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Aaron X. Montano AllianceBernstein 

Aimee Maddera Oklahoma City Employee Retirement System 

Akash Patel J.P. Morgan Asset Management 

Amanda Rekemeier Bernstein Litowitz Berger & Grossmann LLP  

Andrew Boyd Oklahoma Public Employees Retirement System 

Andy Schallhorn Oklahoma Public Employees Retirement System 

Angel Odom Oklahoma City Employee Retirement System 

Angela Berry Teachers' Retirement System of Oklahoma 

Anthony Morrison City of Edmond, OK, Employees' Retirement Plan 

Ashish Pai Oklahoma Public Employees Retirement System 

Ashley Alson  Northern Trust Asset Management  

Ashley Hyotte Barings 

Beau Ratke Oklahoma Law Enforcement Retirement System 

Ben Stewart Humphreys Capital 

Beth Hallmark Teacher Retirement System of Texas 

Brad Jolliff City of Edmond, OK, Employees' Retirement Plan 

Brad Tillberg Oklahoma Public Employees Retirement System 

Brandon Meyer Teachers' Retirement System of Oklahoma 

Brandy Manek Teachers' Retirement System of Oklahoma 

Brandy Reames  Oklahoma Public Employees Retirement System 

Brent Baggett Oklahoma Firefighters Pension and Retirement System 

Brett Logan Oklahoma City Employee Retirement System 

Bruce Davis Oklahoma City Employee Retirement System 

Caitlin Russell J.P. Morgan Asset Management 

Cary Provence Oklahoma Firefighters Pension and Retirement System 

Casey Baker Oklahoma Firefighters Pension and Retirement System 

Casey Cass Barrow Hanley Global Investors 

Catherine Bartlett Teachers' Retirement System of Oklahoma 

Chance Tuttle Oklahoma Law Enforcement Retirement System 

Chase Rankin Oklahoma Firefighters Pension and Retirement System 

Chris Cook Oklahoma Police Pension and Retirement System 

Chris Smith Oklahoma Law Enforcement Retirement System 

Chris Whatley Oklahoma Municipal Retirement Fund 

Clayton Johnston Barrow Hanley Global Investors 



 
Connor Watson Boston Partners 

Cristine Turner Cohen Milstein Sellers & Toll, LLP 

Dan Drum Warwick Investment Group 

Dana Cramer Oklahoma Firefighters Pension and Retirement System 

Darcie Gordon Oklahoma Police Pension and Retirement System 

David Lubchenco Chautauqua Capital Management, a division of Baird 

Debbie McMillen Asset Consulting Group 

Dessa Herl Teachers' Retirement System of Oklahoma 

Diana O'Neal Oklahoma Public Employees Retirement System 

Dionda Browder EMBARK (Central Oklahoma Transportation and Parking Authority) 

Donna Doolen Oklahoma Municipal Retirement Fund 

Douglas Anderson Mariner 

Duane Michael Oklahoma Law Enforcement Retirement System 

Dylan Terhune Oklahoma Firefighters Pension and Retirement System 

Ed Petersen Oklahoma Public Employees Retirement System 

Ed Tinker Oklahoma Municipal Retirement Fund 

Edward Romero Commissioners of the Land Office 

Emily Fraser Bain Capital 

Erin Kennedy Oklahoma Public Employees Retirement System 

Ernest Johnson ApexOne Investment Partners 

Felicia Clark Oklahoma Law Enforcement Retirement System 

Gabriela Santos J.P. Morgan Asset Management 

Garrett Aylor PIMCO 

Garrett Washenko Brookfield Asset Management 

George Tarlas Asset Consulting Group 

Gerry Esparza Constitution Capital Partners 

Ginger Sigler Oklahoma Police Pension and Retirement System 

Gordon Gingrich  Oklahoma Firefighters Pension and Retirement System 

Grace Chua Orbis Investments 

Greg Buckley Oklahoma Municipal Retirement Fund 

Greg Winters Teachers' Retirement System of Oklahoma 

Jake Brenner Apollo Global Management 

Jake Meyer  Humphreys Capital  

Jake Siebenaler Oklahoma City Employee Retirement System 



 
Jared Haines Oklahoma Public Employees Retirement System 

Jason Pulos Asset Consulting Group 

Jay Green Harding Loevner 

Jeanna Jordan Oklahoma City Employee Retirement System 

Jericha Bickell Oklahoma Public Employees Retirement System 

Jim Klaus Silvercrest Asset Management Group 

Jim Luckett Oklahoma Municipal Retirement Fund 

Joanna McSpadden Oklahoma City Employee Retirement System 

Jodi Cox Oklahoma Municipal Retirement Fund 

Joe Nugent Asset Consulting Group 

John Toombs Oklahoma Law Enforcement Retirement System 

John Dashtara PIMCO 

John Fischer Commissioners of the Land Office 

John Fothergill Employees' Retirement System of Tulsa County 

John Meyer Loomis, Sayles & Company 

John Rochford Tocqueville Asset Management 

John Trydahl Income Research + Management 

Jonathan Woodward Teachers' Retirement System of Oklahoma 

Joseph Cappello Teachers' Retirement System of Oklahoma 

Joseph Fox Oklahoma Public Employees Retirement System 

Joseph Zock Tocqueville Asset Management 

Justin Hildebrand Agincourt Capital Management, LLC 

K.W. Cryer Warwick Investment Group 

Karla Nickels Oklahoma City Employee Retirement System 

Karson Wattles Northern Trust Asset Management  

Kate Richard Warwick Investment Group 

Kathy Henton City of Edmond, OK, Employees' Retirement Plan 

Katie Sinderson Bernstein Litowitz Berger & Grossmann LLP 

Kelsey Ardies Teachers' Retirement System of Oklahoma 

Kenneth Yates Employees' Retirement System of Tulsa County 

Keri Gomez Teachers' Retirement System of Oklahoma 

Kevin Darrow Oklahoma Municipal Retirement Fund 

Kieran Fitzpatrick CD&R 

Kris Olsen TPG  



 
Kristen Wilson Oklahoma Law Enforcement Retirement System 

Kyle Ridenour Oklahoma Municipal Retirement Fund 

Lara Goldstone Labaton Keller Sucharow 

Leslie Griffith Oklahoma Police Pension and Retirement System 

Lisa Van Liew Teachers' Retirement System of Oklahoma 

Lucy Goodling Blackstone 

Lynne Bajema Oklahoma Public Employees Retirement System 

Marc Dreyer Employees' Retirement System of Tulsa County 

Marc Edwards Phillips Murrah 

Marc Pierce Oklahoma Public Employees Retirement System 

Mark Giura Loomis, Sayles & Company 

Mark Mason Oklahoma Police Pension and Retirement System 

Mark Mooers McGinty Road Partners 

Marley Kornreich Orbis Investments 

MaryEllen Layton Oklahoma City Employee Retirement System 

Matt Clarkson Commissioners of the Land Office 

Matt Hanson AllianceBernstein 

Matthew Considine Bain Capital 

Matthew Kesser Oklahoma Public Employees Retirement System 

Maurice Torres PGIM 

Melissa Reames Oklahoma Municipal Retirement Fund 

Michael Canty Labaton Keller Sucharow 

Michael Willis Employees' Retirement System of Tulsa County 

Michelle McRee Oklahoma Public Employees Retirement System 

Mike Brown Oklahoma Police Pension and Retirement System 

Mike Shaw EMBARK (Central Oklahoma Transportation and Parking Authority) 

Mike Truitt Oklahoma City Employee Retirement System 

Mitchel Massie Oklahoma City Employee Retirement System 

Morgan Doyle Garcia Hamilton & Associates 

Nagesh Chopra Oklahoma City Employee Retirement System 

Nathan Robinson Barings  

Nathan Watson City of Edmond, OK, Employees' Retirement Plan 

Nykkia Harris Oklahoma Police Pension and Retirement System 

Patrick Egan Berman Tabacco 



 
Patty Karolczak Asset Consulting Group 

Paul Thompson Oklahoma Public Employees Retirement System 

Phillip Chandler Commissioners of the Land Office 

Quyen Do  Oklahoma Public Employees Retirement System 

Rachael Johnson Employees' Retirement System of Tulsa County 

Rachelle Hochman Apollo Global Management 

Randal Lewis Oklahoma City Employee Retirement System 

Regina Story Oklahoma Municipal Retirement Fund 

Renda Reese-Davis Oklahoma Law Enforcement Retirement System 

Rhonda Cavagnaro Saxena White 

Richard Lorant Cohen Milstein Sellers & Toll, LLP 

Richard Mahoney Oklahoma City Employee Retirement System 

Rick Heitzmann FirstMark 

Robert Johnston Oklahoma Municipal Retirement Fund 

Robert Ward Teachers' Retirement System of Oklahoma 

Ross Lawyer Oklahoma Law Enforcement Retirement System 

Ryan Falls Milliman 

Ryan M. Schrader, CFA Mondrian Investment Partners 

Sarah Ashmore Oklahoma Public Employees Retirement System 

Sarah Green Teachers' Retirement System of Oklahoma 

Sarah Khorasanee McGrath Berman Tabacco 

Scott Van Horn Oklahoma Public Employees Retirement System 

Sean Ruark Oklahoma Police Pension and Retirement System 

Shannon Bolton StepStone Group 

Sharone BenEzra TPG 

Shaun Barnett Oklahoma Municipal Retirement Fund 

Shelly Paulk Oklahoma Public Employees Retirement System 

Sophie Bullard StepStone Group 

Stefanie Leverette Saxena White 

Stephen Baldridge Oklahoma Public Employees Retirement System 

Stephen Simpkin I Squared Capital 

Stephen Streeter Teachers' Retirement System of Oklahoma 

Tamara Johnson Oklahoma Municipal Retirement Fund 

Tara Harris Oklahoma Public Employees Retirement System 



 
Taylor Atherton Oklahoma City Employee Retirement System 

Teresa Green Oklahoma Firefighters Pension and Retirement System 

Terri Phillips Teachers' Retirement System of Oklahoma 

Tim Strakosch Boston Partners 

Toni Kizer Employees' Retirement System of Tulsa County 

Traci Scullawl Employees' Retirement System of Tulsa County 

Trevour Story Oklahoma Law Enforcement Retirement System 

Trey Smith Cerberus  

Vanessa Hampton Agincourt Capital Management, LLC 

William Strange Milliman 

William Whitman NCPERS 

Yvette Duenas Garcia Hamilton & Associates 
 

 

 



 
September 23-25, 2026 

 
CONTINUING EDUCATON CERTIFICATION 

Choctaw Casino, Durant  
4216 S Hwy US-69 
Durant, OK 74701 

29th Annual Oklahoma Public Fund Trustee Education Conference 

Name  Agency/Fund  

Address  

City, State, Zip  

Phone  Email  
 
 

