefit.  In general, for budget purposes, these 
benefits are added as a percentage of the total salaries projected. 
 
Fuel, Parts, Tires and Oil – The fuel budget projection is based on current year 
experience and known contractual factors. Fuel expenses are directly tied to the 
projected vehicle miles included in the service plan for the upcoming year.  Other 
considerations include the introduction of bio-fuels and hybrid electric vehicles. 
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projected vehicle miles included in the service plan for the upcoming year.  Other 
considerations include the introduction of bio-fuels and hybrid electric vehicles. 
 
Other Expenses – Materials, supplies and other expenses included in the CDTA 
budget are based on experience and contractual factors. Other considerations 
include special projects, training initiatives, or contracting for specific services. 
 

Annual Schedule 

Capital and Budget Planning is an annual process, focused on having a budget 
adopted prior to the beginning of CDTA’s fiscal year on April 1. Milestones are 
subject to change and are influenced by parallel budget processes at the State, 
Federal and regional levels. 
 

Month Capital Program Process 
Milestone 

Operating Budget Process Milestone

April  • Monitor current year budget 
• Close out prior year books and do 

any budget adjustments required 
May  • Monitor current year budget 
June  • Monitor current year budget  

• Submit prior year reports to NYS 
and FTA 

July  • Monitor current year budget 
 

August  • Monitor current year budget 
September • Assess status of 

existing year’s program 
• Monitor current year budget 

October • Initiate process – set 
goals 

• Initiate process – set goals  
• Monitor current year budget 
• Submit NTD Data 

November • Call for projects • Department budget submissions 
• Monitor current year budget 

December • Project evaluation • Revenue projections 
• Monitor current year budget 

January • Preliminary program • Reconciliation and preliminary 
budget 

• Monitor current year budget 
February • Public review • Public Review 

• Monitor current year budget 
March Capital program adopted • Operating Budget Adopted 

• Monitor current year budget 
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Fleet Planning 
Introduction 
The time to dispose of a vehicle is before the cost of owning and operating it is 
more expensive than owning and operating a new vehicle. Timely replacement is 
important for controlling vehicle availability, safety, reliability and efficiency. The 
often-reported economic theory of vehicle replacement holds that vehicles should 
be replaced when the sum of ownership and operating costs is at its lowest 
historical point. The chart below, which shows three cost curves, illustrates this 
concept. The capital cost curve shows the decreasing cost over time of a fleet asset 
as it ages and depreciates. The operating cost curve illustrates the increasing 
maintenance, repair and fuel costs for the same asset over its life cycle. The total 
cost curve combines the two. The optimal point at which to replace this asset 
from an economic perspective is when the total cost curve is at its lowest point on 
the Time/Usage axis—when the combined cost of owning and operating the unit 
is at a minimum, just before it begins to increase. 
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A bus, like any other piece of equipment, has a number of lives - a service life, a 
technological life, and an economic life. A service life is the length of time a piece 
of equipment can run if maintained properly. If cost of maintenance were not an 
issue this life could be extended infinitely. A technological life is the span of time 
that a vehicle can run cost-effectively as compared with modern technologies. A 
well-maintained older bus getting 2 miles per gallon running 100,000 miles per 
year is technologically obsolete when compared with a newer bus capable of more 
than doubling this fuel economy. Most importantly, there is the economic life, 
which considers total unit expense. This includes but is not limited to: 
 

• Depreciation 
• Operations 
• Maintenance 
• Downtime 
• Obsolescence 
• Cost of carrying parts 
 

CDTA has historically purchased buses in large quantities making average fleet 
age, command over maintenance budgets and training difficult to manage.  In 
addition, CDTA has a diverse bus fleet consisting of buses with different 
components, technologies and systems. Some models purchased in the same year 
have different components and maintenance systems. Having different vehicles to 
support various modes of operations is not unique to CDTA. However, buses 
should be purchased with similar systems and parts to facilitate efficient inventory 
management. Only strategic replacement of these buses over the course of time 
can correct this barrier to economically stable maintenance operations. 
 
Toward that end, the Board of Directors has provided clear direction for CDTA 
management to specify and procure fleets in a manner that evenly distributes 
capital and operating cash flows over time. As a result, CDTA has developed a 
strategic fleet replacement plan using long-term procurement contracts with 
recurrent (annual) replacement of bus and paratransit fleets.  

Fleet Planning 
A fleet replacement plan can project replacement dates and the cost for each 
vehicle in a fleet. Its purpose is to identify long-term spending needs and 
associated budgetary requirements. In most transit operations, vehicle replacement 
practices are dictated by availability of replacement funds rather than by objectives 
such as minimizing vehicle life-cycle costs. Consequently, the comparison of 
projected fleet replacement costs with historical replacement spending cycles 
provides a good indication of the adequacy of fleet replacement practices.   
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Even the best replacement plans will not succeed if appropriate funding to renew 
the fleet is not available. It is important to recognize that a dollar of fleet 
replacement funding deferred is not a dollar saved. Fleet assets wear out, and over 
time they become unreliable and more costly and difficult to operate. Decisions to 
defer replacement for a particular unit beyond its service life will impact the 
average maintenance and repair costs for those units. It will also affect the manner 
in which the unit is used due to its actual or perceived drop in reliability. 
Significant deferment also leads to an overall increase in the size of the fleet due to 
the need, real or not, to have spare vehicles available. The ultimate need to replace 
the unit in question is not eliminated; it is merely pushed to another year.  
 

Vehicle Overhaul 
Vehicle overhaul is the predetermined replacement of major components and sub-
systems based on in-depth inspection/analysis of historical data. There are some 
components that, regardless of how well they are maintained, will eventually fail. 
The key to an effective overhaul program is to analyze these components and 
replace them prior to failure; not too soon, and not too late. Overhaul is designed 
to supplement the preventive maintenance program so that a vehicle can operate 
its entire life cycle with acceptable performance and reliability. Without it, cost of 
maintenance, including downtime, will soar in the last years of the vehicle life. It is 
important to note vehicle overhaul in the context of fleet planning as it also 
requires a stable funding source to ensure sustained state of good repair on 
revenue fleets. 
 

Financing Alternatives 
Reserve fund and lease purchasing options allow an organization to spread the 
capital cost of each vehicle over its useful life. This makes fleet replacement 
funding smooth and predictable and reduces the likelihood that critical 
replacement purchases will be deferred and that a backlog of replacement 
spending needs will develop.  There are three financing alternatives available to 
organizations for funding replacement of fleet assets: cash, savings and debt 
(including leasing).  
 

Cash Financing:  
Advantage – Cash financing, or paying for fleet purchases from current income 
revenue, enables CDTA to avoid interest expense. 

Disadvantage – Cash financing does not work well in heavily subsidized industries 
because long-term funding needs do not always align with Federal and State 
budget cycles. In and of itself, cash financing leaves CDTA vulnerable to the 
peaks and valleys of annual revenues.  
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Savings, Cash Accrual: 
 
Advantage – Eliminates volatility and tends to encourage command over budgets 
and timely replacement cycles.   
 
Disadvantage – a challenge of managing a cash reserve fund is calculating 
expenditure rates so that the reserve fund balance does not get too big or too 
small. Ironically, reserve funds, even when obligated for future capital needs, are 
viewed as “extra cash” during tight budget times. Therefore, CDTA may 
unknowingly sacrifice discretionary subsidies by financing fleet purchases on a 
cash accrual basis. Additionally, this fund may be “raided” during lean years to 
meet unrelated spending requirements. 
 
Debt Financing: 
 
Advantage – Like reserve funds, lease purchasing makes replacement-funding 
requirements predictable by spreading the capital cost of each vehicle in the fleet 
over its useful life. This approach is attractive to government entities because it 
eliminates cash reserve balances, which are susceptible to raiding in an economic 
downturn, and because the switch from cash financing or savings to debt 
financing can produce large budget savings in the near term. Budget savings result 
from the fact that cash financing requires paying for vehicles before they are used, 
while lease purchasing permits an organization to pay for its vehicles or equipment 
while the assets are being used. 
Disadvantage - Debt financing, through instruments like bonds and leases, can 
eliminate volatility in funding requirements, but debt is expensive and can subject 
the organization to interest-rate risk. 

Current Operating Environment 
There are a variety of forces that will impact how we do business. External 
changes at federal and state agencies can have a significant impact on how our 
business is governed. Internally, concerns about cost of service, response time, 
equipment down time, and the shortage of technicians in the job market 
necessitates renewed attention and planning to address these challenges. The 
following is an examination of the major external and internal influences that 
impact how we procure vehicles: 

External Environment 
• Regulations surrounding diesel emissions will drive medium and heavy-

duty bus prices upward. 
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• Dependency on foreign oil and reformulation of ultra-clean diesel fuel will 
continue to drive fuel budgets higher. 

• Alternative Fuel Vehicles (AFVs) and hybrid electric vehicles will take on 
new importance and become more prominent in the fleet. 

• Rapidly changing technology in the automotive field will continue to 
require training for fleet maintenance technicians. 

• Shortage of technicians in the labor force will make employee retention a 
challenge for CDTA maintenance operations.  

 
 

Internal Environment 
• CDTA Maintenance Operations will continue to evolve and change in 

order to keep pace with the latest business environment and operator and 
customer expectations. 

• The size of the CDTA’s vehicle fleet is expected to grow and therefore 
staffing requirements will be analyzed and adjusted on an annual basis.  

• CDTA Maintenance Operations will continue to develop internal 
procedures via a process evaluation system and will be required to 
demonstrate and maintain an acceptable balance of overall value versus 
cost. This includes: 

o Automating preventative maintenance functions 
o Automating parts warranty tracking 
o Work process analysis to ensure that all maintenance practices are 

updated regularly 
o Utilizing industry labor/performance standards 

 
 

Current Cost of Bus Procurements 

• Standard low-floor bus - $330,000 
• Diesel Electric Hybrid low-floor bus - $500,000 
• Shuttle bus - $120,000 
• Paratransit vehicle - $70,000 

 
 

Determining Fleet Size 
 
Budgeting for Buses – The total number of buses needed for service in a given 
year is determined by the scheduling and operating units so that resources align 
with peak service commitments. To make this assessment, total route time is 
divided by the time between buses (headway); this equals the number of buses 
needed for service. For example, if a Route trip has a 65-minute travel schedule 
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and a 7-minute layover with 12-minute headways, 12 buses would be required for 
peak service.  
 
65+7 = 72 minutes 
72/12 = 6 buses 
For this service frequency 12 buses are required for service (6 each direction).  
 
Spare Ratios – CDTA operates with a spare ratio of 15 – 20% of the total peak 
requirement.   

 
Projected Fleet Plan (as of September 2007) 
 

 FY07 FY08 FY09 FY10 FY11 FY12 
Expansion Buses 6 6 6 6 6 6 

Replacement Buses 16 16 16 16 16 16 
Shuttle Buses 3 3 3 3 3 3 

Paratransit Buses 7 7 7 7 7 7 
Total Buses 32 32 32 32 32 32 

Vehicle Overhaul 17 17 17 17 17 17 
 Estimated Capital Costs 

(in millions)
10.0 10.3 10.7 11.0 11.4 11.7 

      *cost escalator of 3% annually  
 

Non-Revenue Fleets 
Non-revenue fleets are divided into three primary categories. Service support 
equipment (service trucks, dump trucks, salters), pool cars (available to all 
departments upon request/approval), and field operations/supervisor 
vehicles. In accordance with business plan objectives, the fleet is evaluated 
annually to determine utilization and replacement needs. In general, the criteria 
used to schedule non-revenue vehicles for replacement is as follows: 
 

Non-Revenue Replacement Guidelines 
 

Factor Points 

Age One point for each year of chronological age, based on in-service date.  

Miles/Hours One point for each 10,000 miles of use. 

Type of 
Service 

1, 3, or 5 points are assigned based on the type of service the vehicle 
receives. For instance, a service truck would be given a 5 because it is in 
severe duty service. In contrast, a pool car would be given a 1.  
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Reliability 

Points are assigned as 1, 3, or 5 depending on the frequency that a vehicle 
is in the shop for repair. A 5 would be assigned to a vehicle that is in the 
shop two or more times per month, while a 1 would be assigned to a 
vehicle in the shop once every three months or less.  

M&R Costs 

1 to 5 points are assigned based on total life M&R costs (not including 
repair of accident damage). A 5 is assigned to a vehicle with life M&R 
costs equal or greater to the vehicle’s original purchase price, while a 1 is 
given to a vehicle with life M&R costs equal to 20% or less of its original 
purchase cost.  

Condition 
This category takes into consideration body condition, rust, interior 
condition, accident history, anticipated repairs, etc. A scale of 1 to 5 
points is used with 5 being poor condition.  

Point Ranges  
Under 18 points Condition I Excellent  
18 to 22 points Condition II Good  
23 to 27 points Condition III Qualifies for replacement  
28 points and above Condition IV Needs immediate consideration  

 

Conclusion 
CDTA expects to derive a number of benefits from the strategic replacement of 
its revenue and non-revenue fleets, including:  

• Higher levels of safety and reliability in the fleet  
• Greater control of ongoing maintenance costs  
• Improved appearance and passenger amenities 
• Improved fuel economy  
• Improved emissions 
• Predictable capital and operating cash flows 
• Adequate capacity to meet anticipated demands 

This plan and the associated benefits will enable CDTA to address current and 
future service demands in a tactical and deliberate fashion. It is subject to change 
based upon the availability of financial resources and needs of the organization.   
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Stakeholder Relationship Strategy  
Introduction 
At CDTA, stakeholders are individuals or groups who could be impacted by our 
operations or who could, through their actions, affect our services. Because each 
stakeholder is important to CDTA, the process and effort required to develop 
positive and long-term relationships is continually assessed. Stakeholder 
engagement fosters productive dialogue and involvement in the decision-making 
process. CDTA’s stakeholder relations efforts also balance the need for 
engagement and transparency with legal obligations relating to confidentiality and 
security regulations. CDTA’s principles for developing stakeholder relations are: 
 

• Those affected by CDTA’s service have a right to be informed about our 
activities, participate in a transparent stakeholder engagement process and 
be involved in issues and opportunities that affect them. 

 
• Stakeholders will be provided with timely and accurate information about 

our business, and CDTA will take into account the needs and concerns of 
stakeholders when making decisions on the company’s behalf. 

 
• CDTA will actively seek stakeholder input and feedback on its business 

decisions and will respond to what we learn. 
 

• CDTA will encourage stakeholders to define the manner in which they 
wish to be consulted, and will strive to remain flexible and responsive to 
stakeholder preferences. 

 
• Those acting on behalf of CDTA must be willing to be influenced by 

stakeholders and, where appropriate, act on the input even if it means 
making changes to the company’s business plans. 

 
• CDTA respects the values and culture of each stakeholder. When 

disagreement with stakeholders occurs and cannot be resolved, we will 
always demonstrate respect for the diversity of views presented. 

Section 

6 
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Basic Principles 
Through information sharing, consultation and collaboration, CDTA seeks to 
develop long-term relationships with stakeholders that enable us to provide safe, 
reliable and cost effective transportation services that customers want and quality 
they can rely upon. Transportation systems contribute to economic growth, clean 
air and livable communities. With appropriate support, CDTA can improve the 
quality of life in the Capital Region for present and future generations. By 
understanding stakeholder issues and striving for solutions, CDTA is able to 
maintain positive positioning of the agency for sustained operations and strategic 
growth. At CDTA, we believe good stakeholder relations can also: 
 

• Enable Good Decision-Making: The best business decisions are made 
when we inform stakeholders about our business plans, identify issues they 
have and respond appropriately to those concerns. 

 
• Resolve Issues: When we consult with stakeholders in a constructive 

manner we are able to develop timely, cost effective and mutually 
beneficial solutions. 

 
• Build Strong Communities: By collaborating with stakeholders, we build 

trust between CDTA and its communities and are able to work toward 
creating safe and healthy environments for our employees, their families 
and local residents. 

 
• Strengthen Customer Loyalty: By listening and responding to the needs of 

our customers, we are able to deliver quality transportation products that 
meet market demands. 

 
• Support Shared Learning: By sharing perspectives, information and 

knowledge, CDTA employees and stakeholders learn from one another. 
 

The Process 

 
 
 
 
 
 

Assess 
Stakeholder & 
Current 
Relationship 

Define 
Expected 
Stakeholder 
Outcomes

Identify 
Improvemen
t 
Opportunitie
s

Stakeholder 
Strategy & 
Frequency of 
Contact

Assign an 
Internal Point 
of Contact 
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Stakeholder Groups  
CDTA Stakeholders can be classified into several categories. These include: 
 

Type 
 

Examples 

Customers Riders, Employers, Schools, Advocates  
Internal Employees, Unions, Board of Directors 

Funding Agencies Counties, DOT, DOB, FTA, Taxpayers 
Oversight Agencies FTA, PTSB, DOT, & OSC 

Elected Officials Federal, State & Local Officials 
Associations & Partners  Associations, Suppliers, Law Enforcement, Public Works 

Departments, Peer Properties 
 

Customers and Customer Groups:  
Stakeholder Expected 

Outcome 
Measure Actions Point Person 

Riders 
 

Advisory 
Groups 

• Patronage 
 
• Advice 
 
• Feedback 
 
 

• Ridership 
 
• Support 
 
• Revenue 

4C Town Hall 
Meetings 

 
Information 

 
Connections 

 

Carm Basile 
Ray Melleady 

 
 

Employers • Investment 
• Sponsorship 
• Partnership 
 

• Corporate 
Partners 

• Revenue 
 

Marketing & 
Outreach. 

