AC Transit and OakDOT
Collaboration and Communications
Workshop and Next Steps

December 10, 2025
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Graphic History of AC TranS|t/OakDOT

The full group participated in creating a
Graphic History of collaboration between
AC Transit and OakDOT. This visual process
captures collective knowledge, highlights
patterns and cycles, reveals the roots of key
assumptions, and uncovers connections
between past challenges and
accomplishments—all of which help foster
mutual respect and understanding.
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relationships. The activity concluded with
group reflections on the themes that
characterized different historical eras,

including: .
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Shaping Collaborations s

Participants engaged in three rounds of small-group discussions at tables, each
focused on one of seven key questions (listed below). In groups of 4-5, they
spent 15 minutes per round exploring each topic before rotating to a new table.

——> ANTAGONIZER-

The conversations were designed to be generative and imaginative, with VIC(”V\
participants encouraged to propose “15% solutions” —small, feasible actions Ceeronz
that could make meaningful progress without requiring full-scale change. .

1. What do we need to address to reset our formal agency
partnership? (ILC, ladder of meetings, boards, management
collaboration)
2. What do we need to address to prioritize our varied agency goals?
(agency goals/mandates planning, policies) (OPCH |
3. What seeds can we plant for strategic funding opportunities?
(funding, business models)
4. What would improve our ability to build projects together?
. . . The “Drama Triangle” (shown above) illustrates a common dynamic between
(COfTIdOf' partnershlps, prOJect development) individuals or organizations, where roles are unconsciously assigned as Victim,
5 What's the next |eve| Of |ea rning together‘p Hero, and Antagonizer. This cycle often leads to a sense of being stuck or

disempowered. The Drama Triangle can be transformed into an

(grow resilience, knOWhOW, etc.) Empowerment Dynamic, where the roles become Creator, Coach, and
Challenger. Staff were invited to adopt these empowering roles during the

6. What’s the next level of working with stakeholders and public Shaping Collaborations activity.

enZ%agement? _ _
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7. What specific administrative processes do we need to talk about
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Shaping Collaborations
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Takeaways

We closed the meeting with staff sharing
takeaways from the workshop:

* Great to meet so many good people!

e There’s tons of overlap — | find my “reflection”

at the other agency.

e FEager to do the hard work and collaborate —
need to first do the baseline work on
strategies/quidelines, update programmatic
models.

e Both agencies have incredible capacity to
build and create...

 Wish we can get good at maintaining.

e Asateam, think we could be unstoppable!
Grant proposals, etc.

e Joining forces can make us better

 We all have hard jobs — different challenges,
different strengths. But where are the
overlaps?

* Refreshing — everyone here wants the same
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Spring Workshop Takeaways: Three Strategic
Priorities for the Next 6-24 Months

a2 Near-Term Priorities for Executive Focus
2 Reset Norms for a More Collaborative Approach
a2 Improve Communications
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