Topic Presenter CPE Time Initial if 
Attended 

Wednesday, September 23, 2026 
2:00 pm 
New Trustee Education - Jeopardy 

Doug Anderson 
Mariner 

45 minutes  

3:15 pm 
What to Know Before Meeting with Your Actuary 

Ryan Falls 
Milliman 

45 minutes  

Thursday, September 24, 2026 
9:00 am 
Divergences Amidst the AI Capex Surge: A Guide to the Markets 

Gabriella Santos 
JP Morgan 

45 minutes  

10:00 am 
Bring Your Own Power (BTM), the Solution to Power Cost Escalation 

Bob Purgason 
Wildfork Power Solutions 

30 minutes  

10:30 am 
Building an AI Strategy: Lessons from the Teacher Retirement System 
of Texas 

Beth Hallmark 
Teacher Retirement System of 
Texas 

30 minutes  

11:15 am 
The Fiduciary Playbook 

Benita Harper 
Aon Consulting 

45 minutes  

1:00 pm 
Advice for Investing Institutions  

Howard Marks 
Oaktree Capital Management 

60 minutes  

2:15 pm  
A View from Washington 

Libby Cantrill 
PIMCO 

45 minutes  

3:15 pm  
Unbiased: How to Manage Risk in the Gray Zone 

Andy Fastow 
Former CFO for Enron 

60 minutes  

Friday, September 25, 2026 
9:00 am 
The Role of Venture Capital in the World of Artificial Intelligence 

Joe Nugent 
ACG  
Rick Heitzman 
FirsMark 

45 minutes  

10:00 am 
Oklahoma and Regional Economic Update  

Courtney Cowley 
Kansas City Federal Reserve 

45 minutes  

10:45 am  
Jeopardy 

ACG 45 minutes  

 
 
__________________________________________                            ________________________________________________ 
Signature of Participant        Signature of Conference Host 



Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System

29th Annual Oklahoma Public Fund Trustee Education Conference
 Past Hosts & Conference Locations

1. 1997 Police Shangri-La Resort

2. 1998 Teachers Shangri-La Resort

3. 1999 OPERS Shangri-La Resort

4. 2000 Firefighters Shangri-La Resort

5. 2001 OLERS Quartz Mountain Lodge

6. 2002 Teachers Tulsa DoubleTree Warren Place

7. 2003 OkMRF OSU Student Union/Atherton Hotel

8. 2004 Police OSU Student Union/Atherton Hotel

9. 2005 OPERS OSU Conoco Phillips Center/Atherton Hotel

10. 2006 Firefighters OSU Conoco Phillips Center/Atherton Hotel

11. 2007 OLERS OSU Conoco Phillips Center/Atherton Hotel

12. 2008 OKC ERS OSU Conoco Phillips Center/Atherton Hotel

13. 2009 Teachers OSU Conoco Phillips Center/Atherton Hotel

14. 2010 OkMRF OSU Conoco Phillips Center/Atherton Hotel

15. 2011 Police OSU Conoco Phillips Center/Atherton Hotel

16. 2012 OPERS OSU Conoco Phillips Center/Atherton Hotel

17. 2013 Firefighters Renaissance Tulsa Hotel & Convention Center

18. 2014 OLERS National Center for Employee Development

19. 2015 OKC ERS National Center for Employee Development

20. 2016 Teachers Renaissance Tulsa Hotel and Convention Center

21. 2017 OkMRF Chickasaw Resort & Conference Center 

22. 2018 Police Hard Rock Hotel & Casino Tulsa

23 2019 OPERS Hyatt Regency Tulsa

24 2021 Firefighters Shangri-La Resort

25. 2022 OLERS The DoubleTree Tulsa-Warren Place

26. 2023 OKC ERS Choctaw Casino & Resort

27. 2024 Teachers Hyatt Regency Tulsa Downtown

28. 2025 OkMRF Stoney Creek Hotel

29. 2026 Police/Tulsa Co ERS Choctaw Casino & Resort



 

 

 

29th Annual Oklahoma Public Fund Trustee Education Conference 
 Agenda September 23-25, 2026 
 
 
 

 
 

Choctaw Casino & Resort 
4216 S. Highway 69/75 

Durant, Oklahoma 74701 
 

Wednesday, September 23, 2026 
All Sessions will be held in Magnolia Rooms 1,6,7 

 
8:30 am  Pre-Conference Event Golf Scramble 

Chickasaw Point Golf Club 
Shotgun Start 

  12428 Chickasaw Pointe Road 
  Kingston, OK 73439 
 
1:00 pm  Registration: Magnolia Ballroom Hallway 
   
2:00 pm Session 1: New Trustee Education - Investments 
 Speaker: Doug Anderson, Senior Institutional Advisor 
  Mariner Wealth Advisors 
   
2:45 pm Session 2: Value of NCPERS Membership 
 Speaker: William Whitman, Director, Membership & Strategic Alliances 
   National Conference on Public Employee Retirement Systems 
   
3:00 pm Break 
    
3:15 pm Session 3: What to Know Before Meeting with Your Actuary 
 Speaker: Ryan Falls, Principal & Consulting Actuary 
   Milliman 
   
5:00 pm Reception: The Veranda  
 
6:30 pm Karaoke: The Grand Summit 
 

Thursday, September 24, 2026 
All Sessions will be held in Magnolia Rooms 1,6,7   

7:00 am Breakfast: Magnolia 2-5  
  
8:00 am Registration: Magnolia Ballroom Hallway 
 
8:45 am Welcome: Tammye Gwin, Senior Executive Officer of Strategic Development 
  Choctaw Nation of Oklahoma 
 
9:00 am Session 4: Divergences Amidst the AI Capex Surge: A Guide to the Markets 
 Speaker: Gabriella Santos,  Chief Market Strategist - Americas 
  J.P. Morgan Asset Management 
  
9:45 am Break   
  
10:00 am Session 5: Bring Your Own Power (BTM), the Solution to Power Cost Escalation 
 Speaker: Bob Purgason, CEO & Co-Founder 
  Wildfork Power Solutions 
   
  Building an AI Strategy: Lessons from the Teacher Retirement System of Texas 
10:30 am Speaker: Beth Hallmark, Chief Communications Officer 
  Teacher Retirement System of Texas 
  
11:00 am Break 
 
 



 

 

 

29th Annual Oklahoma Public Fund Trustee Education Conference 
 Agenda September 23-25, 2026 
 
 
 

11:15 am Session 6: The Fiduciary Playbook 
 Speaker: Benita Harper, Associate Partner 
  Aon Fiduciary Services Practice  
 
12:00 pm Lunch: Magnolia 2-5  
   
1:00 pm Session 7: Advice for Investing Institutions 
 Speaker: Howard Marks, Co-Chairman 
  Oaktree Capital Management, L.P. 
  
2:00 pm Break   
 
2:15 pm Session 8: A View from Washington 
 Speaker: Libby Cantrill, Managing Director & Head of Public Policy 
  PIMCO  
3:00 pm Break    
  
3:15 pm Session 9: Unbiased: How to Manage Risk in the Gray Zone 
 Speaker: Andrew Fastow 
  Principal at KeenCorp, Former CFO of Enron 
   
6:00 pm Dinner: The Grand Summit 
 
8:00 pm Bowling: Bowling Alley 
  

Friday, September 25, 2026 
All Sessions will be held in Magnolia Rooms 1,6,7      

7:30 am Breakfast: Oak & Pine Room        
 
9:00 am Session 10: The Role of Venture Capital in the World of Artificial Intelligence 
 Speaker: Joe Nugent, Director - Asset Consulting Group 
  Rick Heitzman, Co-Founder and Partner - Firstmark 
  
9:45 am Break 
  
10:00 am Session 11: Oklahoma and Regional Economic Update 
 Speaker: Courtney Cowley, Assistant Vice President & Oklahoma City Branch Executive 
  Federal Reserve Bank of Kansas City 
  
10:45 am Session 12: Jeopardy 
  
11:30 am Conference Wrap Up/Evaluations/Final Grand Prize Drawing  
 



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

Session 1
New Trustee Education – Investments

Jeopardy Style

Doug Anderson
Mariner Wealth Advisors

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

Doug Anderson, CPFA, Senior Institutional Advisor works extensively with plan sponsors supporting their defined benefit and 
defined contribution plans while also servicing some of the firm’s foundation and endowment clients. He serves his client 
base by optimizing investment portfolios, conducting investment manager due diligence reviews, selecting investment 
managers, developing investment policy guidelines, preparing performance-monitoring reports, and conducting trustee 
education on a wide range of investment topics. He brings diversity of experience encompassing institutional client 
consulting and working as a portfolio management and trader for an investment management firm.

Doug has 36 years of experience in institutional investment consulting. Prior to joining Mariner Institutional, he served as a 
Consultant for Gregory W. Group where he worked with public and private pension, operating, and foundation clients. He 
has written research papers on a variety of investment topics. His research has focused on opportunistic and non-traditional 
assets, including core real estate, non-core real estate, high yield fixed income, distressed debt, private equity and energy 
infrastructure assets.

Bachelor of Science Business Administration, Finance, University of Tulsa
Certified Plan Fiduciary Advisor Designee

Mariner Wealth Advisors

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

Session 2
Value of NCPERS Membership

William Whitman
NCPERS

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

William Whitman joined NCPERS in November 2023 as the Director of Membership & Strategic Alliances, bringing with him 
over 20 years of membership and association management experience.  In this role, William oversees NCPERS’ membership 
recruitment and retention efforts to enhance the depth and breadth of the trade association’s engagement with current 
members and prospects.

Prior to joining NCPERS, William worked at the International Food Information Council where he directed the member 
relations for a portfolio of leading global food and beverage companies supporting education and advocacy. He brings to 
NCPERS an extensive track record of creating impactful services and programs for a diverse range of member 
communities.  He has helped build membership infrastructure within several associations, allowing him to hone his skills in 
identifying and applying best practices across organizations.

William holds a BA in English from Hamilton College and became an ASAE Certified Association Executive in 2016.

NCPERS

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



The National Conference on 
Public Employee 
Retirement Systems
William Whitman
Director of Membership & Strategic Alliances
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National Conference on
Public Employee Retirement Systems
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National Conference on 
Public Employee Retirement Systems
• 501(c)(3) representing 650+ public plans, plan sponsors, and 

stakeholders, and service providers that collectively manage $7 trillion 
in retirement assets.

• Visit www.NCPERS.org to learn more

http://www.ncpers.org/
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Public Pension History

The Evolution of Public Pension Plans: Past, Present and Future, NCPERS, 2008

Public pensions have been around for more than 150 years.