 

Carm Basile 

Schools - 
Colleges 

• Collaboration 
 

• Contract 
Revenue  

Semi-Annual 
Contact 

Carm Basile 

Internal Stakeholders 
 
Stakeholder Expected 

Outcome 
Measure Actions Point Person 

Employees • Productivity 

• Loyalty 

 

• Retention 
 
• Performance

Quarterly 
Newsletters 

Monthly 
Meetings 

 

Ray Melleady 
Mike Collins 
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Board of 
Directors 

• Governance • External 
Relations 

Monthly 
Meetings 

Annual Mtg. 

Ray Melleady 

Union • Partnership 
 

• Shared 
Perspective 

Labor – 
Management 
Committee 

Ray Melleady 
Mike Collins 

 

Funding Agencies 
Stakeholder Expected 

Outcome 
Measure Actions Point Person 

DOT Annual 17A 
Presentation 

 

Ray Melleady 
Milt Pratt 

DOB Annual 17A 
Presentation 

 
 

Ray Melleady 
Milt Pratt 

FTA Annual FTA 
Meetings & 
Tri-ennial 
Review 

Milt Pratt 
Phil Parella 

CDTC 

• State & 
Federal 
Assistance 

 
• Information 
 
• Financial 

Guidance 
 
• Discretionary 

Funding 
 

• Financial 
Stability 

 
• Parity 
 
 
• Long – term 

Financial 
Planning 

Policy Steering 
Board 

Ray Melleady 
Kristina 
Younger 

Oversight Agencies 
Stakeholder Expected 

Outcome 
Measure Actions Point Person 

DOT • State 
Assistance 

 
• Information 
 

• Financial 
Assistance 

 
• Parity 

Annual 17A 
Presentation 

 

Ray Melleady 
Milt Pratt 

OSC • Guidance 
• Information 
• Information 

• Reporting  
• Auditing 

Financial & 
Compliance 
Reporting 

Ray Melleady 
Milt Pratt 

FTA • Assistance 
• Guidance 
 

• Federal 
Assistance 

• Parity 

Annual FTA 
Meeting & 
Tri-ennial 
Review 

Ray Melleady 
Phil Parella 
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Elected Officials 
Stakeholder Expected 

Outcome 
Measure Actions Point Person

Congressional 
Delegates 

On-going 
contact 

 
Annual Mtg. 

 

Ray Melleady 
Carm Basile 

State Elected 
Officials 

On-going 
contact 

 
Annual Mtg. 

 

Ray Melleady 
Carm Basile 

 

County 
Executives 

 

Annual 
Contact 

Ray Melleady 
Carm Basile 

Local Officials 
 

• Patronage 

• Investment 

• Partnership 

• Collaboration 

• Discretionary 
Funding 

 
• Legislative 

Support 
 

• Relationship 

• Financial 
Stability 

 
• Growth 

• Transit 
Connections 

 
• Community 

Support 

Annual 
Contact 

Ray Melleady 
Carm Basile 

 

Associations & Partners 
Stakeholder Expected 

Outcome 
Measure Actions Point Person 

APTA & 
NYPTA 

• Advocacy 
 
• Marketing 
 
• Industry 

Trends 
 

• Industry 
strength  

 
• Broad 

Stakeholder 
Perceptions 

Legislative 
Conferences 

 
Annual 

Meetings 
 

Authority Staff

Suppliers • Partnership 
 
• Value 

• Productive 
Relationship 

• Inventory 
 

Long – term 
Contracts 

 

Stacy Sansky 

CDTC & 
CDRPC  

• Information 
 
• Guidance  

• Regional 
Statistics  

Routine 
Contact 

Ray Melleady 
Kristina 
Younger 

Chambers of 
Commerce 
 
Rotary Club 

• Networking 
 
• Marketing 
 
• Advocacy 

• Relationship 
 
• Perception 

Membership 
 

Routine 
Contact 

 

Carm Basile 
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News Media • Reporting 
 
• Marketing 

• Productive 
Relationship 

Transparency Carm Basile 

 

Stakeholder Strategy Development 
CDTA develops and refines its stakeholder strategy using the collective mind of our 
Board and Executive Staff as a principal component of its annual strategic workshop. 
During these sessions, Board Members and Staff identify key stakeholders and assess 
interest, influence and recommended actions. This creates a perpetual system of 
stakeholder strategies to help CDTA and its leaders adapt to changing environments.     

Example Stakeholder Identification Table  
Who is the Stakeholder?  

Internal Funding 
Agency Customer What type is this 

stakeholder? 
Oversight Agency Elected Official Partner 

What is the expected 
outcome of this relationship?  

How would you assess the 
current relationship? Good Fair Needs 

Improvement 

Interest High Low Using the Assessment Grid 
would you assess their 
interest and influence as high 
or low? Influence High Low 

What recommendations do 
you have regarding this 
relationship strategy?  
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Marketing and Communications 
Introduction 

Building an effective transit-marketing 
program is similar to building a house. The 
Mission, Vision, and Values of the 
organization form the foundation; Strategies 
are equivalent to the frame; Tactics make up 
the walls and roof; Advertising and promotions 
are the paint on the walls.  

 
Strategies give shape to our marketing 
program, just as the frame gives shape to a 
house. Like the frame of a house, strategies 
need to be built on a solid foundation, our 
organization’s mission, vision, and values. 
 

While few people would build a house without a solid frame, many organizations 
execute their marketing programs without solid marketing strategies, which are the 
framework for the marketing plan. 
  
Strategies provide focus for the marketing program and related expenditures. 
Without clearly set and defined strategies, marketing efforts become scattered, not 
achieving their intended purpose. In the worst case, efforts conflict with one 
another, often doing more harm than good.  
 
The focal point of a strategic marketing plan is its branding and positioning 
strategies. The customer or potential customer, including non-riding stakeholders, 
is at the heart of branding, positioning and associated strategies.  
 
Branding defines the personality of our service. It reflects the values of the 
organization (functional, expressive, even philosophical). It personifies the image 
and identity of the organization shaping the opinions and attitudes people have of 
our service and organization. Marketing has the assignment to conceive, develop, 
and maintain a consistent image for the organization. Successful branding focuses 

Section 
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on customer needs and wants. At the same time, it must reflect into the 
organization and onto our employees so that every action reinforces the image 
that is the outward manifestation of the brand. Branding is a promise to our 
customers.  
 
Positioning describes the place our service holds relative to the competition. 
CDTA competes with other modes of travel; car, taxi, carpool, bicycle, 
motorcycle. Our positioning strategy describes how our service is unique and 
distinctive from other modes. It offers customers benefits and values not 
otherwise available. Positioning is the difference, as a customer perceives it. 

 
 

• Branding is building a relationship with 
the customer.  

• The brand is about value: tangible and 
emotional.  

• Brands are about the customers’ 
perception of the service.  

• The smaller your budget is, the stronger 
your brand must be.  

• Brands are built from strengths.  
• Awareness is not branding.  
• If you can't articulate it, neither can   

anyone else.  
 

CDTA embraces a classical marketing approach, with four associated strategies; 
Pricing (fares and targeted offers), Product (service characteristics), Promotion 
(advertising, special events and public relations), and Place (ticket sales and 
employer programs). Branding and positioning strategies guide the development 
of these strategies, forming the strategic framework for a marketing program.1  

Our Principal Focus 
Marketing and communications are critical components of the CDTA service 
design and delivery process. They insure that information about services, 
programs and the organization are presented in a clear and effective manner. The 
focus of the CDTA marketing and communications strategy is to increase 
ridership while positively positioning CDTA in the community. 
 
The Business Development Department is responsible for the marketing function 
at CDTA. The primary management areas for the department include marketing, 
public relations, strategic and service planning, customer support and sales. This 
area of responsibility allows the department to develop strategic approaches to  
                                                 

1  Modern Transit Marketing II, Johnson 

Seven Laws of Branding 
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marketing. The department also provides customer support and outreach to 
reinforce marketing and public relations efforts. The marketing plan is tied to 
service delivery  with links to the key company goals and objectives.  
 
The department prepares an annual Marketing Plan and is responsible for its 
management and execution. The department monitors the impact of the plan on 
ridership and revenue along with community perception. Updates are provided to 
the CDTA board and the plan is adjusted to meet changing conditions. The 
primary objectives of the Business Development Department are: 
 

• To increase system ridership and revenue 
• To improve the image and community perceptions of CDTA 
• To increase organizational productivity and efficiency 

Relationship to Mission, Vision and Values   

CDTA has refined its mission, vision and value statements to reflect the direction 
of the organization and changes that are occurring in the region. The statements 
articulate what customers, stakeholders and the general public can expect from 
CDTA. They are employee rallying points as they outline the expectations and 
results that are required for outstanding service delivery.    
 
The mission, vision and value statements provide the foundation for CDTA 
marketing and outreach efforts. They are the core of the CDTA marketing 
program and are reflected in all service and development plans. 

Why is Marketing Necessary?   

Marketing is an important part of every business.  It is the process by which an 
organization informs customers of its products and services, the way it attracts 
customers, and the way it establishes a positive presence and positions itself in the 
community. 
 
The transit industry has embraced marketing as an important element of its service 
delivery. Focused primarily on drawing people away from automobiles, transit 
agencies allocate a percentage of their budgets to programs that increase ridership 
or market share. A secondary objective of transit marketing is to position the 
organization in its community. Some transit agencies devote significant resources 
to communicate with the non-riding segment of the population. These efforts 
improve the image of the agency, position it for stakeholder relations or funding 
initiatives, or advocate for community issues.   
 
As CDTA positions itself as a travel mode of choice, it has sharpened its 
marketing and outreach efforts. It has embarked on a strategic branding  
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campaign to clarify our role as the regional mobility manager, to improve the   
visibility of transit and to highlight the benefits we provide to the region. The 
campaign reaches deep into the organization, actively involves employees and 
signals a message of change on behalf of CDTA to the people of the Capital 
Region.    

Marketing Overview 
With significant improvements in place, including new approaches to 
maintenance, revisions to the fare structure, adoption of a Transit Development 
Plan, and development of new service in Saratoga, CDTA is establishing itself as 
the region’s mobility provider. CDTA is promoting its ownership and successful 
operation of rail stations in Rensselaer and Saratoga as examples of its capabilities 
beyond operation of the regional transit system.  
 
Recent approaches to consumer and stakeholder outreach signal a move from 
reactive communication to a strategic process. CDTA service planning and 
marketing now includes detailed information from customers, potential customers, 
community leaders and stakeholders. Where appropriate, market research is used 
to identify opportunities and to analyze solutions, service designs or market 
possibilities. This allows CDTA to understand the wants and needs of market 
segments and to design appropriate products and services. 

Marketing Plan Development 

The marketing planning process includes comprehensive scans of the 
environment in which we operate, the areas that we serve and the customers that 
use our products. Our plan seeks to improve service for customers and to 
communicate the benefits of CDTA to customers. It considers the work of all 
departments, the annual operating budget along with capital and facility plans. It is 
considerate of employee needs and concerns regarding recruitment.  The 
Marketing Plan includes a review of the following:  
 

• An Environment Scan of the region, economic and geographic 
developments, stakeholder concerns, political and social equity concerns  

 
• Relevant market research, customer survey and business climate 

information  
 

• Planning documents including the regional Transit Development Plan, 
service plans and plans from the Metropolitan Planning Organization and 
Regional Planning Commission  

 
• Department Work Plans to insure that the Marketing Plan is 

comprehensive and considerate of all CDTA projects and activities 
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• Mission, Vision and Values – the Marketing Plan is reviewed against the 
organization mission and values to insure its relevance and meaning 

 
• Core Organization Goals – the Marketing Plan is reviewed against key 

organization goals to affirm its relevance and insure that it can be 
measured against definable targets  

Marketing Plan Objectives  
The major objectives of the CDTA marketing plan mirror broad organization 
goals. This includes increasing ridership and revenue, and positioning the agency 
as the travel mode of choice in the Capital Region. The plan identifies target 
markets and segments them. Markets are segmented as customers, potential 
customers, the general public and stakeholders. Segmentation varies by project or 
activity. The principal objectives of the marketing plan are: 
 

• To increase system ridership and revenue 
 
• To inform, educate and remind customers, potential customers and the 

general public about CDTA and the services and products it offers  
 
• To establish CDTA as the mobility organization for the Capital Region 

 
• To develop and promote CDTA as the transportation mode of choice in 

the Capital Region, instilling “pride of ridership” in CDTA services 
 

• To implement programs and initiatives that will encourage the use of 
CDTA services, including those that are under-used 

 
• To develop programs that inform and involve employees in programs and 

services, instilling workplace pride among CDTA employees  
 

• To promote transit as a valuable commodity to be sought by consumers 

Communication Strategies 

In addition to providing people with information about routes and services, the 
marketing plan strives to keep stakeholders and community leaders informed 
about CDTA’s direction. Effective communication shapes the perception of 
CDTA and increases our relevance to stakeholders.  
 
Execution of a proactive marketing campaign has a direct influence on the public 
perception of CDTA. Perception of transit is important to match regional growth 
initiatives and address concerns about the environment and the cost of fuel. 
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Transit can be a key part of the economic development process and CDTA is 
positioning the organization to respond to these challenges.  

Communication Tools 

The marketing plan includes a media component, a public relations component, 
and a branding strategy. The plan makes full use of the CDTA Web site, buses and 
shelters to promote messages about services and programs. The components work 
together to illustrate CDTA in the manner appropriate for the target audience.   
 
CDTA employs consulting services in marketing and media buying to assist in this 
process. Consultants use ridership information, survey data and market 
information so that effective purchases can be executed. Media campaigns are 
organized into flights, which support service introduction or specific issues. 
Flights are spaced throughout the year for maximum exposure and recognition.   
 

• The Mass Media – effective execution of marketing plans requires the 
mass media. Intelligently developed messages are transmitted to a wide 
audience using the media. Media purchases are accomplished though 
segmentation to reduce waste and maximize efficiency.  CDTA purchases 
media for individual projects or program introduction. This includes - 
radio, print, television, buses, shelter ads and Web site messaging.  

 
• Public Relations – a strong public relations component enhances message 

delivery. CDTA uses in house staff to manage public relations. This 
includes - media advisories, media relationships, speaking engagements 
and public presentations.   

 
Media advisories range from service information to announcements of 
program changes. CDTA also issues advisories that provide information 
about our efforts to reduce congestion and provide environmental 
solutions.  Media alerts are posted on the CDTA Web site, which includes 
a news center, a service change and events center. As time goes on, the site 
will be segmented to riders, potential riders and various stakeholders. 
 

• Promotion, Publicity, Special Events – a coordinated plan of promotions 
support marketing and public relations campaigns. They increase 
awareness and offer an improved image of CDTA. They include 
sponsorships, awards sponsors, job fairs and program partnerships.   

 
• Branding – we have developed a branding strategy to position CDTA as a 

leader in the Capital Region. Our identity has been updated with new 
colors, easy to understand information, and a shift to web-based 
information. The campaign began with the announcement that all buses 
would be painted blue. It has progressed to include an upgrade of the Web 
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site (www.cdta.org), development of easy to read printed schedules, and 
introduction of a new system map and a how to ride guide.  
 
The campaign includes a new icon – iRide, which is used with the CDTA 
logo. The iRide icon ties CDTA services and messages together. It is a 
reminder about our focus on the individual – the rider, the employee and 
members of our community. It focuses on simplicity and clear messages. It 
ties together programs that we are advancing, while invigorating our 
company and the people who work here.     

Measuring Success 
To assess customer satisfaction and evaluate the effectiveness of marketing 
programs, CDTA is committed to a research program that provides useable 
information over time. Research consists of surveys to validate the effectiveness of 
marketing efforts and to gauge audience receptivity to messages. An independent 
contractor conducts surveys and focus groups to obtain this information. We also 
use in-house data (ridership counts and fare box data) to develop marketing plans 
and media purchases. 

Marketing Budget 

The marketing budget is part of the Business Development Department Budget. It 
is developed as part of the agency’s annual operating plan. The timetable for 
budget development begins in the fall for an April 1 implementation. Historically, 
the agency has allocated about 2% of the operating budget to marketing. 
However, with recent developments, especially in the area of branding, the 
allocation has increased to 4% of the annual budget.   
 

Conclusion 

This approach to marketing takes advantage of communication channels to inform 
consumers and others of developments that may impact them, in advance of 
impact. These efforts reinforce positive public perception about the CDTA 
organization and its communication systems. 
 
CDTA’s relationship to business development issues, recognition of exemplary 
employees, and vehicle procurement programs are all topics for strategic 
information campaigns. These efforts are important as the community recognizes 
the importance of transit to the community, and especially to employers looking 
to attract employees to their businesses.  
 
The content of the marketing plan is revised as necessary.  It is designed to meet 
the changing needs of target markets, to identify new and emerging markets, and 
to position CDTA as the preferred mode of travel in the Capital Region. 
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Service Design and Planning 
Introduction 

The Capital District Transportation Authority (CDTA) designs services that people want and 
delivers services that people can rely on. Development of this business philosophy requires a 
comprehensive planning program that provides a continual review of service productivity 
and establishment of consistent measures to evaluate and develop services.  

 
Transit networks are designed around land uses, travel patterns, local geography, 
demographic characteristics and transit agency goals. Each transit system has to develop a 
route network and accompanying route evaluation process that is tailored to meet local 
operating conditions. 
 
An effective evaluation policy ties service changes to route productivity by tracking 
performance measures like passengers per hour and identifying services for improvement 
or modification based on performance. Services falling below a minimum threshold of 
performance are identified for improvements that may include route-specific marketing, 
increased headways (fewer trips per hour), restructuring or cancellation. 
 
CDTA’s network is a collection of routes with different purposes, serving a variety of 
market segments. While it is important to seek improvement in system productivity, it is 
equally important to recognize that all routes cannot perform at the same level given 
differences in design and purpose. Therefore, service productivity standards have to be 
balanced with system goals of coverage, access, service equity and mobility. CDTA has 
addressed this balance by classifying routes by functional purpose and characteristics. This 
grouping allows routes with similar service characteristics to be compared with each other 
(see route classification system). 

Overview 
In order to improve service, CDTA has produced a Transit Development Plan (TDP).  
The plan guides service development and insures consistency with regional growth and 
economic development initiatives. The plan establishes a systematic evaluation of transit 
routes and regular assessments of service opportunities. This includes route performance 
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and productivity reports, and development of criteria to govern service review and 
productivity assessments.  
 
Our ability to accommodate the needs of the community is vital to the success of CDTA. 
Although the planning process is based on objective data, clear definitions and timetables, 
the process allows for accommodation of community needs that recognizes important 
considerations such as lifeline needs. Lifeline needs include access to medical facilities, 
convalescent centers and locations that serve senior citizens, people with disabilities and 
low-income populations that depend on transit services.  

Service Planning and Evaluation Objectives 
Through continual review and evaluation, the CDTA route network will be incrementally 
modified and improved. This will lead to consistent service design, improved connectivity 
between routes and regional service providers, and provision of more information about 
transit services to customers and the general public.   
 
Our intent is to provide better service to customers by improving the productivity of the 
CDTA network. This will be accomplished by making strong services stronger, improving 
lower performing services and replacing less productive services with ones that meet the needs 
of more customers. The result will be more service in areas where the community will support 
them.  

Route Classification System   
An important part of this process is the classification of CDTA routes. Categories are 
defined in the TDP as premium, trunk, neighborhood/feeder and special services. This 
classification system is consistent with our corporate efforts to differentiate products and 
services to respond to likely consumer markets. It recognizes that transit routes are 
different and must be reviewed and evaluated accordingly. It also allows for service 
comparisons within categories and for consistent review and resource allocation 
mechanisms. Categories are defined as follows: 
 

• Premium Routes are major regional connector services that offer the highest 
level of service in the system. Corridors must produce at least two million annual 
boardings to be classified as premium. Premium corridors are considered for 
special service applications like Bus Rapid Transit (BRT) or Specialized Express. 
CDTA service on NYS Route 5 is currently being developed as a BRT corridor. 

 
• Trunk Routes are regional connector services that offer a high level of service. 

These routes operate 7 days a week, from early morning until late evening. We 
currently operate 15 trunk routes throughout the area. Almost 60% of our 
resources are committed to trunk routes, which serve about 75% of our 
customers.   
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• Neighborhood or Feeder Routes provide geographic coverage at moderate 
service levels. Routes operate Monday thru Friday, with little weekend or evening 
service. The routes connect to trunk routes at major boarding centers and are 
designed to support trunk or premium services. CDTA operates 30 neighborhood 
routes, with about 30% of our resources committed to the routes, which serve 
about 20% of our customers. 

 
• Limited Stop/Express Routes provide high-level service for long distance 

commuters. The routes operate during commute times with some mid-day and 
evening service. They usually use the interstate system and park and ride lots. 
About 3% of CDTA’s resources are committed to express routes, which serve 
about 2% of our customers. 

 
• Suburban Shuttle Routes extend the reach of fixed routes into suburban 

employment centers. Shuttles connect with fixed routes at major transfer centers 
and operate on flexible schedules providing front door service to customers. 
About 6% of CDTA resources are committed to shuttle routes, which serve about 
2% of our customers.  

 
• Rural or Lifeline Routes provide basic mobility service in rural and other areas. 

Limited service is provided, and it is designed to get people to medical or 
shopping appointments. The market for this service is mostly senior citizens. 
About 1% of CDTA resources are committed to rural services, which serve less 
than 1% of our customers.  
 

Service Evaluation Process  

The first step in the service evaluation process is to insure that routes are correctly 
classified and to determine if their performance within the class is adequate. A primary 
objective of the evaluation process is to improve service design and productivity within 
categories.  A consistent system will be easier for customers to use, easier to promote and 
explain, and easier to manage and administer.   
 

Evaluating Existing Routes 

Route performance will be evaluated using the following 
measures: 

 
• Total Number of Customers – our route classification system establishes 

thresholds and acceptable ranges of ridership by route type.  Routes that fall below 
ridership thresholds are targeted for review.  The review includes an assessment of 
schedule adjustments, pattern changes or promotional opportunities to increase 
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ridership. If appropriate, remedial actions may be considered, including reduction 
of service hours, elimination of route patterns and pattern alterations. 

 
• Customers Per Revenue Hour – is an important measure of a route’s market 

effectiveness. The measure is highest on trunk routes and lower on neighborhood 
routes. As a rule, routes are considered effective if they carry 70% of the average 
riders within their classification (see service standards). CPRH reviews will be used 
with Total Customers in the annual route performance report.  

 
• Customers Over Time – provides an indication of route performance and 

customer receptivity over time. Trend analysis is helpful to determine if route 
modifications are acceptable to customers and productive over time. This measure 
will be used to insure that changes are not knee-jerk or reactionary.     

 
• Community Considerations – route evaluations consider the existence of 

medical facilities, convalescent centers and locations that serve senior citizens, 
people with disabilities or low-income populations that depend on transit service. 
Minimum coverage is maintained to insure quality of life links to the region’s 
communities. 

 
• Business Arrangements – existing or proposed arrangements with employers, 

colleges and government entities will be considered when evaluating route 
performance. 
 

•  

  Service Standards 

The standard for each service period within each route classification, measured in terms of 
total boardings per revenue vehicle hour, will be established as follows: 
 

• The standard will be set at 70% of the average for all routes within each 
classification and service period. Any route where total customers and/or 
passenger boardings per revenue vehicle hour do not equal or exceed this number 
will be classified as being substandard and subject to evaluation.  

 
• Ten passenger boardings per revenue vehicle hour will be considered a minimum 

acceptable standard for any route classification/service period. If the calculated 
standard using the 70% of the average method above is less than 10 boardings per 
revenue vehicle hour, the minimum standard will be imposed. 
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Evaluating New Service Proposals 

New service proposals will be included in CDTA’s Annual Service Plan. Requests for new 
services will be evaluated in terms of market effectiveness, community or business support 
(policy, subsidy, zoning and site design), and their cost or revenue potential.  
 
Performance potential will be based on the Transit Propensity Index (TPI), which forecasts 
the success of transit service using geographic and employment indicators. The TPI 
provides objective assessments of transit ridership and service productivity.  
 
New services will also be reviewed against route spacing and network connectivity 
measures. New routes will avoid duplication with existing services. In general, trunk 
routes should not be closer than one quarter of a mile from each other. In suburban areas, 
major travel corridors dictate spacing, location of park and ride lots or community 
development patterns.  
 
For new neighborhood or feeder routes, design will focus on system connectivity to trunk 
and premium services and maximizing geographic coverage. Planning for this 
classification will focus on a design that requires no more than one transfer to complete 
most one-way trips. 
 
New or significantly modified routes require a development period to mature and achieve 
ridership potential (usually two years). During this time, performance is measured against 
a progressive scale of improving values as shown in table below. If, at any stage, a route 
fails to reflect the expected level of development, corrective action should be considered. 
However, it is important that such factors as transit need and general trends in ridership 
be considered in conjunction with performance measures. If the route does not meet the 
standards by the end of two years, the route should be considered for discontinuance. 
 
The table reflects a percentage of ridership that should be achieved during each time 
period following implementation. For example, 12 months after implementation, 
boardings per revenue hour on a new route should be at least 70% of the standard for that 
type of route classification. 
 

ROUTE DEVELOPMENT STANDARDS 
Time Period Expected Ridership 

12 months after implementation 70% of route classification standard 
18 months after implementation 80% of route classification standard 
24 months after implementation 100% of route classification standard 

 

Geographic Equity 
CDTA strives to provide service to as many people as possible.  A goal of all new services 
is to insure a geographic balance between and within communities, while achieving 
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productivity and efficiency goals.  Lifeline needs will be considered with community and 
social needs in the development of a productive and relevant transportation system.  
 
 

Other Factors   
The potential benefits of transit service to non-users will be considered when evaluating 
new service proposals. This includes congestion mitigation, air quality improvements and 
economic development considerations. Pro-transit development, site design and subsidies 
from developers and major employers will be considered in new service evaluation.  
 
 

Minor Service Changes 
There will always be a need for minor changes and operational adjustments that do not 
rise to a level called for in this process. The service plan calls for such changes to be made 
with adequate public notice during the year. Changes are made with Executive Director 
authority. They will be documented in annual service evaluation and planning documents, 
and effectiveness measures will be built into subsequent route and service reviews.  
 
 

Employee, Customer and Stakeholder Input  
An important component of service evaluation and planning is open and meaningful 
input. CDTA seeks input on service from a wide range of stakeholders. Most important in 
this process is input from customers who use services. Employees are also a key voice, 
especially those closest to service – bus operators and field supervisors. Input is also 
sought from employers, developers and elected and appointed officials. Input insures that 
the service review process is detailed and the development of proposals is thoughtful and 
community based. 
 

   

Customer and Public Notification and Promotion Plans  
We recognize the need for marketing to promote the organization and the service it 
offers. All service changes are promoted to customers and the general public. CDTA has 
developed a formal process, which always notifies employees of changes first. If 
employees are involved in the service change process and notified in advance, they are the 
best information conduits to customers. We have developed a detailed process to alert 
stakeholders to changes, to explain changes to customers and to promote initiatives using 
mass media. Mass media announcements speak to customers and the general public with a 
focus on community benefits. This is a key part of CDTA branding and positioning which 
speaks to the value of transit to users and non-users.    
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 Actions to Improve Productivity 
When deficiencies are identified, an investigation of underperforming routes is 
undertaken by examining trips or portions of trips to determine the cause for poor 
performance. For example, the cause for poor performance may simply be that too many 
trips are being offered during the service period and a reduction in the number of trips 
would bring performance back to standard. On the other hand, the problem may not be 
trip-specific but reflect a characteristic of the route itself with one or more portions of 
the route having sub-standard ridership. This suggests that route restructuring may be 
warranted rather than a reduction in trips. In other cases, market research may show that 
the route has ridership potential with marketing needed to introduce new riders to the 
service.  
 
Marketing Strategies 
Substandard services will be analyzed to determine if there are opportunities to conduct 
route specific marketing aimed at improving ridership. Depending on the day or time 
period when the substandard service is operating, different strategies will be employed. 
 
The results of marketing efforts on substandard service will be monitored over a 180-day 
period. If marketing efforts are not successful, the service will be subject to operational 
adjustments, including the possibility of cancellation. 
 
Operational Adjustments 
Some examples of operational adjustments that can be considered to improve 
productivity: 
 

• Adjust headways or the frequency of service - the interval between buses would 
be lengthened (instead of operating every 15 minutes between buses, service 
could be operated every 20 minutes). 

• Shorten span of service - service would be modified to start later and/or end 
earlier. 

• Delete specific periods - selected time periods could be eliminated. For example, 
midday service could be eliminated and service only provided during peak hours 
for routes with low midday ridership, but acceptable commute ridership. 

• Delete specific trips - specific trips with low ridership may be eliminated. Usually 
these trips are in the early morning, late evening or when service transitions 
between different time periods. 

• Realign a portion of the route - unproductive segments of a route may be 
modified to serve new areas or be shortened. 

• Reorganize a group of routes - it may be possible to consolidate portions of 
routes to reduce resource requirements and improve productivity. 

 
If service productivity cannot be improved through marketing efforts or operational 
adjustments, then the poor performing route may be considered for elimination. 
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Service Evaluation Schedules and Responsibilities 
Transit service evaluation is ongoing. For the purpose of providing clear direction to 
service planning, and a meaningful relationship to other organizational plans, CDTA has 
adopted an Annual Service Evaluation Process. The process begins with the presentation 
of a route performance assessment to the CDTA Board of Directors in January and 
continues to the implementation of major service changes in June of each year. The plan 
includes employee and stakeholder input, as well as customer and stakeholder notification.  
 

Annua l  Rev iew  Ca lendar  

 
Month(s) Activity Description 

June Data Collection and Assembly 
September Route Effectiveness Reviews 

October New Service Solicitations and Reviews 
November Draft Recommendations Circulated for Review and Comment 

January Draft Service Assessment Report and Recommendations to the 
CDTA Board for Review 

February Public Outreach Process Initiated 
March Annual Service Plan Presented to Board for Adoption 

April Public Notification and Promotional Process  
June Annual Route Changes and New Service Initiatives Implemented 

  
    

Paratransit Service Evaluation 
Since paratransit is a federally mandated program, there are no standards for utilization. 
However, certain measures can be monitored to ensure that the service is efficient and 
effective. Below are a few examples of paratransit statistics that will be monitored to 
assess service performance: 

• Cost per Passenger Trip 
• Passengers per Revenue Hour 
• Passenger Miles per Vendor Pay Mile  

 
 

Service Evaluation Responsibilities 
While the Business Development Department leads this effort, every CDTA department 
is involved in the evaluation of services, change management, and implementation of new 
services to stimulate ridership and interest in transit in the Capital Region.  This effort is 
organization-wide and will receive the full support of all departments. 
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Information Technology Plan 
Introduction 
Over the past several years, Information Technology (IT) has become an 
increasingly critical function at CDTA.  It helps to improve customer service, 
safety, security, reliability, efficiency, responsiveness and regional integration.  
Advanced Intelligent Transportation Systems (ITS) have enabled CDTA to 
respond quickly and efficiently to customer requests, maintain and improve service 
reliability, support ridesharing, improve preventive maintenance programs and 
feed into decision support systems that enable sustained business improvement.    

The mission of the Information Technology Department is to provide exceptional 
value through the development and support of innovative technologies. The 
primary management areas of the IT Department include application 
administration, infrastructure management, data and support services. The IT 
Department enhances productivity by achieving operational excellence within 
computer operations, business processes and the protection, accessibility, and 
availability of information.  The Department provides project management 
services for CDTA technology initiatives.  In an administrative capacity, the 
Department develops policies and procedures for using hardware, software and 
data to achieve the strategic goals of CDTA.  The primary objectives of the 
Department are: 
 
• Protection. We protect CDTA from loss of data and unnecessary downtime 

caused by hardware and software failures.  We ensure that data is secure from 
unauthorized access and protect people from invalid or unusable information.   

• Support. We provide computer users with the assistance they need to operate 
and develop applications and to perform their jobs in a timely and effective 
manner.  We encourage the use of new technology and tools to enhance 
productivity and achieve other goals and help users develop their own 
technical knowledge through training.   

• Performance. We strive to improve our performance and efficiency of 
computer operations as well as manual information systems through 
improvements to the flow of data, further automation and improved 
procedures and technology.   

 

Section 

9 
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• Development. We provide system implementation and project management 
of new systems and technology. We work with other departments to develop 
procedures and create new ways to use hardware, software, data and personnel 
to achieve the strategic goals of CDTA.   

• Coordination. We coordinate user needs, departmental needs, and 
Information Technology needs within the strategic goals of the organization.  
We serve as an intermediary between departments, vendors and IT staff on all 
issues regarding technology use and development. 

 

History and Background  
In the mid-1980s, the extent of information technology within CDTA was limited 
to an early generation mainframe computer system and a number of separate 
telephone networks, facsimile, and copy machines.  Beginning in the early 1990s, 
advanced telecommunications tools and client server networked computing began 
to proliferate throughout CDTA.  As demand for networked computers grew 
throughout the 1990s, so did the investment in capital and labor resources.   
 
Today, information technology functions have been formalized into an 
Information Technology Department, which is managed by a Chief Information 
Officer. The Department reports directly to the Executive Director along with 
Operations, Human Resources, Finance, and Business Development. IT staff 
manages over 175 workstations and 60 servers connected within a six-site wide 
area network, providing CDTA employees with electronic mail, enterprise 
business applications, Internet and intranet capabilities at the desktop.  In 
addition, there are a number of Intelligent Transportation Systems technologies 
managed on vehicles, at facilities and at transfer centers throughout the region.  As 
a result, IT has become a strategic asset critical to the business of CDTA and to its 
ability to achieve its goals and objectives. Information technology is highly visible 
internally within each department and is becoming externally visible with our 
customers.   
 

IT Strategic Planning Initiatives 
To ensure the successful deployment of information technology, CDTA’s goals 
will drive which information technology investments are made.  Over the next five 
years, there are a number of projects and initiatives that build on the many 
accomplishments of the Department and CDTA.  However, in order to meet the 
objectives of planned projects and initiatives, we must evaluate the current state of 
information technology management and then adopt a long term Information 
Technology Strategic Plan. 
 
The purpose of this Plan is to set a strategic direction for the Information 
Technology Department over the next five years.  The Plan is aligned with 



I N F O R M A T I O N  T E C H N O L O G Y   

71 

CDTA’s strategic goals and objectives and provides management and users with a 
road map of the future of IT, enabling everyone to clearly see project priorities 
and specific initiatives as they fit into the larger development scheme of 
enterprise-wide technology solutions.  
    