• 1857 New York state established lump sum benefit for NYC police.
• 1866 FDNY gets lump sum LOD benefit.
• 1878 Proto pension for NYC police & fire.
• Many statewide public plans established soon after 1935.

https://www.ncpers.org/file/secure/ncpers-evolution-of-public-pensions-2008.pdf
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U.S. Retirement Landscape

Financial Accounts of the United States, U.S. Federal Reserve, June 2026 (Q1 2026)

Private Sector Plans

• $2.897 trillion in 
defined benefit plans

• $11.495 trillion in 
defined contribution 
plans

State/Local Plans Federal Plans

• $6.772 trillion in 
defined benefit plans

• $537 billion in defined 
contribution plans

• $3.244 trillion in 
defined benefit plans

• $1.076 billion in 
defined contribution 
plans

https://www.federalreserve.gov/releases/z1/current/z1.pdf
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U.S. Retirement Landscape

Financial Accounts of the United States, U.S. Federal Reserve, June 2026 (Q1 2026)

Private Sector Plans

• 135.3 million employed

• 85.3 percent of the 
workforce

• ~$14.3 trillion total 
saved for retirement

State/Local Plans Federal Plans

• 20.7 million employed

• 13.1 percent of the 
workforce

• ~$7.3+ trillion total 
saved for retirement

• 2.7 million employed

• 1.7 percent of the 
workforce

• ~$4.3+ trillion total 
saved for retirement

https://www.federalreserve.gov/releases/z1/current/z1.pdf
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NCPERS
Programs for 
Trustees
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NCPERS Resources for Pension Trustees

The Employment Situation, U.S. Bureau of Labor Statistics, March 2026

In-Person Events

• Attend NCPERS 
conferences to stay up 
to date on issues 
impacting pensions 
and governance best 
practices

Educational Webinars E-Learning Modules

• Attend monthly 
webinars and learn 
from trustees, plan 
professionals, and 
industry experts about 
pension investment 
and administration

• Callan On Demand 
Education (CODE) 
platform offers dozens 
of 30- or 60-minute 
modules accessible 
online

Educational conferences and virtual learning for trustees

https://www.bls.gov/news.release/archives/empsit_04032026.pdf
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Upcoming In-Person Events

The Employment Situation, U.S. Bureau of Labor Statistics, March 2026

2026 Public Safety 
Conference
• Educational program 

addresses unique 
concerns of pension 
systems for fire, police, 
and other first 
responders

• October 25-28 in 
Nashville

2027 Annual Conference 
& Exhibition

2027 Legislative 
Conference

• Our flagship event 
bringing together 750+ 
pension leaders for 3.5 
days of educational 
sessions and 
relationship building

• May 16-19, 2027 in 
NYC

• Engage directly with 
representatives on 
Capitol Hill, gathering 
insights and 
advocating for 
increased retirement 
security

• July 19-21, 2027 in 
Washington, DC

In-person learning opportunities for trustees

https://www.bls.gov/news.release/archives/empsit_04032026.pdf
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NCPERS University

The Employment Situation, U.S. Bureau of Labor Statistics, March 2026

Trustee Essentials 
Training
• New trustees build 
foundational 
knowledge to fulfill 
their fiduciary duties

• May 15-16, 2027 in 
NYC

Training for trustees at any level of experience

Fiduciary in Focus

• Experienced 
trustees continue 
their education with 
timely insights

• Oct. 24-25, 2026 in 
Nashville

Advanced Fiduciary 
Institute
• Earn credential in 
governance, 
finance, risk 
management and 
human capital

• Oct. 24-25, 2026 in 
Nashville

https://www.bls.gov/news.release/archives/empsit_04032026.pdf
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Advocacy Resources Online

The Employment Situation, U.S. Bureau of Labor Statistics, March 2026

https://www.bls.gov/news.release/archives/empsit_04032026.pdf
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Your Questions About NCPERS



William Whitman

wwhitman@NCPERS.org

NCPERS.org

Thank You!



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

Session 3
What to Know Before Meeting with Your Actuary

Ryan Falls
Millman

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



29th Annual
 Oklahoma Public Fund Trustee 

Education Conference

Ryan Falls is a principal and consulting actuary in Milliman’s Dallas, Texas, office. Ryan joined Milliman’s public sector 
consulting team in April 2023.

Professional Work Experience
Ryan has 25 years of actuarial and benefits consulting experience, focusing on the needs of major public employee 
retirement systems and private sector employers. Throughout his career, Ryan has provided consulting services to statewide 
and municipal retirement systems across the country. As an actuary and senior consultant, Ryan performs actuarial 
valuations for public pension and retiree health care plans; conducts plan design analyses, including the design and 
implementation of cash balance and other hybrid plan designs; and performs asset liability modeling and actuarial audits.
Ryan is an expert in consulting on plan design and sustainability. His background includes studying many large plan designs 
to understand the impacts on plan costs, employee retention, administrative functions, and applicable stakeholders. Ryan 
has repeatedly seen first-hand the monumental effort required by retirement systems, stakeholders, and politicians to reform 
public pension plans. As a result, Ryan works closely with his clients to educate all stakeholders on the importantance of 
adaptable features such as actuarially determined contributions and adjustable benefit provisions to enhance plan 
sustainability.

Ryan currently serves a lead consulting actuary Public Employees Retirement System of Idaho, City of Austin Employees 
Retirement System, Dallas Police and Fire Pension System, Tulsa County Employees Retirement System, City of Omaha 
Retirement Systems, and the Springfield Police and Firefighters Pension System. Ryan also serves as the lead auditing actuary 
for the State of Washington Department of Retirement Systems and the Virginia Retirement System.

Education
Bachelor of Science, Applied Mathematical Science, Texas A&M University

Presentations and Publications
Ryan regularly serves as a speaker at national conferences for organizations such as the National Council on Teacher 
Retirement (NCTR), National Conference on Public Employee Retirement Systems (NCPERS), International Foundation of 
Employee Benefit Plans (IFEBP), and National Association of Public Pension Attorneys (NAPPA).

Professional Designations
Fellow, Society of ActuariesFellow, Conference of Consulting Actuaries Enrolled ActuaryMember, American Academy of 
Actuaries

Affiliations
Ryan is an active member of the NASRA Associate Advisory Committee. As a committee member, Ryan provides advice 
and counsel for the governance process.

Milliman

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



OPFTEC New Trustee Education:

What to know before 
meeting with your 
actuary
R. Ryan Falls, FSA, EA, MAAA
Principal & Consulting Actuary
Milliman, Inc.
Dallas, Texas
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 Sustainability

 Contribution policies

 Funding policies

 Reactions to changes in the funding equation

 Working with your actuary and focusing on the big picture

Agenda



Sustainability
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Sustainability

 What is “sustainability” for a public employee pension plan?
– Proactive set of policies that promote achievable, stable fiscal goals for the 

employers and a stable, secure retirement for the public employees

 Essentially, do we have a plan in place if the future is not what we 
assumed?

 We want to establish a manageable retirement program from 
both a benefits standpoint and a contributions standpoint 
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Sustainability

 ChatGPT’s attempts
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Pension Funding Equation 

“C” = 
Contributions 
into the fund

“I” = 
Accumulated 
investment 
earnings

“B” =
Promised 
benefits paid to 
members

“E” =
Expenses 
necessary for 
administering the 
plan

C I B E
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Pension Funding Equation

 This equation must stay in balance for the plan to be sustainable

C I B E
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Definitions

 Contribution Policy
- Plan sponsor’s actual methodology used to determine contributions

 Funding Policy
- Governing entity’s documented goals for eliminating the unfunded actuarial 

accrued liabilities (UAAL) and methods utilized to monitor progress

 Actuarially Determined Contribution (ADC)
- Contribution calculated to meet the goals of the Funding Policy
- Reacts to the current condition of the plan
- Technically speaking
 Normal cost (benefits earned in the current year), plus
 Amortization payment to address UAAL



Contribution Policies
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Types of Contribution Policies

 Actuarially Determined Contribution (ADC)
– Actuary calculates the contribution for the year in accordance with “policy” and the 

plan sponsor contributes that amount

 Fixed Contribution Rate
– Plan sponsor contributes the same fixed percentage of pay (or fixed dollar amount) 

every year to the plan

 Source Unrelated to Pension
– Portion of Tax Revenue, Court Fees, Lottery Revenue

 Most plans also have member contributions
– Often fixed but can be actuarially determined
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Types of Contribution Policies

 Each of these policies have positives and negatives

Policy Positives Negatives

Actuarially Determined 
Contribution

Always adjusts to meet 
the goals of the Funding 
Policy

Contributions can be 
large during down 
market cycles

Fixed Contribution Rate Predictable
May not always be 
sufficient; long process 
to adjust.

Source Unrelated to 
Pension

Automatically 
incorporated into 
employer’s budget

Gov’t policy changes can 
have unintended impact 
on pension



Funding Policies
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Need for Funding Policy

 Every retirement board should have a Funding Policy to 
document their goals for eliminating the Unfunded 
Actuarial Accrued Liability (UAAL) 
- Possibly every plan sponsor as well

 Regardless of the Contribution Policy
- Provides a benchmark contribution level even if plan 

contribution policy is not equal to the ADC
 GFOA, CCA and SOA provide good guidance for 

developing good funding policies
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Every state and local government that offers defined 
benefit pensions and/or OPEB must formally adopt a 
funding policy that provides reasonable assurance 
that the cost of those benefits will be funded in an 
equitable and sustainable manner.

GFOA Recommendation
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GFOA Principles and Objectives

 Employer should regularly obtain a reasonable ADC to 
serve as the basis for its contributions

 ADC should be calculated in a manner that fully funds the long-
term costs of promised benefits, while:
1. Keeping contributions relatively stable and
2. Equitably allocating the costs over the employees’ active service

 Employer should make a commitment to fund the ADC
- A reasonable transition period may be necessary

 Employer should demonstrate accountability and transparency 
by communicating all the information necessary for assessing the 
government’s progress toward meeting its future objectives
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CCA Funding Policy Whitepaper

 Conference of Consulting Actuaries 
(CCA) initial whitepaper on Funding 
Policies in 2014
- Updated and expanded in 2024

 Intended to support and inform the 
development, review, and discussion 
of funding policies for public pension 
plans
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CCA Funding Policy Whitepaper

 Policy objectives
- Contribution sufficiency
- Demographic matching

 Intergenerational equity
 Align funding cost and time service performed

- Volatility management
 Manage and control future contribution volatility

- Transparency and accountability
 Clarity on each method’s intent, effect and timing

- Sound governance
 Guard against “agency risk”
 In the face of budgetary challenges, do the right thing for the plan

EI BC
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CCA Funding Policy Whitepaper

 Key methods to select as part of the Funding Policy
- Actuarial cost method

 Establishes the pattern for allocating plan costs over a plan 
member’s career

- Asset smoothing method
 Reduces the effect of short-term market volatility and provides for a 

longer-term perspective on plan’s funded status
- Amortization policy

 Determines the methodology for calculating contributions that will 
systematically eliminate any unfunded liabilities
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Amortization Strategies - Period
 Single Layer, Closed

- Ex: Eliminate the unfunded liability by 2046

- Unfunded liability will get smaller as 2046 approaches
- However, significantly elevated volatility as 2046 nears

 Single Layer, Rolling/Open
- Ex: Annual re-amortization over a new 20-year period

- Open period of 20 years would not reduce the balance at all
- CCA rates a 10-year period “Acceptable with Conditions” if it “reduces 

balance by a reasonable amount each year”
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Amortization Strategies - Period

 Layered “bases”
- Ex: (1) Initial UAAL amortized over closed 20 years
         (2) Each subsequent unexpected change in 

UAAL separately amortized over closed 20 
years

- Establish plan to fund every dollar of the UAAL
- Manages volatility as initial unfunded base nears 

completion
- Provides a history of the plan
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Amortization Strategies - Period
Layered “bases”

Current UAAL
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Amortization Strategies - Pattern
 Two most common ways to amortize a portion of the UAAL

- Level % of Pay
 Intention is for resulting contributions to be fairly stable as a 

percentage of payroll
 Results in back-loaded payments
 If amortization period is over 20 years, will have negative 

amortization an expected increases in UAAL
- Level $ Payments
 Similar to a traditional home loan with consistent payments
 Results in immediate expected reduction in UAAL
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Amortization Strategies - Pattern

Goal is to amortize the 
same $100 UAAL

What payments are 
necessary for Level % 
and Level $ 
amortization?
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Amortization Strategies - Pattern

How quickly 
does our $100 
UAAL get paid 
down?