The Plan will be further refined as projects are completed and new initiatives are 
added.  In summary, the following goals form the basis of the Information 
Technology Department’s strategic planning efforts over the next five years:  
 

• Continued development of existing systems and technologies with an 
emphasis on IT management architectures, frameworks and processes. 

 
• Continued development of customer-based ITS technologies with an 

emphasis on providing quality, timely and useful information using a 
variety of innovative technologies. 

 
• Continued establishment of IT excellence throughout the organization 

with an emphasis on business process improvement, project management, 
performance-based measurement and return on investment. 

 

Role of Technology 
The transit industry and CDTA face many challenges with delivering safe, reliable, 
and efficient transportation that meets the needs of the public. More and more, 
the industry is using technology to improve safety, security, reliability, efficiency, 
performance, customer convenience and regional integration. Advanced systems 
enable transit agencies to respond quickly and efficiently to customer requests, 
maintain or improve service reliability, support ridesharing, improve preventive 
maintenance programs, restructure bus routes and rapidly deploy new service. 
 
The key to successful deployment of technology is to have CDTA goals drive 
information technology investments. Figure 1 shows a strategic framework that 
identifies the relationship of a transit agency’s goals to its business processes, 
decision-making, information resources, and technology, and shows that 
information technology provides support for effective decision-making and 
achieving those business objectives. 
 
 



I N F O R M A T I O N  T E C H N O L O G Y   

72 

Transit Strategic Goals

Business Processes

Decisions

Information

Information Technology

Accomplishes
Service Mission

Supports Delivery
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Delivery Support

Enables Decisions
and Services

 
Figure 1 - IT Strategic Framework 

 
The concepts shown in Figure 1 are expanded in Figure 2 to provide a strategic 
overview for CDTA. In this illustration, there are seven Transit goals developed in 
the IT strategic planning process supported by six primary Transit processes. The 
processes are, in turn, supported by appropriate technology projects. This strategic 
overview, which links technology investments to the CDTA mission, goals, and 
primary processes, is designed to facilitate the prioritization of technological 
investments. In addition, it helps to categorize and understand the diverse set of 
business processes and technology systems used to execute transit functions. 
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Figure 2 - Technology in Support of Business 

 
The role of technology and how it can help CDTA meet business goals is further 
analyzed below with respect to the six Transit technology project categories: 
Service Implementation, Service Management, Customer Information, Safety and 
Security, Asset Management and Internal Infrastructure. 

Service Implementation 
Understanding the needs of customers, developing a service plan and translating 
the plan into deliverable services are complex processes. Many functional areas in 
the transit industry rely on the information generated in this process. In particular, 
schedule information is used in a wide range of operational, customer information, 
and on-board applications.  
 
The Service Implementation Process can benefit from advances in technology 
options and from integration improvements. Implementing an integrated 
scheduling system can provide gains in efficiency and productivity. Policy analysis 
and management information can become qualitatively better with implementation 
of new analysis and reporting methods, such as geographically based reporting 
tools. Also helpful are improved methods for evaluating transit system 
performance, the ability to run planning scenarios, improved data management 
and integration of core operations and planning elements. With the 
implementation of the Transit Development Plan, performance measures like 
ridership and on-time performance will become more important as service 
changes are assessed.  
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Service Management 

The transit industry is always looking for ways to improve its efficiency in 
managing daily operations. In particular, bus operations can benefit if system 
applications streamline or eliminate manual processes. A new generation of transit 
support systems can increase flexibility in the assignment of resources and 
improved reporting capabilities. Service reliability and efficiencies can be improved 
through the effective use of Computer Aided Dispatching/Automatic Vehicle 
Location (CAD/AVL) and Automatic Passenger Counter (APC) systems. 
 
Since the passage of the Americans with Disabilities Act (ADA), paratransit 
services have experienced a steep growth curve. CDTA is committed to ADA 
goals, and its paratransit scheduling and communications tools are being better 
utilized, enabling improved control of operating costs and more effective 
management of call requests, cancellations and vehicle dispatching.  

Customer Information 
Transit agencies spend significant resources to provide customer information. 
Information is developed and distributed via paper timetables, bus stop signs, on-
board signage, customer information operators and updates to the World Wide 
Web. With the explosion of technology options, there is an increased demand for 
new and more ways of receiving customer information from the transit industry. 
Increased use of electronic communications, integration and automation including 
wireless systems and leveraging the Internet are already a reality. 
 
Similarly, transit agencies are receiving input from customers in new ways. 
Previously, almost all customer comments about service arrived in paper form or 
by telephone. The ease and speed of electronic mail has significantly increased the 
number of electronic communications received by CDTA, and the potential for 
other interchange mechanisms such as web-based forms and use of smart devices 
(phones, Blackberry, etc.) is extensive. 
 
The transit industry continues to develop new customer information system 
applications such as automatic e-mail notification of reroutes and road closures, 
real-time bus arrival information, web-based trip planning, customizable maps and 
ride-matching tools that customers can use directly. These developments are 
important for CDTA in attracting new customers and increasing ridership. 
 

Safety and Security 
Protecting the safety and security of employees and customers is extremely 
important. Public perception of safety and security at stops and on transit vehicles 
affects the likelihood of attracting and retaining customers. Customers and 
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employees want to know that help is close at hand in the event of an unsafe 
situation. 
 
Applications such as CAD/AVL, security cameras, emergency alarms, and better 
communications will enhance actual, as well as perceived, safety and security. 
Safety and security incident tracking systems help prevent incidents and deploy 
resources more effectively. 

Asset Management 
Managing and maintaining CDTA’s investments in facilities, vehicles, and spare 
parts and ensuring their functionality are an ongoing management priority. Work 
order, facility management, and inventory systems are crucial to efficient 
maintenance and controlling costs. Effective management of asset replacement 
programs ensures that information, systems, and infrastructure can be replaced at 
the end of their useful life without interrupting transit service and reliability. 

Internal Infrastructure 
The internal infrastructure process includes Enterprise Resource Planning (ERP) 
functions such as human resources, finance, payroll, risk management, 
procurement, and managing information technologies and core data. The IT 
Strategic Plan will address the management of core data, including on-board 
systems data. Without managed internal infrastructure processes, the delivery of 
products and services cannot be optimized. Both legacy systems and newer 
information management and ITS applications are available to improve the 
functionality of the internal infrastructure of a transit agency. 
 
A number of Advanced Public Transportation Systems (APTS) have been 
deployed on CDTA buses, such as Annunciators, Automatic Vehicle Location, 
Automatic Passenger Counting and Electronic Fare Boxes. These systems are 
important to CDTA’s management and operations, as they provide operator 
communications, emergency notification, and gather data on ridership, fare 
payment, and on-time performance. Building a common infrastructure that allows 
for integration of on-board systems, sharing common data elements and 
eliminating unnecessary processing, can improve system performance and data 
quality. Integrated systems reduce life-cycle costs for system procurement, 
maintenance, and training. Federal objectives for the development of national 
standards for integrated system design and communications support the objective 
of integrated on-board systems. 
 
These six transit processes - Service Implementation, Service Management, 
Customer Information, Safety and Security, Asset Management and Internal 
Infrastructure provide a framework for the definition of the sub-processes and 
projects that support them and their data, applications and information technology 
systems. 
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Building Blocks 
While many people think that the IT Department’s function is limited to 
providing project-based services (rolling out a new version of the e-mail system) 
or ongoing services (help desk functions), there are many frameworks, 
methodologies, policies and procedures necessary to support those activities. To 
provide a foundation for achieving the objectives outlined in this plan, there are 
certain overarching concepts that must be addressed. The IT Department is 
committed to optimizing existing concepts that are working (or at least have the 
potential to be effective), as well as implementing new processes where necessary. 
Some of these key building blocks are described here: 
 
Project Management - One definition of Project Management (PM) is the 
discipline of organizing and managing resources (people) in such a way that the 
project is completed within a defined scope, while considering quality, time and 
cost constraints. There are a number of initiatives undertaken by the IT 
Department that are defined as projects (having a time-bound beginning, middle, 
and end). If efforts are identified as projects, then those responsible for delivering 
them should be versed with Project Management concepts. Project 
selection/prioritization and project office techniques can also be added to support 
PM efforts. 
 
Relationships with Business Units and Shared Ownership - A stakeholder is 
anyone who can affect, can be affected, or has an interest in the outcome of, a 
project. The most common stakeholder is a member of a department (human 
resources, finance, operations) that has requested a project. Since most projects 
would not exist without that stakeholder interest, it is important to keep those 
individuals engaged and informed throughout all phases of a project. A 1996 
Gartner study identified a lack of stakeholder involvement (as well as insufficient 
communication) as a key reason for project failure. It should be encouraged and 
expected that projects will be managed as more of a collaborative effort between 
technology and business units. Frameworks and processes can be implemented to 
enable this approach. 
 
Role of IT Staff - The IT strategic plan describes how to align It goals with the 
business goals of CDTA. At the core of this alignment are the IT staff who work 
together to see CDTA’s vision through to reality. It is important that all staff 
know what their job responsibilities are, what is expected of them, and what their 
reporting relationships are. Additionally, it is important to define the 
interrelationships between IT staff and staff in other business units, especially 
during project-based and support-based endeavors. 
 
Communication Management - While communication management is 
technically a sub-function of Project Management, its importance warrants its own 
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consideration. Studies have shown that a majority of Project Management tasks 
center on communication activities. As stated earlier, a 1996 Gartner study 
identified insufficient communication (as well as lack of stakeholder involvement) 
as a key reason for project failure.  It is critical that timely and accurate 
information is disseminated to project stakeholders (department users, board 
members, IT staff) and as such, appropriate communication of project-specific 
information should be implemented. This includes performance reporting, 
information distribution and project closure in all forms of communication. 
 
Toward that end, the Information Technology Department has adopted a 
principles-based approach to communicate with and provide shared perspective to 
stakeholders throughout the organization. 

Information Technology Guiding Principles 

There are certain overarching tenets that can be mined which reflect the tone of 
the IT strategic plan. These guiding principles are the enduring core beliefs and 
priorities of the Information Technology Department, and the goal is for these 
values to seldom, if ever, change. These principles direct the decision-making 
process and mold our Information Technology strategy. 
 

• The IT Department exists to support the strategies and objectives of 
CDTA businesses. All IT decisions will support those goals. 

 
• Information is treated as a critical asset at CDTA requiring standards, 

policies and procedures supporting how it is collected, used and stored.   
 

• CDTA maximizes the flow of information both internally and externally to 
customers, partners and employees by expanding the use of the Internet 
and our intranet. 

 
• Capabilities of existing information systems are leveraged and maximized 

using technology infrastructure developed around the integration of data 
and systems. 

 
• External business units are able to take pride in, and share ownership of, 

IT-related projects and functions, maximizing the probability of successful 
completion. 

 
• Industry standard frameworks, processes and approaches are applied in 

project management, software development lifecycles, architectures, 
packaged software selection and integration, business continuity, security 
and quality assurance when making strategic and operational decisions. 
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The IT Department strives to be the best it can be at supporting CDTA goals and 
objectives. We look forward to being a technologically progressive, industry 
leading department whose principles are based in proven foundations, while 
identifying new goals and objectives that allow us to effectively respond to 
internal, customer and industry demands with speed and agility. 
 
 



S T R A T E G I C  B U S I N E S S  P L A N  

 

 

Strategic Business Plan – 2008                       
Appendices (A-J) 
Appendix A............................................ Board Calendar of Recurring Items 

Appendix B............................................ SWOT Analysis 

Appendix C............................................ Compensation Policy 

Appendix D........................................... Salary Structure 

Appendix E............................................ Position Information Questionnaire 

Appendix F ............................................ Job Description Template 

Appendix G. .......................................... Annual Merit Plan 

Appendix H........................................... Performance Appraisal Form 

Appendix I ............................................. Employee Recognition & Gainsharing 

Appendix J ............................................. Performance Improvement Plan 

 

 

 
   

SBP 



A P P E N D I X  A  

1 

Board Calendar of 
Recurring items  

January 
 

• Annual Report of Disposition of Fixed Assets.  (POSR).   
• Annual Service Assessment Report (Planning) 

February 
Quarterly Reports: 
• CDTA Facilities, Inc., Access Transit Services, Inc. (POSR)   
• Capital Project Status. (POSR) 
• Executive Director Performance Target Status.  (Governance) 
• Internal Audit Quarterly Report.  (POSR) 
• Status of Claims and Reserves.  (POSR)   

March 

• Amend Operating & Capital Budget for FY - Public Authorities law 
sections 1305-a and 1306. (POSR)  

• Annual Service Plan Adoption (Planning) 
• Approve 5-year Performance, Capital & Operating Finance Plans - NYS 

Public Authorities Law section 1305 and Public Authorities Law section 
1305-a. (POSR)  

• Approval of Annual Marketing and Promotions Plan. (POSR) 
• Quarterly Review of Investments. (POSR)  
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April 

• Annual Meeting and Election of Officers – Authority By-Laws – Through 
Governance.  Nominating Committee. 

• Annual Report of Authority Internal Auditor. (POSR)  
• Annual Review of Executive Director Performance Targets. (Governance) 

May 

• Approval of Disadvantaged Business Enterprise (DBE) Program - US 
Dept. of Transportation Regulations [49 C.F.R. part 26]. (POSR) 

• Adoption of Procurement Guidelines - Public Authorities Law for State of 
NY Section 2879. (POSR)  

• Adoption of Investment Guidelines - Public Authorities Law. (POSR)  
• Annual Review and Adoption of Authority Drug and Alcohol Policy.  

(POSR) 
 
Quarterly Reports: 
• CDTA Facilities, Inc., Access Transit Services, Inc. (POSR) 
• Capital Project Status. (POSR) 
• Executive Director Performance Target Status. (Governance)  
• Internal Audit Quarterly Report. (POSR)  
• Status of Claims and Reserves. (POSR)  
• Security Update (POSR)  

June 

• Approval of the Financial & Compliance Report for FY - Public 
Authorities Law § 1305-a, § 1306 (POSR)  

• Adoption of Guidelines for Procurement of Consulting Services - Public 
Auth Law section 1306 (A) (8). (POSR)   

• Annual Safety and Security Review. (POSR)  
• Quarterly Review of Investments. (POSR)   

July 

• Approve Single Audit Report - Public Authorities Law § 1305-a and § 
1306. (POSR)  

August 

• Authorize renewal of Liability Insurance - NY Public Authorities Law 
section 1306(15). (POSR)  
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• Authorize renewal of Automobile PD Insurance - NY Public Authorities 
Law section 1306(15). (POSR)  

• Authorize renewal of Workers’ Comp. Specific Excess Insurance - NY 
Public Authorities Law section 1306(15), NY Workers’ Compensation law 
section 50 (3). (POSR)  

 
Quarterly Reports: 
• CDTA Facilities, Inc., Access Transit Services, Inc. (POSR)  
• Capital Project Status. (POSR)  
• Executive Director Performance Target Status.  (Governance)  
• Internal Audit Quarterly Report. (POSR)  
• Status of Claims and Reserves. (POSR)  
• Security Update. (POSR)  

September  

• Authorizing Purchase of Liability Insurance for RRS - Public Authorities 
Law section 1306(15). (POSR) 

• Quarterly Review of Investments.  (POSR) 

October 

November 
Quarterly Reports: 

• CDTA Facilities, Inc., Access Transit Services, Inc. (POSR) 
• Capital Project Status. (POSR) 
• Executive Director Performance Target Status.  (Governance)  
• Internal Audit Quarterly Report. (POSR)  
• Status of Claims and Reserves. (POSR)  
• Security Update. (POSR)  
• Early Budget/Operating/Capital Plan Planning  

December 

• Approve Budget Report for the fiscal year (Public Authorities Law section 
2801)   

• Authorize Purchase of Property Insurance - Public Authorities Law 
section 1306(15). (POSR)  

• Quarterly Review of Investments. (POSR). 
• Submit Federal Earmark Requests 
• Board Budget Planning Workshop 



 A P P E N D I X  B  

1 

SWOT Analysis 
Discover new opportunities. 
Manage and eliminate threats  
SWOT Analysis is a powerful technique for understanding organizational 
Strengths and Weaknesses while at the same time scanning the environment for 
Opportunities and Threats.  

 
What makes SWOT particularly powerful is that, with a little thought, it can help 
CDTA uncover opportunities that we are well placed to take advantage of both short 
and long term. And by understanding the weaknesses of our business, the organization 
can manage and mitigate threats that would otherwise catch us unprepared. In this 
process we ask the following questions from both internal and external perspectives: 

Strengths:  

• What advantages does CDTA have?  

• What does CDTA do better than anyone else?  

• What unique or lowest-cost resources does CDTA have access to?  

• What do people in our market see as strengths?  

Weaknesses:  

• What could CDTA improve?  

• What should CDTA avoid or stop?  

• What are people in our market likely to see as weaknesses?  

Opportunities:  

• Where are the good opportunities facing CDTA?  

• What are the interesting trends CDTA sees in the market?  
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Useful opportunities can come from such things as:  

• Changes in technology and markets on both a broad and narrow scale  

• Changes in government policy related to the transit industry  

• Changes in social patterns, population profiles, lifestyle changes, etc.  

• Local Events  

Threats:  

• What obstacles does CDTA face?  

• What is our competition doing?  

• Are the required specifications for CDTA’s services changing?  

• Is changing technology threatening our position?  

• Does CDTA have bad debt or cash-flow problems?  

• Could any of CDTA’s weaknesses seriously threaten your business?  
 
The dimensions of the SWOT model used for this analysis are displayed in matrix 
form: 

 

 

 
 

 

 

 

 

 

Internal analysis SWOT- 
analysis Strengths Weaknesses 

Opportunities 
S-O-Strategies: 
Develop new methods, which are 
suitable to the company's strength.

W-O-Strategies: 
Eliminate weaknesses to enable new 
opportunities. 

E 
x 
t 
e 
r 
n 
a 
l 
 

A 
n 
a 
l 
y 
s 
i 
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Threats S-T-Strategies: 
Use strength to defend threats. 

W-T-Strategies: 
Develop strategies, to avoid that 
weaknesses could be targeted by 
threats. 
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Current Analysis 
• CDTA Staff is highly regarded for their professionalism, technical 

proficiency, accessibility and responsiveness. 

• CDTA has a solid relationship with other agencies, particularly with the 
Region’s MPO and its Regional Planning Commission. 

• CDTA has a broad base of regional knowledge. 

• Institutional Memory Bank as a result of almost four decades of service to 
the region. 

• Diversity of the Board in terms of professional background. 

• CDTA is debt free.  

 

• Structure not aligned for effective oversight of procedures (Same unit 
supervision).  

• Absence of diversity in “executive level” staff positions.  

• Information systems inadequate for improved efficiency.  

• Compensation systems outdated.  

• Service commitments exceed resource capacity.  

• Decision rights – responsibility and authority not matched in some areas.  

• System connectivity (transportation centers) not conducive to ridership 
growth  

• Stable long term funding 

 

• Local governments need to improve and consolidate services. 

• Regional interest in the development of regional policies. 

• Partnerships with regional entities (public and private). 

Strengths 

Weaknesses 

Opportunities 
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• Promotion of organization and regional assets. 

• Service re-allocation/expansion 

• Internal reorganization. 

• ATU Pension Plan 

• Information systems underutilized.  

• Market penetration. 

 

• County officials do not sufficiently value the services. 

• Parochial attitudes. 

• Competition for funds and services by other organizations. 

• Technology churn.  

• Tight budgets of the county and other governmental agencies. 

• Employee recruitment & retention 

• Balancing opportunity with capacity. 

• ATU Pension Plan 

• Health insurance premiums.   

• Dispersed populations, dispersed employment 

 

CDTA will use the SWOT analysis as a primary component of its annual strategic 
planning workshops to ensure that changing internal and external environments are 
met with deliberate and appropriate actions.  

Challenges 
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Compensation Policy 

Forward 
This manual is intended to familiarize employees with CDTA’s compensation 
philosophy, guidelines and responsibilities covering its Supervisory, Administrative 
and Management employees. 
 
The compensation philosophy of CDTA is to pay salaries, which are generally 
competitive with the marketplace for positions of similar responsibility. In support 
of this philosophy, CDTA strives to relate salaries directly to measured job 
performance and to administer salaries within CDTA on a consistent and 
equitable basis. 
 
The Compensation Program, working in conjunction with CDTA’s compensation 
philosophy, is designed to assist CDTA in attracting, retaining and motivating 
qualified employees who can help CDTA achieve its goals and objectives. 
 
It is CDTA’s policy that all aspects of employee compensation shall be determined 
and administered in a non-discriminatory fashion without regard to an individual’s 
legally protected classification.  
 
This manual is a guide and is not intended to be, and should not be construed as 
creating any contractual rights. It is anticipated that updates will occur with its 
practices, forms and tools as required.  
 

GENERAL RESPONSIBILITIES: 
Roles and Responsibilities of Supervisors: 
Supervisors play a key role in CDTA's Compensation Program. The employees’ 
supervisor is in the best position to recognize the job requirements, performance 
and contributions of subordinate employees. For that reason, judgment of 
performance and the salary recommendations that the supervisor makes are the 
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cornerstone of an effective compensation program. A supervisor must exercise 
sound judgment and take responsibility for the salary recommendations made. 
 
In order for any compensation program to be effective, good communication 
between supervisors and employees is essential. Through frequent, quality 
communication, a supervisor can improve employee job performance. The 
supervisor will regularly review with employees individual goals, performance 
standards and particular problems to gain mutual understanding. Supervisors are 
responsible for: 
 

• Monitoring changes in duties and responsibilities to ensure that jobs are 
accurately described and assigned to appropriate salary grades; 

• Establishing and revising Position Information Questionnaires (PIQ) and 
position descriptions as jobs change and new ones are established; 

• Submitting job descriptions for re-evaluation when key responsibilities are 
added or deleted; 

• Establishing, assessing and communicating performance requirements to 
employees; 

• Recommending salary actions which reflect individual employee merit-
based contributions to CDTA based on each employee’s performance 
rating and relative position in the current salary range; 

• Providing employees with copies of their performance appraisals as well as 
salary actions, once they are approved; 

• Informing the Director of the Human Resources Department of unusual 
competitive conditions or inequities that require attention. 

 
Roles and Responsibilities of the Human Resource Department 
The Director of the Human Resources Department is responsible for 
implementing the policies and procedures that govern the CDTA Compensation 
Program. Specifically, the Human Resources Department is responsible for: 

• Developing and monitoring compensation policies, programs and tools; 
• Preparing unit and Authority-wide reports for management concerning the 

performance of the program; 
• Monitoring the marketplace to ensure that the program remains 

competitive; 
• Assisting managers in evaluating new and changed jobs and assigning 

them to appropriate salary grades; 
• Interpreting, communicating and providing training for CDTA's 

compensation policies and objectives; and 
• Recommending salary decisions based on established policies and practices 

and sound compensation theory. 
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CDTA COMPENSATION MANUAL 
In order to discuss the specific components of the Compensation Program, the 
remainder of this manual has been divided into the following sections: 
 
TABLE OF CONTENTS PAGE 
 
 Page
Salary Structure 4 
Job Evaluation 6 
Merit Program 8 
Performance Management 11 
Promotional Guidelines 14 
Salary Guidelines for New Hires or Promotion from Bargaining Unit 
Positions 

17 

Guidelines for Salary Reduction 18 
Vertical Equity Consideration 19 
Employees serving in an Acting Capacity 21 
Compensatory Time 22 
  
 
Sub - Appendices: 

A. Salary Ranges 
B. Position Information Questionnaire  
C. Job Description 
D. Sample Performance Appraisal Guidelines 
E. Performance Appraisal Form 
F. Guidelines for Performance Improvement Plans 
G. Recognition and Gainsharing 
 

Although each section addresses a specific component of the overall 
Compensation Program, it is recognized that these guidelines contained within 
this policy, compensation Manual and associated documents may not cover all 
possible situations. 
 
Specific action, which deviates from the guidelines will be reviewed with the 
Director of Human Resources and requires approval by the Executive Director.  
 

SALARY STRUCTURE 
 

PURPOSE 
The Salary Structure is the most visible component of the Compensation 
Program. It provides one of the basic controls and also helps CDTA management 
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make equitable salary decisions. The number of salary ranges and the “spread” 
within each range has been developed to fit CDTA’s specific requirements. 
 
DEFINITIONS 

1. Salary Structure - The hierarchy of salary grades and salary ranges 
established by CDTA. 

 
2. Salary Grade - One of the levels into which jobs of the same or similar 

value are grouped for compensation purposes. All jobs within the grade 
have the same pay range: minimum, midpoint and maximum. 

 
3. Salary Pay Range - The range of pay rates, from the minimum-paid to 

the maximum-paid for any position within the grade. 
 

4. Salary Minimum - The minimum salary paid to an employee who is 
assigned to a position within the grade. 

 
5. Salary Midpoint - The salary which is the middle or control point of the 

salary pay range. It is established to compare with external competitive 
industry averages and/or survey data. 

 
6. Salary Maximum - The maximum salary paid to an employee who is 

assigned to a position within the grade. 
 

7. Annualized Salary - Hourly rate multiplied by 1950 hours or bi-weekly 
salary multiplied by 26.  

 
8. Salary Range Overlap - The degree to which the pay ranges assigned to 

adjacent grades in a structure overlap. Therefore, it is possible that 
employees in a lesser grade may have a greater salary than an employee in a 
higher adjacent grade. 

 
GUIDELINES 
A salary structure consists of salary grades and salary pay ranges. The current 
salary ranges for CDTA are provided in Sub Appendix A. An adjustment to the 
salary structure(s) does not constitute entitlement for automatic or Across-The-
Board pay adjustments. 
 
No employee shall be paid a base salary in excess of the maximum salary for the 
employee’s salary grade. 
 
CDTA prefers that no employee be paid a base salary, which is below the salary 
minimum for the employee’s salary grade. However, CDTA reserves the right to 
exclude certain individuals or groups from this consideration. For example, 
employees: 
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• Who have performed below expectations; or 
• Who are not in an active status (such as an employee out on leave) 

 

 
RESPONSIBILITIES 
 

Human Resource Department: 
1. The Director of Human Resources will periodically review the salary 

structure against the marketplace for competitiveness using salary surveys 
or input from compensation consultants and will periodically review in 
context of an appropriate cost-of-living index as selected by CDTA. 

 
2. As necessary, Human Resources will recommend salary structure 

adjustments, received for approval up through the Executive Director. 
 
The Executive Director: 

1. The Executive Director has final authority for approving any changes to 
the salary structure. 

 

JOB EVALUATION 
 

PURPOSE 
Job evaluation is the formal process used to create a job-worth hierarchy within 
CDTA. It develops a relative ranking of positions within the organization. 
 
DEFINITIONS 

1. Evaluation of a New Position - The formal process to establish the 
grading, title and status for a position which never existed previously and 
in which there are no incumbents. 

 
2. Re-Evaluation of an Existing Position - The formal process to 

reclassify an existing position (with or without current incumbents) to a 
higher (or sometimes lower) grade to establish the grading, salary, title and 
status. 

 
3. Position Upgrade - The advancement of a job to a higher grade or salary 

range. 
 

4. Position Downgrade - The movement of a job to a lower grade and 
salary range. 

 
5. Point Factor System - An evaluation system which evaluates positions by 

factors (i.e., determinants of job content and relative worth). 
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6. Re-Organization - Significant change to organizational structure or how 
CDTA provides service. A re-organization may result in either changed 
reporting relationships and/or changed position functions. 

 
7. Division Head – A Senior Executive or division head reporting to the 

Executive Director. 
 
GUIDELINES 

1. CDTA employs a formalized job evaluation system, which includes a point 
factor system that has been developed by an outside consultant. 

2. Only the job is evaluated. The personal accomplishments or potential of a 
person assigned that position should not be considered when evaluating a 
position. Note: The incumbent’s accomplishments are considered within 
the Merit Program section of this manual. 

3. The proposed title or reporting relationship of a position does not 
automatically establish grade level. 

4. Through the evaluation process, the Director of Human Resources may 
recommend a revised title to more accurately and consistently reflect the 
nature of the position’s duties. 

5. The fact that a particular position has a weak or strong incumbent should 
not influence the job’s evaluation and the resultant grade assignment 
unless the job’s content has changed permanently as a result of duties 
performed by the incumbent. 

6. Positions are evaluated in terms of current duties and responsibilities. 
Areas of responsibility that are temporarily assumed or that previous 
incumbents may have assumed in the past are not considered. 

7. If additional activities or a decrease in responsibilities significantly alter the 
overall level of responsibility, the position should be re-evaluated at that 
time. 

8. Salary adjustments related to position re-evaluations are generally 
implemented prospectively not retroactively. 

9. Managers should not divulge to employees proposed or preliminary re-
evaluation recommendations prior to full approval. 

10. Managers should not make any commitments to employees for future re-
evaluations or salary increases. 

 
RESPONSIBILITIES 
 
Department Manager/Director 

1. To establish a new position or to re-evaluate an existing position, the 
supervisor of the subject position is responsible for completing a Position 
Information Questionnaire (PIQ) and Position Description. See Sub 
Appendix B – Position Information Questionnaire and Sub Appendix C – 
Job Description for document formats.  
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2. Revised approved organizational charts should be submitted when re-
organizations occur. 

3. The supervisor is responsible for submitting this request to his/her 
Department Director when it is deemed that the formal job 
responsibilities have substantially changed (increased or decreased). 

 
Senior Executives 

1. Review the request from Department Director and submits to the 
Director of Human Resources for formal evaluation. 

 
Director of Human Resources 

1. Conducts formal job evaluation utilizing the current job evaluation 
methodology and makes formal recommendation for any appropriate 
grade, title (and salary) changes. 

2. Recommendations will include whether the evaluated position will be 
posted as a new position or considered as a position re-evaluation. 

3. Director of Human Resources, Department Director, and Senior 
Executive concurs (or does not concur) with the recommendation. 

 
Executive Director 
Has final authority in approving (or not approving) any changes to Compensation 
recommendation of the job evaluation. 
 
Human Resource Department  
Notifies the department of the results and status changes required. 
 
Department Manager/Director 
If applicable, notifies employee of status change and processes the status changes 
required. 
 

MERIT PROGRAM 
PURPOSE 
Annual merit awards are administered under the Merit Program and are based 
upon performance. Additional factors may include equity considerations and the 
employee’s salary position in pay range. 
 
DEFINITIONS 

1. Active Working Status - A management employee who is physically 
working (i.e., earning regular pay). An employee receiving a discretionary 
increase (as under either the Merit Program or Vertical Equity 
Considerations within this manual) must be physically working. It should 
be noted that an employee may remain in a “pay status”; however, may 
not be in an “active working status”. 
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2. Pay Status - employees are in a “pay status” when they are receiving 

payroll wages. 
 
GUIDELINES 

A. The annual merit award guidelines are established within the limits set by 
CDTA’s salary increase annual budget. 

B. Each fiscal year’s guidelines and recommendations are subject to change 
by CDTA. 

C. CDTA reserves the right to determine the timing of the merit awards and 
revise the plan accordingly. 

D. Current guidelines for the most recent program(s) are included in Sub 
Appendix D -Current Performance Appraisal Guidelines. These 
documents can also be obtained from the Human Resources Division. 
Communications will be developed and disseminated to employees by 
Human Resources to ensure familiarity with the annual plan. 

E. CDTA’s salary increase budget is developed to reflect CDTA’s economic 
status, competitive trends, and the relationship to other employee groups 
within CDTA. 

F. The budget is set by the Senior Executive Team during the budget 
planning process prior to each fiscal year and is subject to change based on 
CDTA’s financial condition. 

G. Salary increases are not automatic and employees are not guaranteed merit 
increases or average budgeted amounts. 

H. Managers should not divulge proposed or preliminary merit increase 
amounts prior to full approval. 

I. Managers should not make any commitments to employees for future 
award amounts. 

J. Employees must be actively working in order to be reviewed and receive 
consideration for merit awards. Employees, who are out on a leave of 
absence (e.g., sick, FMLA, Injured on Duty, military leave, personal leave, 
etc.) will be addressed upon their return to work. 

K. Although there is no automatic reduction for time missed, Authority staff 
should be evaluated and assessed based upon their contributions during 
the evaluation year. Circumstances notwithstanding, time missed generally 
affects the employee’s contribution and merit rewards should be based on 
overall contribution as it affects performance. 

L. Merit awards granted outside of the recommended guidelines must receive 
final approval of the Executive Director. 

M. The Executive Director may elect to review additional merit award 
recommendations and/or performance evaluation submissions prior to 
their finalization. 

N. The Executive Director has final authority in approving the annual salary 
increase guidelines and merit award recommendations. 
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RESPONSIBILITIES FOR ANNUAL GUIDE DEVELOPMENT 
 
Human Resources Department 

1. Develops and recommends merit award guidelines and framework in 
conjunction with the annual Performance Appraisal tool as defined within 
the Performance Management section of this manual. 

2. Once approved, Human Resources will communicate the annual merit 
award guidelines to Authority staff. 

  
Executive Director 

1. Executive Director has final authority in approving the annual salary 
increase guidelines. 

 
RESPONSIBILITIES FOR IMPLEMENTING THE MERIT PROGRAM 
 
Department Manager/Director 

2. Reviews performance of employees within area of responsibility and 
recommends merit awards in conjunction with the annual Performance 
Appraisal tool. 

 
3. Prepares additional justifications for awards outside of the recommended 

guidelines 
 

4. Coordinates the submission of required paperwork and/or data to implement 
plan (once fully approved). 

 
5. Notifies supervisor to review merit award with employee (once fully 

approved). 
 
Department Head 
Makes final recommendations for divisional merit award plans. 
 
Finance Department 
Reviews and approves submitted divisional merit plans to ensure that they are 
consistent with guidelines and are either at or under budget. 
 
Human Resource Department 
Reviews submitted divisional merit plans for compliance to the annual plan. 
 

PERFORMANCE MANAGEMENT 
PURPOSE 
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Performance management and the performance appraisal system are integral parts 
of the Salary Management Program at CDTA. Its primary purpose is to foster 
employee development as well as continue effective performance by each 
employee. A secondary purpose is to furnish a sound and consistent basis for 
allocating salary increases within CDTA’s pay-for performance program, so that 
each employee's salary reflects his or her performance contributions. 
 
CDTA’s performance appraisal system is designed to: 
 

1. Encourage Managers to organize the work of subordinates thoroughly, 
and to communicate primary accountabilities, objectives and skill 
requirements effectively. 

2. Strengthen mutual understanding between Managers and subordinates to 
create a cooperative and productive environment. 

3. Offer subordinates performance feedback that will increase their 
effectiveness in meeting CDTA's business objectives. 