Both schedules 
ultimately 
eliminate the 
UAAL but take 
very different 
paths

 $-

 $20

 $40

 $60

 $80

 $100

 $120

2025 2030 2035 2040 2045 2050 2055

30-year Level $ 30-year Level %

UAAL increasing for
Level % of Pay 

Financing

Starting point

Negative Amortization occurs when contributions to the UAAL are 
less than the interest on the UAAL, causing the UAAL to grow.
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Amortization Strategies - Pattern

What if we 
shorten the initial 
amortization 
period?

Generally, 20-
year Level % 
amortization 
avoids negative 
amortization
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CCA Funding Policy Whitepaper

Categories for amortization policies
“LCAM” Model

Level percent of pay
 Experience: 15-20 years
 Assumptions: 15-25 years
Tail volatility: Synchronize bases

Acceptable
Level Dollar (decreasing percent 
of pay)
Tail volatility: Combine bases
 Combining bases loses source 

history

Acceptable with Conditions
Fixed period layers by source
 Experience: 21-25 years
Rolling single layer amortization
 Reduces balance by “reasonable 

amount” annually

Non-recommended
Fixed period layers
 Experience: 26-30 years
Rolling single layer amortization
 No negative amortization, but no 

“reasonable amount” reduction

Unacceptable
Fixed period layers
 Experience: >30 years
Rolling single layer amortization
 Incurs negative amortization
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Reasonable ADC Under ASOP 4
 Actuary now must calculate and disclose a “Reasonable ADC” 

due to recent updates to ASOP 4
- Applies to contribution rate calculations with measurement dates mid-2023 and later

 Some required aspects of a Reasonable ADC
- All assumptions are reasonable

 No disclaimed assumptions permitted, even if the assumption was selected by another body
- Actuarial cost method to allocate normal cost must relate to the benefits provided to 

the member
- Amortization method for unfunded liability

 Fully amortize the entire unfunded balance in a reasonable time, or
 Reduce unfunded balance by a “reasonable amount” in a “sufficiently short” period



Reactions to 
Changes in Pension 
Funding Equation
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Reactions to Changes in Funding Equation

 What are ways to address this shift in the Equation?
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Reactions to Changes in Funding Equation

 One option: Address through Contribution Policy

C I B E
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Reactions to Changes in Funding Equation

 Plan sponsor committed to contributing the ADC will 
continue to meet the goals outlined in the Funding 
Policy
- Contributions automatically react to changes to the health of 

the plan

 Fixed Contributions may ultimately need to be adjusted 
but process is less clear



32

Reactions to Changes in Funding Equation

 Fixed rates are not 
really “fixed”
 “Sticky” rates may 

be a better 
description
 Characterized by 

the effort necessary 
to change the rate
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Reactions to Changes in Funding Equation

 Another option: Address through Benefits Policy

C I B E
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Reactions to Changes in Funding Equation

 Employer contributing ADC is most common approach for 
improving sustainability
 Can also improve sustainability by implementing adjustable 

gain/risk sharing benefit provisions
- Especially in the case of fixed contribution rates
- Put in certain benefit provisions “at risk” depending on the 

funded status of the plan
- Use accumulated gains to pay for benefit increases

 The key is to proactively have a plan in place
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Working with your 
actuary and 
focusing on the big 
picture



Big Picture: For Actuarially Funded Plans
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Your plan receives a contribution calculated by the actuary

 Great place to be!
– Contribution will react to changes in the plan
– Will work towards the goals in the Funding Policy

 Important to understand that not all Funding Policies are created equal
– Realities of each situation can be very different

Questions to Ask
 Is the plan sponsor contributing the ADC, as expected?
 Does the valuation include a separate “Reasonable ADC”?



Big Picture: For Plans Not Actuarially Funded
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Plan contributions are set without regard to the funded status of the plan

 Annual actuarial valuation is the opportunity to assess the actual contributions
 Funding Policy provides guidance on the Board’s goals for eliminating unfunded liability 

– Actuary will still calculate a contribution amount that will meet the Board’s goals
– Use this calculated amount as a benchmark for assessing current contribution amounts

Questions to Ask
 If we continue with the same Contribution Policy, when is our unfunded liability

expected to be paid down over time?



Additional Questions to Ask Your Actuary
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How is the funded 
status expected to 
change over the 
next few years?

What are the biggest 
challenges facing our 
pension fund right now?

How does that 
expectation differ if 
there is unfavorable 
experience (for 
example, low asset 
returns)?

Are there any 
assumptions that 
you think we 
should discuss 
before the next 
actuarial valuation?

Key 
Questions



Additional Considerations Between Actuarial Valuations
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A year will pass before the Board 
receives updated actuarial valuation 
results 

 What should the Board be thinking 
about until that time?

Schedule an education session with your 
actuary between valuations

Conduct an experience study if it has been a 
while or there are questions about some of 
the assumptions

Revisit the Board’s Funding Policy to make 
sure it still reflects the Board’s goals
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Key Takeaways
 Goal to have a sustainable plan
 Must have policies and procedures in place to react to changes in 

the health of the plan
 Thoughtful ADC contributed to the plan is the most common way
 Adjustable benefit provisions can be another contributor to 

sustainability



Case Studies:
Adjustable Benefit 
Provisions
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Fort Worth Employees Retirement Fund
 Changes to FWERF were adopted by the City Council in 2018 and approved by a vote of the 

active employees of the City

- Largely eliminated automatic COLA for everyone not retired by January 1, 2021
 If funding goals were met, a Variable COLA can be approved by both the FWERF Board of 

Trustees and the City Council

- Immediate increases in statutory required contribution rates for members and the City

- Introduced risk-sharing contributions 
 If funding goals are NOT being met, contributions would increase by an ADDITIONAL 4% of pay

 Split 60% for the City and 40% for the members

 Risk-sharing contributions automatically go away when they are no longer needed
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New Mexico Educational Retirement Board
 Statewide teacher plan was struggling to make progress paying down the UAAL

- First step to improve health of their pension fund was to increase employer 
and member contributions

- Another significant component of the plan reform was to put a portion of their 
annual COLA “at risk” depending on the financial health of the plan
 If the funded status of the plan is less than 80% then the annual COLA is reduced by 20%

 If the funded status is between 80% and 90% then the annual COLA is reduced by 10%

 The full COLA is paid if the funded status is greater than 90%

- Full COLA is automatically reinstated once the plan reaches a better 
funded status
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Employees Retirement System of Texas
 2020 actuarial valuation indicated the trust fund was projected to be fully 

depleted in 40 years
- During 2021 legislative session, legislature willing to increase contribution 

to an actuarially determined level but wanted changes that would mitigate 
the possibility of new Unfunded Liabilities

- Implemented a cash balance plan for future employees
 Provided similar level of employer-provided benefit as the existing benefits

 Included gain-sharing interest credits to limit unexpected unfunded liability 
increases

- Legislature included an additional actuarially determined level-dollar 
“legacy payment” of $510 million designed to eliminate unfunded liability 
by 2054
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J.P. Morgan Asset Management – Index definitions

Fixed income:
The Bloomberg 1-3 Month U.S. Treasury Bill Index includes all publicly issued zero-coupon US Treasury Bills that have a remaining maturity of 
less than 3 months and more than 1 month, are rated investment grade, and have $250 million or more of outstanding face value. In addition, the 
securities must be denominated in U.S. dollars and must be fixed rate and non convertible.
The Bloomberg Global High Yield Index is a multi-currency flagship measure of the global high yield debt market. The index represents the
union of the US High Yield, the Pan-European High Yield, and Emerging Markets (EM) Hard Currency High Yield Indices. The high yield and
emerging markets sub-components are mutually exclusive. Until January 1, 2011, the index also included CMBS high yield securities.
The Bloomberg Municipal Index: consists of a broad selection of investment-grade general obligation and revenue bonds of maturities ranging 
from one year to 30 years. It is an unmanaged index representative of the tax-exempt bond market.
The Bloomberg US Dollar Floating Rate Note (FRN) Index provides a measure of the U.S. dollar denominated floating rate note market.
The Bloomberg US Corporate Investment Grade Index is an unmanaged index consisting of publicly issued US Corporate and specified foreign 
debentures and secured notes that are rated investment grade (Baa3/BBB or higher) by at least two ratings agencies, have at least one year to 
final maturity and have at least $250 million par amount outstanding. To qualify, bonds must be SEC-registered.
The Bloomberg US High Yield Index covers the universe of fixed rate, non-investment grade debt. Eurobonds and debt issues from countries 
designated as emerging markets (sovereign rating of Baa1/BBB+/BBB+ and below using the middle of Moody’s, S&P, and Fitch) are excluded, but 
Canadian and global bonds (SEC registered) of issuers in non-EMG countries are included.
The Bloomberg US Mortgage Backed Securities Index is an unmanaged index that measures the performance of investment grade fixed-rate 
mortgage backed pass-through securities of GNMA, FNMA and FHLMC.
The Bloomberg US TIPS Index consists of Inflation-Protection securities issued by the U.S. Treasury.
The J.P. Morgan Emerging Market Bond Global Index(EMBI)includes U.S. dollar denominated Brady bonds, Eurobonds, traded loans and local 
market debt instruments issued by sovereign and quasi-sovereign entities.
The J.P. Morgan Domestic High Yield Index is designed to mirror the investable universe of the U.S. dollar domestic high yield corporate debt 
market. 
The J.P. Morgan Corporate Emerging Markets Bond Index Broad Diversified (CEMBI Broad Diversified)is an expansion of the J.P. Morgan 
Corporate Emerging Markets Bond Index (CEMBI). The CEMBI is a market capitalization weighted index consisting of U.S. dollar denominated 
emerging market corporate bonds. 
The J.P. Morgan Emerging Markets Bond Index Global Diversified (EMBI Global Diversified) tracks total returns for U.S. dollar-denominated 
debt instruments issued by emerging market sovereign and quasi-sovereign entities: Brady bonds, loans, Eurobonds. The index limits the 
exposure of some of the larger countries.
The J.P. Morgan GBI EM Global Diversified tracks the performance of local currency debt issued by emerging market governments, whose debt 
is accessible by most of the international investor base.
The U.S. Treasury Index is a component of the U.S. Government index. 