4. Give employees and their managers useful information for making job 
assignment and compensation recommendations. 

5. Provide consistent documentation to support employment actions. 
6. Provide a formal basis for linking employee job performance with pay 

decisions. 
7. Foster collaborative goal setting between Managers and subordinates. 
 

DEFINITIONS 
 
Performance Improvement Plan (PIP) 
 
A fair and consistent method to formally establish goals and present constructive 
feedback to employees with significant deficiencies as documented on their 
performance evaluations. 
 
GUIDELINES 
 

1. Current performance appraisal forms are included in Sub Appendix E - 
Performance Appraisal Form. Communications will be developed and 
disseminated to employees by Human Resources to ensure familiarity with 
the tools and the guidelines of the annual plan once approved. 

2. Although formal employee performance appraisals are generally 
completed annually, performance feedback should be ongoing throughout 
the year. 

3. Goals and expectations may change at any point during the evaluation 
period based on the needs of the department and CDTA. 

4. Multiple sources of input may be provided to complete the formal 
Employee Appraisal tool. Examples may include other supervisors 
providing oversight (for example: the evening, night and/or day managers 
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supervising an employee on shift work), or previous supervisors (in the 
instance that the employee transferred or switched supervisors during the 
year). 

5. The employee’s annual Performance Appraisal is not final until completely 
approved in accordance with the annual Merit Plan guidelines. 

6. The Executive Director reserves the right to review any Performance 
Appraisal prior to its finalization. 

7. Managers should consult with the appropriate representatives within 
Human Resources when employees demonstrate performance deficiencies. 
Plans should be developed in conjunction with the established Guidelines 
for the PIP document (Sub Appendix F). 

 
 
RESPONSIBILITY 
 
 Responsibilities for Annual Performance Appraisal Development 
 
Human Resources Department 

1. Develops and recommends annual Performance Appraisal tool(s) in 
conjunction with the annual program as defined under the Merit 
Program section. 

2. Once approved, Human Resources will communicate any changes to 
employees. 

 
Executive Director 

1. Executive Director has final authority in approving the annual 
Performance Appraisal tool(s). 

 
 
 
Responsibilities for Evaluating the Performance of Employees 
 
Department Supervisor and Employee 
 

1. Completes the performance management process utilizing three steps: 
a. Performance Planning, Performance Feedback and 

Performance Review. 
2. Performance Planning 

a. The supervisor establishes a performance plan for each 
subordinate employee. 

b. The supervisor and the employee should reach an 
understanding about the employee's major areas of 
responsibility and the results that the supervisor expects the 
employee to achieve. 
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b. The supervisor should: ensure that the position's 
accountabilities and skill requirements outlined in the job 
description are accurate; identify the specific objectives that 
must be accomplished during the coming year; and review with 
the employee the operating plan that will ensure that these 
accountabilities, objectives and skill requirements are met. 

3. Performance Feedback 
a. Although the supervisor is responsible to ensure that all 

subordinates are formally reviewed at least once a year, 
performance feedback is most effective if shortcomings and 
achievements are discussed when they occur rather than later, 
during the formal review. 

b. During each review period, the supervisor should reinforce 
good efforts and encourage improvements through day-to-day 
employee contact. 

c.  Following each of these interim performance discussions, the 
supervisor should make a note of significant (both positive and 
negative) events that occurred during the year. 

4. Performance Review 
a. The performance review is comprised of the Performance 

Appraisal document and a formal appraisal interview. The 
supervisor’s observations and recommendations are 
documented on the performance appraisal form and discussed 
during the formal appraisal interview. The supervisor should 
document how well the employee has accomplished the goals 
that were agreed upon in the plan. 

b. Before finalizing the Performance Appraisal document, both 
the supervisor and the employee should review the document 
and any related performance notes and examples of work 
quality that have been collected during the review period.  

c. When a good performance plan has been developed and 
feedback has been communicated throughout the year, the 
formal performance review should be easy to prepare and 
should contain no surprises. 

d. Before finalizing the Performance Appraisal Document, the 
supervisor should reach agreement with the Departmental 
Director on the performance ratings of an employee. 

e. The supervisor should establish corrective plans for an 
employee with performance deficiencies in conjunction with 
the guidelines established within a Performance Improvement 
Plan (PIP) document. 

 
Department Manager/Director 
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1. The department manager/director should communicate 
unit/department and/or divisional goals, objectives and 
responsibilities. 

2. The department manager/director should establish consistent 
performance expectations across areas of responsibility. 

3. The department manager/director reviews and signs the departmental 
Employee Appraisals and will submit them in conjunction with the 
annual Merit plan guidelines. 

 
Human Resources 
 

1. Reviews and approves submitted Performance Appraisal documents 
for program compliance. 

 
Executive Director 
 

1. Executive Director has final authority in approving employees’ annual 
Performance Appraisals. 

 
 
 

PROMOTIONAL GUIDELINES 
 

PURPOSE 
 
Establish the basis for awarding promotional increases to employees 
assigned greater responsibility. Promotional increases may occur through 
either position re-evaluation (see Job Evaluation section) or via a 
competitive process. 
 
DEFINITIONS 
 

1. Promotion - The re-assignment of an employee to a job in a higher 
grade or range that requires activities of significantly increased 
complexity or responsibility. 

 
2. Promotional Increase - A salary increase based on the promotion to 

a higher-level job. 
 
GUIDELINES 
 
Promotion Increase 
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A six percent (6%) increase is generally granted for a one-grade increase. An 
additional three percent (3%) increase for each additional grade may be granted 
for promotions greater than a one-grade increase. 
 
Several other factors might cause deviation from this guideline: (for example: 
promotion from non-exempt to exempt position; relationship to subordinates’, 
supervisor’s and/or peers’ salaries; relationship of salary to range minimum or 
maximum; and/or prior salary history of the incumbent). 
 
Loss Of Overtime Eligibility 
 
Certain promotions may take an employee from a non-exempt position (a position 
that is eligible to receive overtime compensation in addition to base salary) to an 
exempt position (a position which is salaried and not eligible to receive overtime 
compensation). In these circumstances, Human Resources will review whether the 
employee had earned overtime compensation. In light of an actual overtime 
earnings loss, Human Resources will recommend up to an additional three percent 
(3%) increase to the promotional amount. Loss of overtime eligibility only (i.e., 
the non-exempt employee does not work any overtime) does not necessitate this 
adjustment.  
 
Relationship to Subordinates’, Supervisor’s and/or Peers’ Salaries  
 
While CDTA prefers, generally, to have the salary of a supervisor exceed the 
salaries paid to direct subordinates, this may not, and need not, always be the case. 
Human Resources will recognize various salary anomalies and may recommend 
either a higher or lower salary based upon these relationships. Compensation may 
also deviate from promotional guidelines upon consideration of the promoted 
employee’s salary compared to peer position salaries. 
 
 
 
Relationship of Salary to Range Minimum or Maximum 
 
Human Resources may either increase or decrease the promotional salary 
recommendation when the guidelines result in a salary recommendation, which is 
either below the grade minimum salary or above the grade maximum salary. 
 
Prior Salary History of the Incumbent 
 
Human Resources will review the prior salary and employment history of the 
incumbent prior to finalizing the salary recommendation. In the event that an 
employee is grandfathered or had previously moved to a lower salary grade (with 
either no pay reduction or a limited pay reduction), the employee’s prior salary and 
employment history will be taken into consideration. 
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Lateral Transfer to Another Position Within Same Salary Grade 
 
Normally, Human Resources will recommend no salary change for an employee 
who transfers to another position within the pay grade; however, specific 
circumstances may warrant a salary change (increase or decrease). 
 
CDTA reserves the right to revise salary recommendations in light of 
administrative errors or oversights. 
 
Under no circumstances may a salary adjustment result in a base salary 
greater than the maximum established for the employee’s salary grade. 
 
All aspects of employee salary adjustments shall be determined and 
administered in a non-discriminatory fashion without regard to an 
individual’s membership in any legally protected classification as outlined 
in CDTA’s Equal Employment Opportunity Policy. 
 
RESPONSIBILITY 
 
Human Resources 
 

1. Establishes the recommended salary for the promotion based on the 
following, but not limited to: 

a. Size of promotion (number of salary grades); 
b. Promotion from non-exempt to exempt position; 
c. Relationship to subordinates’, supervisor’s, and/or peers’ salaries; 
d. Relationship of salary to range minimum or maximum; and 
e. Prior salary history of the incumbent. 

Department Manager/Director, Division Head 
 

1. Concurs (or does not concur) with the recommendation. 
 

Executive Director 
 

1. Executive Director has final authority in approving (or not approving) 
Human Resources salary recommendation for the promotion. 

 

SALARY GUIDELINES FOR NEW HIRES OR 
PROMOTION FROM BARGAINING UNIT 
POSITIONS 
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PURPOSE 
 
Establish the guidelines for assigning the salary offer to either an external 
candidate or the promotion of a bargaining unit employee to a position via 
a competitive process. 
 
DEFINITIONS 
 
None 
 
GUIDELINES 
 
Human Resources will take into consideration several factors in assigning the 
salary offer, including, but not limited to the following: 
 

1. The candidate’s related educational background and job experience; 
2. The candidate’s relevant salary history; 
3. The relationship to subordinates’ or supervisor’s salaries; 
4. The salaries and background/experience of peer positions; and 
5. Relationship of salary to range minimum or maximum. 

 
The assignment of a salary offer of a new hire or the promotion of a bargaining 
unit employee may not in all cases result in a salary increase from the candidate’s 
previous salary. 

 
RESPONSIBILITY 
 
 
Human Resources 
 
Establishes the recommended salary offer for either an external candidate or 
internal bargaining unit employee. 
 
Department Manager/Director, Division Head 
 
Concurs (or does not concur) with the recommendation. 
 
Executive Director 
 
Executive Director has final authority in approving (or not approving) Human 
Resources salary recommendation for the promotion. 
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GUIDELINES FOR SALARY REDUCTION 
 

PURPOSE 
 
Establish the basis for determining salary decreases for employees moving 
to a position with lower responsibility. Generally, the rationale for reducing 
a employee’s salary would fall in one of three categories: 
 

1. Demotion for disciplinary or performance reasons. 
2. Voluntary Bid/Award to Lower Graded Position. 
3. Non-Disciplinary reduction in grade due to job elimination/placement 

or reevaluation. 
 

DEFINITIONS 
 
Demotion - The re-assignment of an employee to a job in a lower grade or range 
that requires activities of significantly decreased complexity or responsibility. 
 
GUIDELINES 
 
Demotion for Disciplinary or Performance Reasons 
 
Human Resources will recommend the amount of salary reduction for an 
employee who is demoted for disciplinary reasons. At a minimum, the employee’s 
salary will be reduced to fall within the salary range of the placed position. 
Generally, the employee’s salary should be reduced by no more than the amount 
that the employee received when granted the promotion of that position (or based 
upon the promotional increase guidelines if the employee never received a re-
evaluation/promotion). However, specific circumstances may warrant a greater 
salary reduction. 
 
 
 
 
Voluntary Bid/Award to Lower Graded Position 
 
Human Resources will recommend the amount of salary reduction for an 
employee who voluntary bids and is selected for a lower graded position. At a 
minimum, the employee’s salary will be reduced to fall within the salary range of 
the placed position. In addition, the reduced salary generally should not create a 
vertical inequity within the department and must fall within the budgeted salary 
dollars for the awarded position. 
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Non-Disciplinary Reduction in Grade Due to Job Elimination/Placement 
or Re-Evaluation 
 
Human Resources will recommend a salary adjustment, if any, for an employee 
who is subject to a non-disciplinary reduction in grade due to job 
elimination/placement or re-evaluation. At a minimum, the employee’s salary 
must be within the lower grade's salary range and must fall within the budgeted 
salary dollars for the position. 
 
All aspects of employee salary adjustments shall be determined and 
administered in a non-discriminatory fashion without regard to an 
individual’s membership in any legally protected classification as outlined 
in CDTA’s Equal Employment Opportunity Policy. 
 
RESPONSIBILITY 
 
Human Resources 
 

1. Establishes the recommended salary for employee moving to a position 
with lower responsibility. 

 
Department Manager/Director, Division Head 
 

1. Concurs (or does not concur) with the recommendation. 
 

Executive Director 
 

1. Executive Director has final authority in approving (or not approving) 
Human Resources salary recommendation for the employment action. 

 
 

VERTICAL EQUITY CONSIDERATIONS 
 

PURPOSE 
 
While CDTA prefers, generally, to have the salary of a supervisor exceed 
the salaries paid to direct subordinates, this may not, and need not, always 
be the case. With respect to first-level supervisors who supervise 
bargaining-unit employees, as a general guide, CDTA prefers that a 
minimum differential of 5% exist between the salary of a supervisor and 
that of the highest paid bargaining-unit employee directly and formally 
supervised by that supervisor (based upon a 40-hour week). 
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Maintaining a salary differential in this situation is known within CDTA as 
“first-level vertical equity.” It must be recognized, however, that erosion of 
this differential may occur as increases are granted to subordinate 
bargaining-unit employees at various times during the course of the year. 
Furthermore, it is not appropriate for a minimum differential to exist in all 
cases. 
 
DEFINITIONS  
 
Active Working Status 
 
An employee who is physically working (i.e., earning regular pay). An employee 
receiving a discretionary increase (as under either the Merit Program or Vertical 
Equity Considerations within this manual) must be physically working. It should 
be noted that an employee may remain in a “pay status”; however, may not be in 
an “active working status”. 
 
Pay Status 
 
Employees are in a “pay status” when they are receiving payroll wages. 
 
GUIDELINES 
 

1. CDTA notes that it reserves the right to exclude certain individuals or 
groups from first-level vertical equity considerations, even though they 
may be first level supervisors. For example, employees: (a) who have 
performed below expectations; or (b) who are not in an active status (such 
as a supervisor out on leave); or (c) who are precluded based upon a 
conflicting compensation policy (such as the restrictions on salary 
increases for new hires) may not qualify for vertical equity adjustments. 
This list of examples is non-inclusive and may not cover all situations in 
which CDTA believes that a vertical equity adjustment is inappropriate. 

2. CDTA further notes that its position regarding vertical equity is a guideline 
that is subject to the decision-making of management, both when 
considering CDTA’s financial circumstances and when applying good 
business judgment in individual situations. 

3. While in most first-level vertical equity cases CDTA prefers to follow this 
5% guideline, it is not a mandate and, as with all CDTA policies, is not 
intended to create or be considered a contract of any kind between any 
applicant or current or prospective employee and CDTA. 

4. It should be noted that supervisory relationships involving employees that 
do not include bargaining-unit subordinates, are not subject to first-level 
vertical equity guidelines or considerations. 

 
RESPONSIBILITY 
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CDTA plans to review vertical equity issues for first-level supervisors on an 
annual basis and make salary adjustments, which, in CDTA’s sole discretion, are 
appropriate. CDTA reserves the right to determine the timing of the vertical 
equity review and of any salary adjustment that it elects to implement. 
 
Vertical equity adjustments require the recommendation of the Director of 
Human Resources and the approval of the Executive Director. 

EMPLOYEES SERVING IN AN ACTING CAPACITY 
 

PURPOSE 
 
Occasionally an employee may be called upon temporarily to replace 
his/her supervisor or another employee in a more senior position. This 
assignment is viewed as a developmental or training opportunity and 
generally no salary adjustment will be made for any time that an employee 
spends in a temporary placement. 
 
DEFINITIONS 
 
None 
 
GUIDELINES 
 

1. Temporary or acting placement of an employee in a “vacant” position 
should generally not last longer than four months. 

2. If a temporarily filled position will continue to be “vacant” after four 
months, the hiring/promoting manager responsible for that position 
should review the circumstances underlying and related to the “vacancy.” 
If it is expected that the position will continue not to be filled through the 
formal hiring or promotion process for a further lengthy period of time, 
the hiring/promotion manager should contact the Director of Human 
Resources. The manager and the Director of Human Resources can decide 
the best course of action for the remaining period of anticipated vacancy. 

3. Temporary placement in a position, even when the position is of a higher 
grade than the employee’s regular official grade, does not constitute a 
promotion or hiring action. The formal filling of the vacant position, 
through hiring or promotion, will be done in accordance with the formal 
job posting and interview process. 

 
RESPONSIBILITY 
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1. When a position becomes vacant, the manager responsible for filling the 
vacant position may undertake an abbreviated and expedited process to 
identify and select a minimally qualified individual who is suited to occupy 
that vacant position on an interim basis until a replacement can be hired or 
promoted through a formal selection process.  

2. The selected individual will occupy the vacant position as a temporary or 
acting placement. 

3. The process for identifying minimally qualified candidates may include 
informally canvassing personnel, particularly those within the department 
or location in which the vacant position exists.  

4. Minimally qualified individuals may include those individuals, either within 
the department or in another department who satisfy at least some of the 
qualifications included in the job description for the vacant position. 

5. The manager will gain approval from his or her department head and 
notify the Director of Human Resources in writing of his or her selection 
of the individual for the temporary or acting placement.  

6. The memorandum will include reasons for his or her selection and should 
note any additional re-assignment(s) of duties and responsibilities required. 

7. The Director of Human Resources will review and concur with the 
assignment. 

 

Sub - Appendices: 
 

A. Salary Ranges 
B. Position Information Questionnaire  
C. Job Description 
D. Current Performance Appraisal Guidelines 
E. Performance Appraisal Form 
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CDTA Pay Structure 

Grd Min Mid Max Sprd Midpt Prog
610 $26,886 $33,607 $40,329 50% 108% 
611 $29,037 $36,296 $43,555 50% 108% 
612 $31,359 $39,199 $47,039 50% 108% 
613 $34,182 $42,727 $51,273 50% 109% 
614 $37,600 $47,000 $56,400 50% 110% 
615 $42,112 $52,640 $63,168 50% 112% 
616 $47,165 $58,957 $70,748 50% 112% 
617 $52,825 $66,032 $79,238 50% 112% 
618 $59,164 $73,955 $88,746 50% 112% 
619 $67,447 $84,309 $101,171 50% 114% 
620 $76,890 $96,112 $115,335 50% 114% 
621 $87,655 $109,568 $131,482 50% 114% 
622 $100,715 $125,894 $151,073 50% 115% 

 
 
 

CDTA
Pay Structure 

With Market Weighted Average Base Salaries

15000
25000
35000
45000
55000
65000
75000
85000
95000

105000
115000
125000
135000
145000
155000

610 611 612 613 614 615 616 617 618 619 620 621 622

Min Mid Max Geo Adj Wtd Avg Base Salary - All Orgs  
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Position Information Questionnaire  
 
CDTA employs a formalized job evaluation system, which includes a point 
factor system that has been developed by an outside consultant. Only the job is 
evaluated. The personal accomplishments or potential of a person assigned that 
position should not be considered when evaluating a position. Note: The 
incumbent’s accomplishments are considered within the Merit Program section 
of this manual. 
 
The proposed title or reporting relationship of a position does not automatically 
establish grade level. Through the evaluation process, the Director of Human 
Resources may recommend a revised title to more accurately and consistently 
reflect the nature of the position’s duties. The fact that a particular position has 
a weak or strong incumbent should not influence the job’s evaluation and the 
resultant grade assignment unless the job’s content has changed permanently as 
a result of duties performed by the incumbent. 
 
Positions are evaluated in terms of current duties and responsibilities. Areas of 
responsibility that are temporarily assumed or that previous incumbents may 
have assumed in the past are not considered. If additional activities or a 
decrease in responsibilities significantly alter the overall level of responsibility, 
the position should be re-evaluated at that time. 
 
To establish a new position or to re-evaluate an existing position, the supervisor 
of the subject position is responsible for completing a Position Information 
Questionnaire (PIQ) sampled on subsequent pages within this Sub-Appendix. 
The remainder of the process and responsibilities are outlined in the 
compensation policy.  
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Capital District Transportation Authority 
Position Questionnaire 

Professional/Salaried Positions 
 

 
 
Title 

 
Your Name 
(Please Print) 

 
 
Name of Supervisor 

 
 
Division Name 

 
 
Employee Signature 

 
 
Date 

 

Organizational Structure:  Complete all boxes in the chart below using job titles only. 
 Attach additional department or other organizational charts as necessary.  

 
 Next Level Job Title 

 
 

Other Reporting Relationship  Your Supervisor’s Job Title 
 

 
 

Start Here 

 

Your Job Title  Titles of Other Jobs Reporting to 
Your Supervisor 

   
 

Subordinate Job Titles and Functions 
(reporting to your position) 

# of 
FTEs 

  
 

    
 

    
 

    
 

    



 
 
 

  Check if you complete a performance 
evaluation for all subordinates 

   
Check if you always recommend 
hiring/termination of subordinates 

 
  Number of FTEs reporting  
 Total ______ to you through others: _________________ 
 
 
 
 
 
 
Why does your job exist? Write a one-sentence statement describing the purpose of your job and the  
 way your job contributes to achieving your department’s objectives. 

 
 
___________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
 
Major Accountabilities: List brief statements which describe the end results of your job; how you 

accomplish these end results; and how these results are measured. 

 
 
% of Time List Accountabilities in order of importance.  The total of all % time should equal 100%. 
 
 
 
1. 
_______% 

 

 
2. 
_______% 

 

 
3. 
_______% 

 

 
4. 
_______% 

 

 
5. 
_______% 

 

 
6. 
_______% 

 

  



 

7. 
_______% 
 
8. 
_______% 

 

 
 
 
 
 
 

Working Relationships: Describe the routine contacts you need to have with other people INSIDE  
   or OUTSIDE the organization.  Explain your role; what must be accomplished;  
   and how often. 

 
 
 Contact Reason for Contact Frequency of Contact 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
 

Responsibility and Decision- Describe the types of responsibilities you have for making and 

Making Authority: taking action in order to do your job. 

 
 
Types of decisions you make without prior approval: 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
Types of decisions referred to higher authority or controlled by policy: 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
Describe the way in which your work is assigned and reviewed, and the frequency and type of guidance provided by 
your supervisor. 
 
____________________________________________________________________________________________ 



 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
 
 
 
 
 
 



 

 

Knowledge & Skills:  List the experience, education, knowledge and skills preferred for effective functioning 
in this job. 

 
 
Required Education, Training and Experience 
 
 List special technical, academic or other know- 

ledge required as a minimum qualification in this 
job. 

 Describe how much and what type of additional work 
experience is preferred as a minimum for this job. 

 
1. 

  
1. 

 

 
2. 

  
2. 

 

 
3. 

  
3. 

 

 
4. 

  
4. 

 

 
5. 

  
5. 

 

Describe any license, registration, certificate or professional affiliation required to perform this job. 
 
1. 

   

 
2. 

   

 
Preferred Skills, Knowledge and Experience 
 
 Describe special technical, academic or other 

knowledge preferred in this job. 
  

 
1. 

   

 
2. 

   

 
3. 

   

 
4. 

   

 
5. 

   

 
Describe the most important work procedures, regulations, guidelines, policies, principles, etc., that you should 
know in order to do your job. 
 
____________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
 
Comments: Please state any additional comments which may be helpful in understanding this job and how  
  it functions within the organization as a whole. 

 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 



 

 

Major Challenges: Describe 2 or 3 of the most difficult problems you face in doing your job and the means 
by which these problems are resolved. 

 
 
 Challenge/Problem  Approach/Solution 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
Does your job require you to persuade or convince people other than your supervisor or subordinates to accept your 
actions or recommendations?  If so, give one or two typical examples. 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
 
Financial and Operational Impact: Amount of financial or operational measures controlled or  
   impacted upon by your job. 
 

 
 
Operations Budget: $_________  
Dollar amount of expenditures which require approval:  $_________ 
 
 
Describe any other financial or operational impact that your job may have on the organization: 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 



 Supervisor’s Comments: 
 

 
 
1. What do you consider the most important duty of this job: 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
 
2. What do you consider the most important qualifications of an employee in this job? 
 
___________________________________________________________________________________________ 
 
____________________________________________________________________________________________ 
 
___________________________________________________________________________________________ 
 
 
Please confirm that you read the questionnaire, and it is an accurate description of the position performed at 
a fully competent level. 
 
 
Signed __________________________________   
 
Title   __________________________________ 
 
Date _______________ 
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Sample Job Description 
      
 
Date: Job No. 

 
Title: Salary Grade: 

 
Division: Department: 

 
Reports to: 
 

 

 
 
BASIC ADMINISTRATIVE RESPONSIBILITIES 
 

1. Participate in the development of policies in the immediate manager’s organization, and 
interpret such policies throughout department. 

2. Develop objectives, policies and procedures for the approval of immediate manager. 
3. Interpret and administer programs and procedures in accordance with approved policies. 
4. Perform special assignments for immediate manager as requested. 
5. Report performance to immediate manager. 
6. Coordinates expense budget spending for department to maintain performance within budget. 
7. Develop a suitable successor and be responsible for training replacements at all levels within 

department. 
 
OVERALL RESPONSIBILITIES 
 

1.   
2.   
3.   
4.   
5.   

 
 
SPECIFIC RESPONSIBILITIES 
 
 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
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Date: Job No. 

 
Title: Salary Grade: 

 
Division: Department: 

 
Reports to: 
 

 

 
 
SPECIFIC RESPONSIBILITIES Cont’d. 
 
 
 
 
 
 
 
 
 
 
 
 
QUALIFICATIONS & EXPERIENCE: 
 

•  
•  
•  
•  
•  

 
 
 
 
 
 
Director, Department Name 
 
 

Date: 
 

Senior Executive, Department Name 
 
 

Date: 
 

Director of Human Resources Date: 
 

  
 
 
 
 



S A M P L E  A N N U A L  M E R I T  P L A N  

1 

 

Annual Merit Plan 
This document is prepared by the Deputy Executive Director of Administration & 
Finance annually and submitted for Board Approval as part of the budget 
planning process.  
 
For fiscal year 2009, the Merit Plan is approved and scheduled to be effective 
April 1, 2008. Full time, active employees are eligible provided they were hired on 
or before November 1, 2006. It includes the following features: 
 
FY 2009 Budgeted Program: This year's Authority-wide budgeted merit 
program for Authority employees will be budgeted at three (3) percent. Monies 
have been budgeted by division in a manner, which allots more for employees 
whose salaries are below their position's grade midpoint than those that are 
currently paid above their position's grade midpoint. Some additional funds will be 
allocated on a divisional basis to ensure that first-level management vertical equity 
is maintained. 
 
FY 2009 Performance Matrix: The following matrix outlines the range of 
recommended percentage increases, based upon overall performance score 
achieved and salary range placement: 
 

Salary Above Position's Midpoint Salary Below Position's Midpoint 
Exceeds Expectations - 3.0%-4.5% Exceeds Expectations - 3.5%-6.0% 
Meets Expectations - 2.0%-3.5% Meets Expectations - 2.5%-5.0% 

Below Expectations - 0.0% Below Expectations - 0.0% 
 
 
Merit increases that either fall outside the recommended matrix guidelines or are 
5% or greater will require a detailed justification and Executive Director for final 
approval. Although there is no limit to the number of employees within any 
division that may receive an "Exceeds Expectations" rating, the division must 
remain within allocated dollars. Executive Director signature will be required 
before final approval will be given for any “exceeds expectations" ratings or if any 
increase amount falls outside these guidelines. 
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Salary Grade Range Movement: All salary ranges for Grades will be adjusted up 
2.75%, effective April 1, 2008. These revised grade ranges will be used to 
determine where an employee falls within their position's range. For grandfathered 
positions, the "un- grandfathered" grade midpoint will be used to determine range 
placement, not the employee's grandfathered grade midpoint. Attached is a copy 
of the new grade ranges. 
 
First-level Manager Vertical Equity: A review will be conducted to ensure that 
first level management equity is maintained for effectively rated employees in 
accordance with Compensation Policy.  
 
Merit Increase Averages are not An Entitlement: The determination of merit 
increases will be based on an assessment of performance. This payment is 
discretionary and is not an “across the board entitlement.” Employees should not 
expect to receive the average of budgeted amount. No additional monies will be 
budgeted beyond the amounts identified for each Department. The Deputy 
Executive Director and Director of Human Resources must approve all merit 
increases before they are finalized. Therefore, managers are instructed not to 
divulge proposed or preliminary increase amounts.  
 
Time Missed Based on Sick Absence, Illness or Accident: Compliance with 
Authority and Departmental policies and procedures regarding total days missed, 
patterned absenteeism and tardiness should be taken into consideration when 
determining the rating for “Attendance” on the Annual Appraisal.  
 
Circumstances not withstanding, time missed affects performance and the increase 
amount that an employee receives should be based on their overall contributions 
to the Authorities goals.  
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Employee Recognition Programs 
Recognizing that incentives are the cornerstone of high performing organizations, 
CDTA has enacted a new employee recognition program that is aligned with 
CDTA’s new mission, vision and values. This program will focus on “the 
promotion of a positive work environment by supporting employees through 
effective communication, teamwork and an appreciation for diverse abilities in 
contributions”. Studies show that companies that have established company-wide 
recognition programs have a more content and productive workforce.   
 
The framework of the program has been adapted from the highly successful 
employee recognition program of Capital Metro in Austin, Texas. It is structured 
with a focus on rewarding those who excel in accomplishing the mission of the 
Authority. Nominations must follow the 4 C’s to be considered - Clear, 
Consistent, Comprehensive and Complimentary.  
 
Annual awards will be issued at a company sponsored holiday party at the end of 
each calendar year. In addition to current base recognition programs, the 
following programs will be initiated and administered by CDTA’s Leadership 
Group in FY2008.  
 

Team/Project of the Quarter 
Recognizes a CDTA team or project.  Either a team whose work significantly 
contributed to improving quality by achieving our goals, budget and/or mission. 
Teams are defined as recognized cost centers in CDTA departments or units or a 
project team responsible for implementing and completing a project that met 
either internal or external customer needs.  Team award scoring will include how 
projects met timelines and budget constraints (when applicable). 
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Leadership Award of the Quarter 
Recognizes a CDTA employee who has made an impact on the authority through 
leadership demonstrated either as a lead, supervisor, manager, executive staff 
member, project leader, team leader or committee chair. 
 

Customer Service Award of the Quarter 
Recognizes a CDTA employee who has consistently demonstrated extraordinary 
internal and/or external customer service. 
 

Innovator Award of the Quarter 
Recognizes a CDTA employee who thinks “outside the box” to offer ways to 
successfully serve our internal and external customers more efficiently and or finds 
ways to maintain or increase quality while reducing costs. 
 

Administrative Employee of the Quarter 
Recognizes a CDTA Trainer, Administrative or Support Staff member who has 
consistently demonstrated sustained outstanding performance, an adherence to 
work rules, and an outstanding customer and team-oriented attitude. 
 

Maintenance Employee of the Quarter 
Recognizes a CDTA Mechanic, Foreman or Cleaner who has consistently 
demonstrated sustained outstanding performance, an adherence to work rules, and 
an outstanding customer and team-oriented attitude. 
 

Fixed Route Employee of the Quarter 
Recognizes a CDTA Fixed Route Operator, Dispatcher or Supervisor who has 
consistently demonstrated sustained outstanding performance, an adherence to 
work rules, and an outstanding customer and team oriented attitude. 
 

STAR Employee of the Quarter 
Recognizes a STAR Operator, Dispatcher or Supervisor who consistently 
demonstrates outstanding performance, an adherence to work rules, and an 
outstanding customer and team-oriented attitude. 
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Rookie of the Quarter 
Recognizes a CDTA employee who has been with CDTA for at least 3 months 
and not more than two years who consistently demonstrates outstanding 
performance, an adherence to work rules, and outstanding customer and team-
oriented attitude. 
 

Distinguished Service Award of the Quarter* 
Recognizes a CDTA employee who has exhibited an unselfish devotion to duty 
above and beyond their job requirements and assignments. The nominee must 
have demonstrated outstanding judgment, ability and even courage. 
 
*Due to the exceptional level of service required to receive this award it is not 
expected to be awarded each quarter. 
 
Please note that every award may not be given out on a quarterly basis.  This will 
depend on the nominations as well as the decision of the Recognition Committee.   

 
Nomination Process:  Nominations for these awards can come from any staff 
member and they will go into drop boxes that will be stationed in all facilities.  
Awards will be collected on a quarterly basis and the winners will be decided on by 
a committee made up of Leadership Group members as well as other Authority 
and Union staff that have been asked to commit their time to this process. 
Current members of this committee include - Meredith Redcross, Dave Douglass, 
Steve Wacksman, Carla Kennedy along with one bus operator and one mechanic.  
Awards will be distributed on a Quarterly basis (luncheon or breakfast event), with 
Employees of the Year awards distributed at our yearly Holiday Party in January.   
 
Proposed Awards:  Quarterly Winners will receive an embroidered CDTA shirt, 
a $100 gift certificate to Crossgates Mall and a framed certificate. Employee of the 
Year winners will receive a CDTA Jacket, a $500 gift certificate to Crossgates Mall 
and an engraved trophy.  Names of award winners will also be displayed 
prominently throughout CDTA buildings and on buses so that our customers are 
aware of award winners.  

 
 

The current CDTA recognition programs are as follows: 

Operators - Safety Awards Program 
The “safety awards program” recognizes bus operators for their safe operation 
and accident-free driving skills during the course of the year. 
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Maintenance Safety Program 
This award program recognizes maintenance department employees for their safe 
work habits and commitment to professionalism. 

Go-For-Gold Program 
This program recognizes and rewards outstanding achievement in the categories 
of attendance, safety and customer service. 

Exemplary Attendance 
This program recognizes employees who report to work on every day that they are 
scheduled to work. 

Service Award 
The service award recognizes and shows appreciation for the dedication of service 
and the years of employment that an employee has devoted to CDTA. 

Retirement Award 
To reward and thank employees for their service to CDTA and to wish them well 
in their retirement years. 

Employee Suggestion Program 
Recognizes ideas from employees to improve safety or customer service, and to 
lower cost. 

Roadeo 
Open to employees who have demonstrated a safe driving record and wish to 
participate in this competition.  Winners are rewarded with the opportunity to 
move on to State & National competition. 