All indexes are unmanaged and an individual cannot invest directly in an index. Index returns do not include fees or expenses.
Equities:
The Dow Jones Industrial Average is a price-weighted average of 30 actively traded blue-chip U.S. stocks.
The MSCI ACWI (All Country World Index) is a free float-adjusted market capitalization weighted index that is designed to measure 
the equity market performance of developed and emerging markets. 
The MSCI EAFE Index(Europe, Australasia, Far East)is a free float-adjusted market capitalization index that is designed to measure 
the equity market performance of developed markets, excluding the US & Canada.
The MSCI Emerging Markets Index is a free float-adjusted market capitalization index that is designed to measure equity market 
performance in the global emerging markets.
The MSCI Europe Index is a free float-adjusted market capitalization index that is designed to measure developed market equity 
performance in Europe.
The MSCI Pacific Index is a free float-adjusted market capitalization index that is designed to measure equity market performance in 
the Pacific region.
The Russell 1000 Index® measures the performance of the 1,000 largest companies in the Russell 3000. 
The Russell 1000 Growth Index® measures the performance of those Russell 1000 companies with higher price-to-book ratios and 
higher forecasted growth values. 
The Russell 1000 Value Index® measures the performance of those Russell 1000 companies with lower price-to-book ratios and lower 
forecasted growth values.
The Russell 2000 Index® measures the performance of the 2,000 smallest companies in the Russell 3000 Index.
The Russell 2000 Growth Index® measures the performance of those Russell 2000 companies with higher price-to-book ratios and 
higher forecasted growth values. 
The Russell 2000 Value Index® measures the performance of those Russell 2000 companies with lower price-to-book ratios and lower 
forecasted growth values. 
The Russell 3000 Index® measures the performance of the 3,000 largest U.S. companies based on total market capitalization. 
The Russell Midcap Index® measures the performance of the 800 smallest companies in the Russell 1000 Index.
The Russell Midcap Growth Index ® measures the performance of those Russell Midcap companies with higher price-to-book ratios 
and higher forecasted growth values. The stocks are also members of the Russell 1000 Growth index. 
The Russell Midcap Value Index ® measures the performance of those Russell Midcap companies with lower price-to-book ratios and 
lower forecasted growth values. The stocks are also members of the Russell 1000 Value index.
The S&P 500 Index is widely regarded as the best single gauge of the U.S. equities market. The index includes a representative 
sample of 500 leading companies in leading industries of the U.S. economy. The S&P 500 Index focuses on the large-cap segment of 
the market; however, since it includes a significant portion of the total value of the market, it also represents the market. 
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J.P. Morgan Asset Management – Definitions

Other asset classes:
The Alerian MLP Index is a composite of the 50 most prominent energy Master Limited Partnerships (MLPs) that provides investors with an 
unbiased, comprehensive benchmark for the asset class.
The Bloomberg Commodity Index and related sub-indices are composed of futures contracts on physical commodities and represents twenty 
two separate commodities traded on U.S. exchanges, with the exception of aluminum, nickel, and zinc
The Cambridge Associates U.S. Global Buyout and Growth Index® is based on data compiled from 1,768 global (U.S. & ex –U.S.) buyout 
and growth equity funds, including fully liquidated partnerships, formed between 1986 and 2013.
The CS/Tremont Hedge Fund Index is compiled by Credit Suisse Tremont Index, LLC. It is an asset-weighted hedge fund index and includes 
only funds, as opposed to separate accounts. The Index uses the Credit Suisse/Tremont database, which tracks over 4500 funds, and consists 
only of funds with a minimum of US$50 million under management, a 12-month track record, and audited financial statements. It is calculated 
and rebalanced on a monthly basis, and shown net of all performance fees and expenses. It is the exclusive property of Credit Suisse Tremont 
Index, LLC.
The HFRI Monthly Indices (HFRI) are equally weighted performance indexes, utilized by numerous hedge fund managers as a benchmark for 
their own hedge funds. The HFRI are broken down into 4 main strategies, each with multiple sub strategies. All single-manager HFRI Index 
constituents are included in the HFRI Fund Weighted Composite, which accounts for over 2200 funds listed on the internal HFR Database.
The NAREIT EQUITY REIT Index is designed to provide the most comprehensive assessment of overall industry performance, and includes all 
tax-qualified real estate investment trusts (REITs) that are listed on the NYSE, the American Stock Exchange or the NASDAQ National Market 
List.
The NFI-ODCE, short for NCREIF Fund Index -Open End Diversified Core Equity, is an index of investment returns reporting on both a 
historical and current basis the results of 33 open-end commingled funds pursuing a core investment strategy, some of which have performance 
histories dating back to the 1970s. The NFI-ODCE Index is capitalization-weighted and is reported gross of fees. Measurement is time-
weighted.
Definitions:
Investing in alternative assets involves higher risks than traditional investments and is suitable only for sophisticated investors. Alternative 
investments involve greater risks than traditional investments and should not be deemed a complete investment program. They are not tax 
efficient and an investor should consult with his/her tax advisor prior to investing. Alternative investments have higher fees than traditional 
investments and they may also be highly leveraged and engage in speculative investment techniques, which can magnify the potential for 
investment loss or gain. The value of the investment may fall as well as rise and investors may get back less than they invested.
Bonds are subject to interest rate risks. Bond prices generally fall when interest rates rise.
Investments in commodities may have greater volatility than investments in traditional securities, particularly if the instruments involve 
leverage. The value of commodity-linked derivative instruments may be affected by changes in overall market movements, commodity index 
volatility, changes in interest rates, or factors affecting a particular industry or commodity, such as drought, floods, weather, livestock disease, 
embargoes, tariffs and international economic, political and regulatory developments. Use of leveraged commodity-linked derivatives creates an 
opportunity for increased return but, at the same time, creates the possibility for greater loss.
Derivatives may be riskier than other types of investments because they may be more sensitive to changes in economic or market conditions 
than other types of investments and could result in losses that significantly exceed the original investment. The use of derivatives may not be 
successful, resulting in investment losses, and the cost of such strategies may reduce investment returns. 
Distressed Restructuring Strategies employ an investment process focused on corporate fixed income instruments, primarily on corporate 
credit instruments of companies trading at significant discounts to their value at issuance or obliged (par value) at maturity as a result of either 
formal bankruptcy proceeding or financial market perception of near term proceedings.

Investments in emerging markets can be more volatile. The normal risks of investing in foreign countries are heightened when investing in 
emerging markets. In addition, the small size of securities markets and the low trading volume may lead to a lack of liquidity, which leads to 
increased volatility. Also, emerging markets may not provide adequate legal protection for private or foreign investment or private property.
The price of equity securities may rise, or fall because of changes in the broad market or changes in a company’s financial condition, 
sometimes rapidly or unpredictably. These price movements may result from factors affecting individual companies, sectors or industries, or the 
securities market as a whole, such as changes in economic or political conditions. Equity securities are subject to “stock market risk” meaning 
that stock prices in general may decline over short or extended periods of time.
Equity market neutral strategies employ sophisticated quantitative techniques of analyzing price data to ascertain information about future 
price movement and relationships between securities, select securities for purchase and sale. Equity Market Neutral Strategies typically maintain 
characteristic net equity market exposure no greater than 10% long or short.
Global macro strategies trade a broad range of strategies in which the investment process is predicated on movements in underlying economic 
variables and the impact these have on equity, fixed income, hard currency and commodity markets.
International investing involves a greater degree of risk and increased volatility. Changes in currency exchange rates and differences in 
accounting and taxation policies outside the U.S. can raise or lower returns. Some overseas markets may not be as politically and economically 
stable as the United States and other nations.
There is no guarantee that the use of long and short positions will succeed in limiting an investor's exposure to domestic stock market 
movements, capitalization, sector swings or other risk factors. Using long and short selling strategies may have higher portfolio turnover rates. 
Short selling involves certain risks, including additional costs associated with covering short positions and a possibility of unlimited loss on 
certain short sale positions.
Merger arbitrage strategies which employ an investment process primarily focused on opportunities in equity and equity related instruments of 
companies which are currently engaged in a corporate transaction.
Mid-capitalization investing typically carries more risk than investing in well-established "blue-chip" companies. Historically, mid-cap 
companies' stock has experienced a greater degree of market volatility than the average stock.
Price to forward earnings is a measure of the price-to-earnings ratio (P/E) using forecasted earnings. Price to book value compares a stock's 
market value to its book value. Price to cash flow is a measure of the market's expectations of a firm's future financial health. Price to 
dividends is the ratio of the price of a share on a stock exchange to the dividends per share paid in the previous year, used as a measure of a 
company's potential as an investment.
Real estate investments may be subject to a higher degree of market risk because of concentration in a specific industry, sector or geographical 
sector. Real estate investments may be subject to risks including, but not limited to, declines in the value of real estate, risks related to general 
and economic conditions, changes in the value of the underlying property owned by the trust and defaults by borrower.
Relative Value Strategies maintain positions in which the investment thesis is predicated on realization of a valuation discrepancy in the 
relationship between multiple securities. 
Small-capitalization investing typically carries more risk than investing in well-established "blue-chip" companies since smaller companies 
generally have a higher risk of failure. Historically, smaller companies' stock has experienced a greater degree of market volatility than the 
average stock.
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J.P. Morgan Asset Management – Risks & disclosures

The Market Insights program provides comprehensive data and commentary on global markets without reference to products. Designed as a tool to help clients understand the markets and support investment decision-making, the program explores the implications of 
current economic data and changing market conditions.
For the purposes of MiFID II, the JPM Market Insights and Portfolio Insights programs are marketing communications and are not in scope for any MiFID II / MiFIR requirements specifically related to investment research. Furthermore, the J.P. Morgan Asset Management Market Insights and 
Portfolio Insights programs, as non-independent research, have not been prepared in accordance with legal requirements designed to promote the independence of investment research, nor are they subject to any prohibition on dealing ahead of the dissemination of investment research.

This document is a general communication being provided for informational purposes only. It is educational in nature and not designed to be taken as advice or a recommendation for any specific investment product, strategy, plan feature or other purpose in any jurisdiction, nor is it a 
commitment from J.P. Morgan Asset Management or any of its subsidiaries to participate in any of the transactions mentioned herein. Any examples used are generic, hypothetical and for illustration purposes only. This material does not contain sufficient information to support an investment 
decision and it should not be relied upon by you in evaluating the merits of investing in any securities or products. In addition, users should make an independent assessment of the legal, regulatory, tax, credit, and accounting implications and determine, together with their own financial 
professional, if any investment mentioned herein is believed to be appropriate to their personal goals. Investors should ensure that they obtain all available relevant information before making any investment. Any forecasts, figures, opinions or investment techniques and strategies set out are for 
information purposes only, based on certain assumptions and current market conditions and are subject to change without prior notice. All information presented herein is considered to be accurate at the time of production, but no warranty of accuracy is given and no liability in respect of any 
error or omission is accepted. It should be noted that investment involves risks, the value of investments and the income from them may fluctuate in accordance with market conditions and taxation agreements and investors may not get back the full amount invested. Both past performance and 
yields are not reliable indicators of current and future results.

J.P. Morgan Asset Management is the brand for the asset management business of JPMorgan Chase & Co. and its affiliates worldwide.

To the extent permitted by applicable law, we may record telephone calls and monitor electronic communications to comply with our legal and regulatory obligations and internal policies. Personal data will be collected, stored and processed by J.P. Morgan Asset Management in accordance 
with our privacy policies at https://am.jpmorgan.com/global/privacy.

This communication is issued by the following entities: 
In the United States, by J.P. Morgan Investment Management Inc. or J.P. Morgan Alternative Asset Management, Inc., both regulated by the Securities and Exchange Commission; in Latin America, for intended recipients’ use only, by local J.P. Morgan entities, as the case may be. In Canada, 
for institutional clients’ use only, by JPMorgan Asset Management (Canada) Inc., which is a registered Portfolio Manager and Exempt Market Dealer in all Canadian provinces and territories except the Yukon and is also registered as an Investment Fund Manager in British Columbia, Ontario, 
Quebec and Newfoundland and Labrador. In the United Kingdom, by JPMorgan Asset Management (UK) Limited, which is authorized and regulated by the Financial Conduct Authority; in other European jurisdictions, by JPMorgan Asset Management (Europe) S.à r.l. In Asia Pacific (“APAC”), 
by the following issuing entities and in the respective jurisdictions in which they are primarily regulated: JPMorgan Asset Management (Asia Pacific) Limited, or JPMorgan Funds (Asia) Limited, or JPMorgan Asset Management Real Assets (Asia) Limited, each of which is regulated by the 
Securities and Futures Commission of Hong Kong; JPMorgan Asset Management (Singapore) Limited (Co. Reg. No. 197601586K), this advertisement or publication has not been reviewed by the Monetary Authority of Singapore; JPMorgan Asset Management (Taiwan) Limited; JPMorgan 
Asset Management (Japan) Limited, which is a member of the Investment Trusts Association, Japan, the Japan Investment Advisers Association, Type II Financial Instruments Firms Association and the Japan Securities Dealers Association and is regulated by the Financial Services Agency 
(registration number “Kanto Local Finance Bureau (Financial Instruments Firm) No. 330”); in Australia, to wholesale clients only as defined in section 761A and 761G of the Corporations Act 2001 (Commonwealth), by JPMorgan Asset Management (Australia) Limited (ABN 55143832080) 
(AFSL 376919). For all other markets in APAC, to intended recipients only.

For U.S. only: If you are a person with a disability and need additional support in viewing the material, please call us at 1-800-343-1113 for assistance.
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Bob Purgason is the CEO of Wildfork Power Solutions.  He began his career with Perry Gas Companies before eventually 
leading to a long tenure with The Williams Companies where over the next 18 years he held various leadership roles in gas 
pipelines, energy and power services, and eventually managing Williams’ U.S. Gulf Coast Midstream Gas and Liquids 
business.  In 2004, he joined Crosstex Energy as it’s SVP of Treating subsequently becoming the COO for the next 5 years. In 
2009, Bob was recruited to be the COO of Chesapeake Midstream Partners and over the next 8 years developed, built and 
lead the operations for what became Access Midstream, which the general partner was sold to Williams 2013 and fully 
merged into Williams Partners in 2017.  This marked Bob’s second stint with Williams where he culminated his time there as 
head of process and safety.  Later in 2017 he was again recruited to form and lead another organization with the launch of 
the Kayne Anderson Acquisition Company, which eventually purchased Permian Basin infrastructure assets to become Altus 
Midstream Partners.  This company merged with Eagle Claw Midstream in 2022 to become Kinetik Holdings, a publicly traded 
Permian Basin-focused midstream company. After the merger, Bob rejoined the Crosstex Energy management team at 
EnLink Midstream to lead their carbon solutions group giving him depth and insight into how industrial customers were 
thinking about their produced carbon.  Bob received his BS in Chemical Engineering from the University of Oklahoma in 
1978.

Wildfork Power Solutions

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



GROW OR
GET LEFT
BEHIND
Behind-the-meter power, fuel assurance, and the 
second restructuring of American electricity

Oklahoma Public Funds Trustee Education Conference
September 2026

BTM
Competition + capacity + customer 

protection



The central claim
BTM is not an escape from the grid; it is a policy tool for adding supply with demand.

1978–1990s
BTM cogeneration 

introduced competition 
when monopoly 
industrial rates 

exceeded the marginal 
cost of new self-supply.

2026 forward

BTM can add supply 
with load when utility 
grids cannot expand 
fast enough without 

ratepayer risk.

Outcome

Grow the 
denominator 

without 
shifting costs

So urces: FERC PURPA/QF guidan ce; FE RC Order 888 histor y; spe aker no tes p rovid ed by  Rob ert Pu rgason.



The first restructuring: competition entered through the 
side door
Key dates that made generation competitive while leaving the grid partly regulated.

1978

PURPA

Qualifying facilities and 
cogeneration can sell at 

avoided cost.

1992

Order 636

Gas pipelines unbundle sales 
from transportation; firm and 
interruptible service become 

explicit commercial products.

1996

Order 888

Open-access transmission 
moves wholesale power toward 

competition.

2000s

RTO/ISO era

Generation markets expand, 
but transmission and retail 

regulation remain mixed.

The structural gap: the gas market priced firm vs. interruptible service; the electric 
market often paid the same for the MWh.

So urces: FERC PURPA/QF guidan ce; FE RC Order 636; FERC Ord er 888.



The old assumption broke: spend rose while load barely 
grew
The rate-base arithmetic matters as much as the technology.

The stronger argument is not “utilities 
stopped spending.” It is that utilities 
spent heavily on replacement, T&D, 
resiliency, and policy-driven assets 
while kWh sales were flat.

Rate pressure = rising fixed costs ÷ 
stagnant kWh denominator

So urces: EIA, “Grid infrastructur e investments driv e increase in uti lity  sp endin g,” Nov. 18, 2024; E IA Electr ic Power Annual.



Affordability is now a state policy choice
High same-service policy burden raises rates; load growth is the denominator that can absorb it.

CA

NY

MA

CT

RI

ME
NJ

CO

NM
MN OR

WAIL

MI

VA

NC
AZ

PA
OHIN

TX

OK
LA TN

GA
SC

ID UT

FL

IA

NDWYAR
MS

WV

AK

HIGH RISK
High policy cost + weak growth

TRANSITION
Growth can offset policy cost

STRUCTURAL CHALLENGE
Weak growth limits absorption

BEST POSITION
Strong growth + lower burden

GROWTH RATING 2026–2035  →

SA
M

E-
SE

R
VI

C
E 

PO
LI

C
Y 

BU
RD

EN
  →

Bubble size = 2024 average all-sector electricity price. Positions are analytical screening scores based on EIA, utility IRPs, retirement/transmission plans and capacity accreditation.



Texas is the cleanest laboratory
Competition built gas quickly; subsidies and market rules then changed the signal.

2000–2004

Competitive capital 
added roughly 22 GW of 
natural-gas generation 

in early ERCOT 
restructuring.

2010s

CREZ socialized 
transmission for 

remote wind while PTC 
economics enabled 

negative-price bidding.

Lesson

Markets build what 
they are paid to build. 
Reliability attributes 

must be priced 
explicitly.

So urces: ERCOT long-term system assessment; EIA Tex as renewab le pro fi le; EIA negative  who lesale po wer p rice analysis.



ERCOT capacity shifted, but dependable thermal capacity 
did not grow with the boom
This is the investment-signal exhibit.

ERCOT reports 2015–2024 
thermal retirements of 

11,980 MW and additions of 
10,867 MW: net -1,112 MW.

The system added vast energy 
capability without adding 
equivalent fuel-assured 
dispatchable capability.

So urce: ERCOT 2024 State of the Grid Rep ort.



The megawatt was firm. Was the molecule?
Your Williams/TPA/Fuel Managers point becomes the reliability hinge of the speech.

Pipeline market

Firm transportation
Interruptible transportation

Storage
No-notice service

Backup fuel

Electric market often paid the MWh 
without fully valuing that fuel-service 

hierarchy.

Core line: You cannot schedule pipeline capacity you never contracted 
for.

So urces: FERC Order 636; ERCOT Firm Fuel Sup ply  Serv ice; FERC/NERC Uri repo rt; Ro bert Purgason in dustry exp erience.



Uri was a systems-integration failure, not a single-fuel 
morality play
The official reports support the broader market-design lesson.

44.2%
unplanned outages tied 

to freezing issues

31.4%
unplanned outages tied 

to fuel issues

87%
fuel-related unplanned 

outages involving natural 
gas

Deeper lesson: dependable generation requires dependable fuel, weatherized 
equipment, and contractual rights that match the grid’s reliability expectation.

So urce: FERC/NERC fin al rep ort on th e February  2021 freeze.



Then the denominator suddenly turned up
AI converted electricity from an operating input into the gating constraint on growth.

DOE/LBNL 2024

Data centers: 4.4% of U.S. 
electricity in 2023; projected 

6.7%–12% by 2028.

2025 update: potential 9.5%–15.3% by 
2030.

So urces: DOE/LBNL 2 024 U.S. Data Center E nergy  Usage Repor t; LBNL 2025 up date.



China is building while we are debating
The national-security context is build rate, not just fuel mix.

China is not choosing one 
technology. It is building all of 

them: solar, wind, transmission, 
nuclear, hydro, storage — and 

thermal capacity.

The U.S. challenge is not redistributing 
a fixed power supply. It is increasing 

dependable supply fast enough.