Annual Budget  
 

Start-Up   

 Publication  $1,000 

 Drop Boxes  $500 

     

  Sub total $1,500 

Year End Party   

 Place and Food $30/person $20,000 

 DJ/AV Equipment  $2,000 
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 Flyers  $500 

 Give Aways  $1,000 

     

  Sub total $23,500 

Awards    

 1st Quarter  $3,000 

 Pre Award Meeting Lunch $100 

 2nd Quarter $3,000 

 Pre Award Meeting Lunch $100 

 3rd Quarter $3,000 

 Pre Award Meeting Lunch $100 

 4th Quarter $3,000 

 Pre Award Meeting Lunch $100 

 Year End Awards $7,000 

 Pre Award Meeting Lunch $100 

 Safety, Service and Exemplary Attendance  $18,500 

  Sub total $38,000 

    

     

  Total $63,000 
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Performance Improvement Plans 
Overview - Substandard Performance 
 
Despite a manager’s best efforts to manage an employee’s performance, ongoing 
problems may be encountered serious enough to warrant invocation of a 
Performance Improvement Plan (PIP). Examples of these problems include, but 
are not limited to, deficiencies in performance, chronic absenteeism or lateness, 
poor interpersonal communications or lack of adaptability and failure to accept 
change. While each of these problems must be dealt with in a slightly different 
manner; nevertheless, it is important to deal with poor performers fairly and 
consistently. It is also important to remember that even though these programs 
sometimes result in termination, the overall goal of a PIP is to improve 
performance and to regain a productive employee. 
 
The purpose of the Authority’s Performance Improvement Program is to provide 
a fair and consistent method to formally establish goals and present constructive 
feedback to employees with significant deficiencies as documented on their 
Performance Evaluation. 
 
Written documentation must be prepared in order to manage specific 
performance concerns. Human Resources should review the plan before it is 
shared with the employee and considered final. In addition, employees should 
have the opportunity to share any barriers that may prevent accomplishment of 
the outlined improvement goals. It is essential that the employee clearly 
understand the improvement goal and has the opportunity, if needed, to request 
mutually agreed upon modifications to the goal as long as it does not adversely 
impact departmental operations. 
 
The following pages provide guidelines for the proper and efficient management 
of a performance improvement plan: 
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MANAGER’S CHECKLIST FOR THE 
PERFORMANCE IMPROVEMENT PLAN 
 

 A formal Performance Improvement Plan (PIP) should be individually 
drafted and tailored for each employee, which contains all of the 
Elements of the Performance Improvement Plan (PIP) as listed on 
page 4. A recommended sample letter is provided on pages 8-9.  
 Review written documentation with Human Resources before it is given to 

the employee. 
 Review Criteria for Effective Feedback During the PIP meeting on 

page 3. Meet with the employee and present the formal Program. 
Managers (and employees) have the option to have a Human Resources 
Representative present at the PIP meeting. 
 The employee should sign the documentation to acknowledge receipt. If 

the employee declines to sign, it should be noted thereon that the 
employee “refused to sign,” and another supervisor should be asked to 
sign the notice verifying he/she witnessed that it was delivered. 
 Coordinate a schedule with the employee to have regular follow-up 

meetings to review progress. 
 Prepare a written summary of each subsequent meeting and obtain the 

same set of signatures. See Performance Improvement Plan Interim 
Report on page 7. 
 After the employee completes the program successfully, a final written 

document will be given. This document congratulates the employee on 
improving their performance, but states if his/her performance reverses its 
current trend, progressive action ” up to and including discharge” may 
occur rather than starting the program over again. See sample letter on 
page 7. 
 If the employee’s performance fails to improve to standards specified 

during the period of the Performance Improvement Program, demotion, 
discharge or another employment action may be initiated in conjunction 
with the Legal and Human Resources Departments in accordance with 
CDTA Policy.  
 Forward final documents to Human Resources for inclusion into the 

employee’s personnel file. 
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ELEMENTS OF THE PERFORMANCE 
IMPROVEMENT PLAN (PIP) 
 
1. Identify, in writing, the performance deficiencies. State in detail the nature of 

the deficiencies in terms of job-related behavior and results. 
2. Set specific measurable and attainable job-related goals that will reasonably 

demonstrate acceptable performance. 
3. Establish the timeframe for completion of the PIP. This should be expressed 

in terms of “up to” a specific number of days. Include a statement that 
“successful completion of this program does not constitute a contract of 
employment.” 

4. Document the timetable for periodic review meetings to provide counseling 
and feedback. 

5. Inform the employee that the PIP is being initiated to provide a fair method to 
establish goals, and present constructive feedback. The overall goal is to 
improve productivity in areas identified as deficient. Developmental guidance 
is also used to enhance performance (e.g., job-related training). 

6. Advise the employee that immediate, significant and lasting improvement is 
expected. 

7. Inform the employee of the possible consequences of the PIP. The written 
documentation should inform the employee that failure to meet the goals of 
the plan “may manifest just cause and result in disciplinary action, up to and 
including discharge.” 

8. Provide the employee with the opportunity to object in writing. However, also 
obtain his/her acknowledgement of understanding and agreement to the 
terms of the PIP. 

9. Note that Management reserves the right to deviate from this program when 
circumstances warrant. 

10. The employee, the supervising manager and a Human Resource manager 
should all sign the PIP document. 

 

CRITERIA FOR EFFECTIVE FEEDBACK DURING 
THE PIP MEETING: 
1. Be able to support positive and negative feedback with objective data or 

behavioral examples. 
2. Focus on specific rather than general behaviors. 
3. Keep the feedback impersonal and job-related by being descriptive rather than 

evaluative. 
4. When giving feedback, use paraphrasing (restate the passage using different 

language) to clarify meaning and ensure understanding. 
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5. Be sure your emotions are in check. 
6. Maintain the employee’s self-esteem and focus on improvement. 
7. Offer your help/support with training/coaching. 
8. End on an encouraging note (e.g., “I know you can make the improvements 

we discussed”). 
 

Sample Format Performance Improvement Plan (PIP) 
Categories of “Below Expectations” 

 
TO: 

 
 xc:  Human Resources 

       Employee File 
FROM: 

 
  

SUBJECT:  
 
 

Work Performance Plan  

DATE:   
 
 
The following Performance Improvement Plan (PIP) is designed to clearly define 
expectations in the categories on your FY 2008 Employee Performance 
Evaluation rated as “below expectations.” Effective communication and feedback 
is essential for performance improvement. Over the next (60-90-120-180) day 
period, we will meet (weekly, bi-monthly or monthly) to discuss your progress 
toward achievement of specific measurable and attainable job-related goals. 
 
You were hired as a (Job Title) on June XX, 200X in the _________Department 
of __________ Division. Your FY 2008 Performance Evaluation (for the review 
period 4/06 to 3/07) noted “below expectations” performance in two (2) 
categories under “Job Skills/Competencies”: 
 
5.  Communications/Interpersonal skills; 
9. Adaptability/Accepts Change 
 
Communications/Interpersonal Skill 
 
During the recent performance evaluation, you and I discussed several aspects of 
your communications/interpersonal skills that need improvement: 
 
While filling in for John Doe on the XYZ project, you failed to communicate to 
other members of the team the changes that had occurred in the XYZ contract. 
Specifically, project changes were known by you and not discussed in two 
subsequent meetings. This resulted in significant project delays and cost overruns. 
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Effective oral and written communications are essential to your position 
responsibilities. I spoke with you in the past on two separate occasions regarding 
this unacceptable behavior. One incident involved the XYZ project in which you 
spoke to our customer and your co-workers with harsh words specifically telling 
the group that they were the reason that the project was delayed. The second 
incident involved the ABC contract. You would not let Jane Doe express her 
opinion at the meeting. You angrily interrupted her several times inappropriately 
expressing disagreement with her problem solving approach. This behavior 
alienates people who are needed for the successful completion of our 
departmental goals. 
 
Performance Improvement Plan: 
 
To improve deficiencies in the communication/interpersonal skills category the 
following goals must be achieved: 
 
1. You are to treat your co-workers and our customers with courtesy, respect and 

tolerance at all times. 
2. Do not interrupt a person before he/she completes their sentence. Convey 

your position in a calm, professional tone. 
 
Adaptability/Accepts Change 
 
Unsatisfactory performance in the skill category of “adaptability/accepts change” 
was discussed with you throughout the year. 
 
During the September departmental staff meeting you expressed your displeasure 
with the recent changes implemented in the merit guidelines. You expressed anger 
and used vulgarities to voice your dissatisfaction. This unprofessional outburst was 
inappropriate and caused an abrupt end to the meeting. 
 
On September 30th you were asked to provide a status update to your new 
coworker John Doe. You refused my request stating that John did not require an 
update because you felt that this was “your work.” Your behavior was bordering 
on insubordination. It was not until I gave you a directive did you comply with my 
request. 
 
Performance Improvement Plan: 
 
To improve deficiencies in the “adaptability/accepts change” category the 
following goals must be achieved: 
 



 

 6 

1. Although you have the right to express disagreement with changes, you must 
always express such disagreement in a non-disruptive and professional 
manner. 

 
2. As new team members join the staff, assignments will change and you are 

expected to be flexible in accepting new tasks and working collaboratively as a 
team player. 

 
As stated above, I will meet with you (weekly, bi-monthly or monthly) over an 
assessment period of (60- 90-120-180) days to discuss your performance on these 
issues. You will have the opportunity to review, comment and sign all progress 
reports. 
 
The overall goal of this plan is to correct substandard areas of performance and to 
regain productivity.  
 
(Use the following language for serious performance deficiencies--If during 
the assessment period you fail to make immediate and significant improvement, or at the end of 
this period performance improvement is not lasting, then in such event your conduct may be 
considered to rise to the level of “just cause” warranting the invocation of discipline, “up to and 
including discharge.”) 
(Use the following language for less serious performance deficiencies-- It is 
expected that immediate, significant and lasting improvement will occur. Failure to improve 
within the context of the foregoing performance plan will impact future performance assessments, 
as well as result in the possible invocation of further progressive remedial action.) 
 
The success of this organization is dependent on everyone’s effort, including 
yours. I remain available to assist you in achieving the outlined goals of this plan. 
 
__________________________________ _________________ 
Manager’s Signature                                          Date 
 
Employee’s Comments (Attach a separate sheet if more space is needed) 
 
ACKNOWLEDGEMENT: I hereby acknowledge that I have read the foregoing 
Performance Improvement Plan and fully understand and agree to the terms and 
conditions as set forth herein. 
 
_____________________________________ _______________ 
Employee’s Signature                                          Date 
 
Concurrence: 
 
_____________________________________ _______________ 
Human Resources Signature                                 Date 
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Performance Improvement Plan Interim Reports 
 
Employee Name: Date: ___/___/___ 
Supervisor Name:  
1st Month Meeting Notes: 

 
Employee Name: Date: ___/___/___ 
Supervisor Name:  
2nd Month Meeting Notes: 

 
Employee Name: Date: ___/___/___ 
Supervisor Name:  
3rd Month Meeting Notes: 

  
 
 
 

SAMPLE Performance Improvement Plan Memo for 
Employee who has Successfully Completed Program Related to 
Quality of Work 
 
Job Well Done 
 
You are to be congratulated for your positive response to the recent challenge to 
bring your performance in line with the requirements of your position. During the 
period of the PIP, you demonstrated recognition of the seriousness of the 
situation and, to your credit, you followed our established program for corrective 
action.  
 
This shows that you understand your job functions and that you can and will 
perform at or above a satisfactory level. I trust you understand that this is the only 
acceptable level of performance, given the limited resources available to meet our 
department’s business objectives. 
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I will remain available to meet with you to discuss any performance questions you 
may have in the future. This contact should be made early in order to avoid any 
recurrence of these performance difficulties. In closing out this episode, however, 
I should note that if your performance reverses its current trend, sound business 
judgment requires that I consider immediate progressive action, “up to and 
including discharge,” rather than again pursue methods that did not work. 
 
Again, congratulations for a job well done. 
 

Sample Performance Improvement Plan 
Regarding Absenteeism 
 
Since our conversation regarding your absenteeism and tardiness, your 
performance has not improved. Since until this date, you have been either absent 
or late for a total of xx hours, which amounts to of xx your scheduled work 
period. (Please see attached copy of your time record.) 
 
Please be advised that this is unacceptable. Effective immediately, you will be 
placed on a Performance Improvement Plan to improve your attendance and 
tardiness. The PIP will last for a 30-day period. During this time, I will review 
your progress with you on a weekly basis. Any deviation from this program, or 
continued tardiness and absenteeism, may result in progressive discipline “up to 
and including discharge.”  
 
Performance Improvement Plan Regarding Attendance 
 
Effective Monday, June 24, 2007 you are being placed on a formal program aimed 
at improving your performance, which has been deficient for several months.  
 
Specifically, your attendance continues to be unacceptable despite my two 
counseling sessions in March and April of this year requesting immediate 
improvement and despite a performance improvement letter dated May 4, 2004, 
also requesting improvement. 
 
As previously discussed, you are a vital member of the XYZ group. Your 
attendance and support activities are key ingredients to the group’s objectives. 
Just as an example, the group missed an important project deadline on March 30 
because you failed to complete your assigned section of the project. 
 
In particular, the deficiencies which I have observed are that since June 1997 you 
have accumulated 160 hours of absences through a combination of medical and 
sick leave, emergency absence and personal leave. You have also accumulated 80 
hours of absences due to either tardiness or early departures. 
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Your excuses for missed time have ranged from car trouble and traffic jams to 
doctor appointments and garden accidents. 
 
Your attendance record is the worst in the group, which supports an average 
absentee rate during the same period of a mere 40 hours. Since your performance 
letter alone (25 working days), your attached time cards indicate that you were up 
to 20 minutes late on 10 occasions, that you were absent 4 days, and that you left 
early 3 days. During many of these absences, management was unaware of your 
status since you failed to call in. 
 
During the performance improvement program, you will be expected to meet the 
attached goals. The program will last for up to 60 days during which time 
immediate and significant improvement is expected. This 60-day period is not to 
be considered a contract of employment. You will meet with me every other 
Friday, at 8:15 am to discuss your progress. If at any time during this program it is 
determined that your lack of acceptable improvement continues to adversely 
impact on department objectives, or if you fail to meet your final program goals, 
progressive action will follow, up to and including termination. 
 
As you can see, this is a serious matter that requires a direct approach on my part. 
However, I would not be working so diligently with you if I did not believe that 
you could succeed. Feel free to discuss with me any problems that you may have 
at any time. Your success is everyone’s gain. 
 
__________________________________ _________________ 
Manager’s Signature                                          Date 
 
Employee’s Comments (Attach a separate sheet if more space is needed) 
 
ACKNOWLEDGEMENT: 
 
I hereby acknowledge that I have read the foregoing Performance Improvement 
Plan and fully understand and agree to the terms and conditions as set forth 
herein. 
 
_____________________________________ _______________ 
Employee’s Signature                                          Date 
 
Concurrence: 
 
_____________________________________ _______________ 
Human Resources Signature                                 Date 
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SAMPLE Performance Improvement Plan 
Regarding Quality of Work 
 

During your recent performance evaluation, you and I discussed several aspects of 
your performance that needed improvement. We reviewed a copy of your position 
description for Staff Consultant and found that it covered the areas of concern. A 
Staff Consultant is expected to acquire knowledge of new areas quickly, to 
independently handle multiple activities and to complete all projects in a timely 
manner. 
 
Since that review, your efforts to improve in those areas of your performance, 
which need improvement, have not been successful. I note the following 
observations for your consideration: 
 

1. While working on the BASIC Look-Around enhancement, you failed to 
contribute to the design of this feature. Specifically, you remained silent 
during three group design meetings and you relied on other members of 
the team to complete the diagnostic test for BASIC memory. This was 
because you lacked an understanding of how BASIC works. 

2. While the lead programmer for the Look-Around feature was on vacation, 
you were unable to diagnose the problems encountered during unit test or 
to generate probable fixes. 

3. You were assigned to code and unit test the Printerless System Support. 
You missed two dates for this project and needed assistance to make the 
third date. 

4. You failed to update the 10 EXEC documentation, which indicates a lack 
of knowledge and understanding of the 10 EXEC and the environment in 
which it operates, despite your two years experience working in the group. 

 
You are expected to make an immediate and significant improvement in your 
performance in accomplishing the following activities: 
 

1. Update 10 EXEC such that a user may be able to work with the program 
independently. 

2. You are to develop a schedule for this project and give me a copy of this 
build plan by 02/17/04. Each milestone identified must be met. 

3. You are to participate in the EXEC Program effort. You should expect to 
spend approximately 30% of your time working on this project. Your 
closure rate should average two per month. 

4. You are to review the technical documentation and update the 10 EXEC 
Program that was recently distributed to the group. A plan for providing 



 

 11

this updated documentation is due to me by 04/01/08. This plan should 
contain milestones spaced approximately every six weeks. 

 
I will be monitoring your performance on these activities for a period of up to 90 
days. During this period you and I will hold biweekly meetings to discuss your 
progress and to provide you with written feedback. The first of these will be at 
9:00 am on Tuesday, February 3rd, in my office. This 90-day period is not to be 
considered a contract of employment. 
 
If during this program you fail to make immediate and significant improvement, 
or at the end of this period your performance improvement is not maintained at 
an acceptable level, progressive action will follow, up to and including discharge 
from employment. 
 
I will be available for consultation as needed. It is important that you understand 
your performance requirements. My goal is to help you to perform at a Staff 
Consultant level. Your full cooperation in this effort is expected. With a reduced 
headcount in the group, your satisfactory performance is greatly needed since we 
cannot continue to have others work overtime to cover your workload. 
 
 
__________________________________ _________________ 
Manager’s Signature                                          Date 
 
Employee’s Comments (Attach a separate sheet if more space is needed) 
 
ACKNOWLEDGEMENT: 
 
I hereby acknowledge that I have read the foregoing Performance Improvement 
Plan and fully understand and agree to the terms and conditions as set forth 
herein. 
 
_____________________________________ _______________ 
Employee’s Signature                                          Date 
 
Concurrence: 
 
_____________________________________ _______________ 
Human Resources Signature                                 Date 
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