So urces: IEA Glo bal E nergy Review 2026; EIA planned ut ilit y-scale gen erating capacity addition s, Feb. 2026.



BTM + interruptibility can turn new load from threat into 
resource
The solution is not “off-grid forever”; it is staged integration and price signals.

Bring supply

New load 
brings 

generation, 
fuel, and 

capital with it.

Connect 
intelligently

Use the grid 
when 

capacity 
exists; leave 

the grid 
during 

stressed 
hours.

Price 
attributes

Pay for 
dispatchability, 
fuel assurance, 
and flexibility—
not just annual 

energy.

Policy test: Does the rule add net supply, protect existing customers, and 
improve reliability?

So urce: Lo ad-dur ation co ncept illu strative; policy co nclusion s from market-design syn thesis.



Oklahoma’s choice
Do we structure power policy to capture AI 
infrastructure — or let it go to states that can move 
faster?

Low-cost energy
A structural advantage if 

paired with speed and 
reliability.

BTM policy

Let capital compete to add 
supply with load.

Grow denominator
Growth lowers the pressure 

of fixed costs if costs are 
assigned fairly.

Closing line: Fifty years ago BTM helped break the monopoly on who could produce 
power. Today it can help break the monopoly on how fast America is allowed to grow.

Pr epared dr aft for  r eview; verify  fin al ven ue, date, audien ce, an d host intro ductio n before deliver y.
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Beth Hallmark joined the Teacher Retirement System of Texas (TRS) in August 2022, bringing with her nearly 30 years of 
experience leading communication teams and strategies in both the public and private sectors. 

TRS is the sixth-largest public pension system in the country, serving more than 2 million public education employees and 
retirees. Beth’s team works with all areas of TRS to ensure the right information is communicated in the right way, to the right 
people, at the right time. In 2026, she was named “Public Pension Communicator of the Year” for large pension systems by 
the National Conference on Public Employee Retirement Systems.  

Before joining TRS, Beth worked as the Communications Division Director at the Texas Department of Transportation. Her 
previous experience also includes serving as the deputy chief of Information Outreach, Data Services and Transparency at 
the Texas Comptroller of Public Accounts, where she helped lead the agency’s award-winning fiscal transparency initiatives 
as well as public outreach strategies and digital communications. Prior to that she was the Director of Marketing Information 
at the Texas Department of Agriculture. She began her career as a radio news reporter and newspaper staff writer in Texas 
and also worked previously leading public relations for a national health care company.

Beth comes from a family of educators and is honored to be a part of TRS. She has a bachelor’s degree in English and a 
master’s degree in Information Studies, both from The University of Texas at Austin. She and her husband of more than 30 
years have two grown daughters and a much-loved and much-spoiled five-year-old granddaughter. 

Teacher Retirement System of Texas

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System



Building an AI Strategy: 
Lessons from the Teacher 
Retirement System of Texas 
From guardrails to enterprise adoption

Getting started, scaling responsibly, and putting AI 
to work for a public pension fund

Beth Hallmark  | September 2026 | Oklahoma Public Fund Trustee Education Conference  



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

P U R P O S E

Three ideas to take home from TRS’ approach

1. Start with trust

Put policy, security, privacy, legal 
review and human accountability in 
place before broad adoption.

2. Let work drive the roadmap

Collect use cases across the 
organization, remove duplicates, 
assess feasibility and prioritize 
business value.

3. Scale enablement, not just 
licenses
Use pilots, champions, training, 
office hours, reusable prompts and 
measurable outcomes to turn 
access into adoption.

THINK: TRUST → VALUE → SCALE

2



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

T R S  J O U R N E Y

The journey was a sequence, not a single launch

1

2023

Policy & review

Policy development, 
executive approval and an 

AI review team

2

2024

First use cases

Approved use cases, 
request process and 

agencywide Copilot Chat

3

2024–25

Program & pilots

AI Transformation Program, 
roadmap, Center of 

Enablement and pilots

4

2025–26

Scale & refine

M365 Copilot rollout, 
enterprise platforms and AI 

Workshop 2.0

Key lesson: each step created capacity for the next one.

3



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

S T E P  1 :  T R U S T

Build the foundation before you employ the use cases

RESPONSIBLE
AI

Leadership
ownership

Policy &
review

Security &
data protection

Legal &
compliance

TRS defined an AI vision, mission, guiding principles and responsible-use guidelines, 
then used them to guide approved tools across the enterprise.

4



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

S T E P  2 :  V A L U E

Turn broad interest into a prioritized roadmap

Collect

Use cases gathered across all 
business units

Converge

Top cross-enterprise 
opportunities identified

Prioritize

Top use cases retained per 
division

Resource

Roadmap, owners and 
resources aligned

Decision lens: business value + feasibility + risk + data readiness + capacity

5



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

O P E R A T I N G  M O D E L

Fusion teams: business and IT share ownership

Business drives priorities

Use cases, domain context, outcomes and 
change sponsorship

Fusion team shares ownership

Product owner, data science, architecture, 
delivery, risk

IT enables the foundation

Platforms, data governance, security and 
integration

Agile delivery

Small teams working in short, visible cycles

Shared KPIs

One set of measures for value and delivery

Executive sponsorship

Named leaders accountable for outcomes

The business understands the problem best; IT enables scale 
without owning the business decision.

6



The fusion team model in detail

BUSINESS FUSION TEAM IT / DATA / INFO SEC

D R I V E S  P R I O R I T I E S S H A R E D  O W N E R S H I P F O U N D A T I O N A L  E N A B L E R

Use case identification

What AI should solve

Business context

Domain & process knowledge

Desired outcomes

Value & success metrics

Change sponsorship

Leadership & adoption

Business understands the problem better than IT alone

Business product owner

AI / data scientists

Solution architects

Change & delivery leads

Risk & compliance

O P E R A T I N G  M O D E L

Agile delivery  ·  Shared KPIs  ·  Exec-sponsored

AI architecture

Platforms, models & infra

Data & governance

Quality, lineage, controls

Security & compliance

Risk, privacy, controls

Systems integration

APIs, ERP, data pipelines

IT enables scale without owning business decisions

TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey  •  8
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TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

S T E P  3 :  S C A L E

Create an adoption engine: the Center of Enablement

Enterprise adoption

Move from access to realized efficiency

Training & support

Quick starts, workshops, office hours and Study 
Hall

Champions

About 70 people extending reach across 
divisions

Knowledge sharing

Reusable lessons and a Copilot prompt library

Best practices

Playbooks, templates, processes and guardrails

Community

More than 1,000 members connected via Teams

A center of enablement is the bridge between technology deployment 
and changed behavior and adoption.

8



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

M 3 6 5  C O P I L O T  R O L L O U T

Piloted in waves, then scaled with evidence
1

Technical readiness

Jan–Jun 2025

Configuration and setup

2

Pilot execution

Jul–Sep 2025

3 pilot groups | 141 users

3

Early adopters

Oct 2025

65 users and champions

4

Agency rollout

Dec 2025–Feb 2026

997 total users

Each wave answered a different question: Is it ready? Is it safe? Does it help? Can we support it at scale?

9



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

A I  I N  A C T I O N

TRS manages AI as a portfolio, not a single product

Everyday productivity

Copilot Chat
Microsoft 365 Copilot

Software development

GitHub Copilot Business
AI developer assistants

Process automation

Vendor digital invoicing
Copilot Studio workflows

Document intelligence

Intelligent document processing
Summarization and extraction

Enterprise foundation

TeReSAI platform
Data science and agent patterns

Member operations

Contact center AI
Future member file summary

One intake, review and prioritization path across the portfolio.

10



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

O N E  I N T A K E  P A T H

One front door for every AI request

1

LEVEL 1

Demand triage

Intake, capture, technical 
screening and security 

assessment

2

LEVEL 2

Project review committee

Cross-functional security, 
risk, feasibility and 

prioritization review

3

LEVEL 3

Executive review committee

Reserved for high cost, 
elevated risk or enterprise-

wide impact

4

OUTCOME

Decision and delivery

Approved work moves to 
procurement, resourcing 

and the roadmap

Most requests complete governance at Level 2

11



TRS Project Governance Process – Details

LEVEL 1
DEMAND TRIAGE

Initial intake and screening function.

Intake &
Capture

Technical
Assessment

Security Assessment Triage Decision
(L1 Outcome)

LEVEL 2
PROJECT REVIEW COMMITTEE 

(PRC)

Cross-functional business and technical governance review.

Security &
Technical Review

Risk & Impact
Assessment

Alignment &
Prioritization

Resource &
Feasibility Review

PRC Decision
(L2 Outcome)

LEVEL 3
EXECUTIVE PROJECT REVIEW 

COMMITTEE (EPRC)

The executive decision-making body.

Executive Review
of Business Case

Elevated Risk
Review

Enterprise Impact
Assessment

Strategic
Prioritization

Executive 
Decision

(L3 Outcome)

WHEN PROJECTS ARE ELEVATED TO 
LEVEL 3 (EPRC)

Projects are generally elevated when they:

Exceed established cost, 
effort, and cross-divisional 
resource thresholds.

Are identified as elevated or 
high risk.

Have significant enterprise-
wide impact.

Require executive 
prioritization or sponsorship; 
or requested reconsideration 
by an Executive Member.  

DELIVERING STRONGER OUTCOMES Transparency Accountability Strategic Alignment

Most projects complete governance at Level 2.

PROJECT GOVERNANCE

TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey  •  12



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

E A R L Y  C O P I L O T  R E S U L T S

Measuring behavior and value, not license counts alone

92%

active use

of licensed users

89%

satisfaction

satisfied or very satisfied

84%

productivity

reported improvement

79%

speed

reported faster completion

Also looking to measure: recurring task time saved | response quality | adoption by role | 
training needs | risk events | member-service outcomes

13



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

E X A M P L E S  A C R O S S  T R S

Choose use cases where AI supports, not replaces, judgment

Pension services Call triage, counselor guidance and interaction summaries Human verifies information

Information security Surface exposed data, investigate alerts and flag fraud patterns Analyst investigates and responds

Investments Document processing, research synthesis and coding assistance Investment professional owns decisions

Communications Plain language, accessibility, tailored content and production efficiency Human review protects accuracy and trust

Design rule: automate the repeatable work; preserve accountable human decisions.

14



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

A C T I O N  P L A N  F O R  P E N S I O N  S Y S T E M S

A practical first-year starting sequence

0–90 days

Name executive and cross-functional owners
Set interim responsible-use rules
Inventory current tools and data risks
Collect high-friction business problems

3–6 months

Select 2–3 bounded pilots
Complete security and privacy review
Define success measures and baselines
Recruit champions and train managers

6–12 months

Evaluate pilots and publish lessons
Scale only proven patterns
Stand up an enablement community
Refresh the roadmap and resource plan

Recommended sequence based on TRS experience. Adapt timing to your governance, procurement and capacity.

15



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

L E S S O N S  F R O M  T H E  T R E N C H E S

What we would tell a peer starting today

Strategy Multi-year plans do not hold when AI moves in weeks Start with engagement, iterate and refresh often

Leadership Leader training  helps drive staff adoption Engage leaders early in business-outcome language

Adoption Mandates moved slower than peer coaching Grow champions and let the community carry it

Capacity Use case demand far outpaces available resources Prioritize thoughtfully and make the resource case early

Measurement Perfect AI metrics do not exist yet Start with adoption and satisfaction, mature toward 
outcomes

16



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

K E Y  C O N S I D E R A T I O N S

Planning for the constraints before they become blockers

Governance drift Different teams adopt different rules Use one review path and approved-tool catalog

Data readiness Poor access, quality or classification limits value Prioritize data protection, labeling and ownership

Skill gaps Licenses do not create confident users Train by role; use champions and office hours

Integration & budget Pilots can outpace architecture and resources Connect roadmap choices to capacity and total cost

Accuracy & trust Outputs can be incomplete or wrong Require human review, testing and clear accountability

The goal is visible, owned and managed risk.

17



TEACHER RETIREMENT SYSTEM OF TEXAS TRS AI Journey

T A K E A W A Y

Ten actions to begin responsibly
1 Name an executive sponsor

2 Form a cross-functional team

3 Publish responsible-use expectations

4 Create one intake path

5 Inventory and prioritize use cases

6 Select bounded pilots

7 Define success before launch

8 Train leaders and champions

9 Measure value and risk

10 Refresh the roadmap regularly

Start where you are. Learn. Scale what works.

18
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Benita Harper is a pension governance attorney with Aon’s Fiduciary Services practice where she provides consulting advice 
to institutional investor clients. Prior to joining Aon, Benita was the executive director for the Fort Worth Employees’ Retirement 
Fund, preceded by positions with the city of Fort Worth, including seven years as a judge.  Benita began her career with Akin 
Gump Strauss Hauer & Feld after graduation from Rice University and University of Houston Law School. 
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Board Engagement Models

• Overview 
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• Summary

2Fiduciary Duties

• Fiduciary Concepts

• Key Fiduciary Standards

• Fiduciary Pitfalls
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Fiduciary 
Duties
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Key Fiduciary Standards



Who is a Fiduciary?

• Property is entrusted to a “trustee” on behalf of a beneficiary who receives money from the trust.

• A person’s fiduciary duty is limited to the scope of responsibility delegated to them.

• A fiduciary may not avoid fiduciary status through documentation stating they are not a 

fiduciary.

• Usually those performing ministerial tasks are not fiduciaries.

• Typically, accountants, attorneys, actuaries and record keepers are not considered to be 

fiduciaries.

You don’t have to be identified as a fiduciary or accept fiduciary status to be a fiduciary. 

5Proprietary and Confidential | Reproduction is not permitted without the express approval of Aon. | Fiduciary services provided by Aon Consulting, Inc. 5



Key Fiduciary Standards
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Loyalty

Loyalty requires 

an unwavering 

commitment to 

act solely in the 

best interests of 

the beneficiaries 

for the exclusive 

purpose of 

providing them 

with benefits, 

also known as 

the “exclusive 

benefit rule.”

Prudence

Prudence means 

having the 

required 

expertise, and if 

you do not have 

expertise, 

seeking it out.  It 

is also how you 

make decisions 

and document 

the process.

Diversification

Diversify to 

minimize risk 

unless it is not 

prudent.

Follow Plan 
Document

Following plan 

documents is 

abiding by the 

applicable laws, 

regulations, 

policies and 

guidelines.

Prohibited 
Transactions

Refrain from 

prohibited 

transactions. 
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Duty of Loyalty

Avoid conflicts; if you 
cannot, then disclose 
and mitigate.

The duty of loyalty has 
not evolved — courts 
strictly interpret.

When making 
decisions, fiduciaries 
may not balance 
interests.

When acting as a 
fiduciary, you may not 
put others’ interests 
ahead of the System’s 
interests.
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Examples of Areas Where Duty of Loyalty Comes into Play

Conflicts of 
interest

Acting in 
your self-
interest

Kickbacks 
from 
investment 
managers
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Duty of Prudence

• A good process is more important than a good outcome and is the best 

defense to potential liability.

○ Written documentation is critical to demonstrate that you acted prudently. 

Hard to prove your conduct or process if it is not documented.

• The law requires prudence, not perfection.

• Contemplates comparison to peers.

• It is judged on an objective standard — prudent fiduciary behaves as other 

similarly situated fiduciaries would behave.
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Examples of Areas Where Duty of Prudence Usually Comes into Play

Setting the 
Asset 
Allocation

Documentation 
of Processes

Retaining 
Expert Advice

Reviewing 
Performance

Managing Risk Delegations of 
Authority
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Standards of Prudence Evolve

Prudence standards evolve over time.

• Fiduciaries need to stay current.

• Due diligence practices of the past 

may not be enough.

• Investments with the potential for 

high returns are often higher risk 

and require more due diligence. 

Decisions should be made using 
contemporary standards of prudent 
experts.

• More specialized advice from 

independent consultants/

service providers may be needed.

• More written opinions rather than 

verbal “off the cuff” comments may 

be helpful.
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Duty of Prudence in Practice

Collect and understand information before making a decision.

• Consult with knowledgeable, independent outside external 

and/or internal experts (other staff).

• Review information on what others are doing, i.e., your 

peers.

• Decisions should be consistent with information and policy.

• Decisions should be made using contemporary standards of 

prudent experts — remember the duty of prudence evolves 

over time.

Document steps taken in the deliberative decision-making 

process (evidence of prudent process).
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Duty of Prudence — Delegation

A trustee has a duty personally to perform the responsibilities of trustee except as a 

prudent person might delegate those responsibilities to others. In deciding whether, to 

whom and in what manner to delegate fiduciary authority in the administration of a trust, 

and thereafter in supervising agents, the trustee is under a duty to the beneficiaries to 

exercise fiduciary discretion and to act as a prudent person would act in similar 

circumstances. (Restatement of Trusts 3rd) 

• Delegation is allowed and even encouraged by the Prudent Investor Act and ERISA.

• Failure to delegate may be a fiduciary breach.
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Duty of Prudence — Delegation

• To be prudent, when delegating the following generally applies:

○ Duty of prudence in selecting qualified professionals;

○ Duty to specify the scope of the delegation;

○ Duty to monitor the professionals to ensure the delegation is carried out in a 

manner consistent with the delegation, and the delegation continues to be 

prudent.

• Board members may delegate but they cannot abdicate their fiduciary 

responsibility.
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Duty to Follow Plan Documents

• Fiduciaries cannot be arbitrary and capricious in their application of applicable 

law(s) or plan.

• Familiarity with plan documents is essential. 
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Duty to Monitor

The board’s role is to establish 
policies and procedures that 
staff can implement to protect 
the fund and ensure the highest 
level of services from external 
advisors.

U.S. Supreme court opinion held 
fiduciaries have a continuing 
duty —separate and apart from 
the duty to exercise prudence in 
selecting investments at the 
outset — to monitor and remove 
imprudent investment options. 
Tibble v. Edison International, 
135 S.Ct. 1823 (2015), Hughes 
v. Northwestern Univ., 595 U.S. 
__(2022).

Adequate reporting is necessary 
for prudent monitoring.

Continuous 
Monitoring

Establish
 Policies & 
Procedures

Reporting

Duty to 
Monitor
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Fiduciary Pitfalls
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Prohibited Transactions

Prohibited Transactions = Conflicts of Interest

Conflicts of interest can arise if personal 
financial gain impairs objective decision-making

18



Prohibited Transactions

• “Prohibited transactions” include:

o A sale, exchange, or lease of any property between the plan and party-in-interest; 

o Lending money or other extension of credit between the plan and party-in-interest; 

o Furnishing goods, services, or facilities between the plan and party-in-interest.

• “Self-dealing” means:

o Using the plan’s assets in one’s own interest; 

o Acting on both sides of a transaction involving the plan; 

o Receiving anything of value for one’s personal account from any party doing 

business with the plan related to that business.
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Ways to Mitigate Fiduciary Liability

Obtain expert advice from the staff, 
legal counsel, and others when needed

A thorough decision-making process 
with clear documentation of actions 
and rationale

A good understanding of common 
scenarios where fiduciary duties come into 
play

A thorough orientation and continuing 
education on fiduciary responsibility

Good governance policies including 
clear accountability and a commitment 
to ongoing oversight activities

Prudent delegation and diligent 
oversight —understand what authority 
has been delegated and what authority 
has been retained
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Utilize Good Governance
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Monitoring Independence Committees
Efficient Board 

Meetings
Effective 

Leadership

Transparency 
and 

Accountability

Prudent 
Documentation

Strategic Plan

Culture of 
Conflicts of 

Interest 
Avoidance

Orientation,  
Ongoing 

Training, and 
Education

Policies AgendasMinutes
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Examples of Fiduciary Pitfalls

Failing to operate the 
System prudently and 
for the exclusive 
benefit of participants

Failure to document 
decisions

Failure to periodically 
review policies 

Failure to engage in 
ongoing education

Overreaction to recent 
information

Failure to have a 
strategic plan and/or 
follow it

Failure to properly 
select and monitor 
service providers

Operating in a vacuum, 
not knowing what the 
industry and your peers 
are doing

Failure to engage in 
succession planning

Inconsistent actions
Failure to identify 
problems and act when 
needed

Failure to follow the 
plan documents (unless 
inconsistent with law)
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Independence

• It is important for a pension fund to be independent.

• Independence is often measured by evidence of a pension fund’s: 

○ Procurement authority

○ Budgetary authority

○ Personnel authority — hire, evaluate, compensate, and terminate staff

• If non-fiduciaries are able to exert control over pension fund fiduciaries, the 

duties of loyalty and prudence could be compromised.
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Independence

• The duty of loyalty demands independence from:

○ The appointing body

○ The plan sponsor

○ Taxpayers

○ The public

○ Sub-groups of the participants
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Board 
Engagement 
Models
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Active Board Roles
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Board as Workforce

Complete Legal Accountability

Under this approach, the board carries full legal responsibility for the 

organization and its activities.

Setting Strategic Direction

The board establishes the organization’s mission, outlines long-term 

objectives, and formulates strategies to reach those goals.

Direct Operational Involvement

The board manages daily operations, essentially functioning as the 

organization’s staff.

Common Among Smaller Entities

This structure is often found in small or newly formed organizations 

with limited personnel and resources.
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Board as Administrators

Legal Accountability of the Board

Under this framework, the board carries ultimate legal responsibility 

and establishes the organization’s mission.

Joint Development of Strategy

Long-term objectives and strategic plans are shaped collaboratively by 

the board and executive leadership.

Operational Authority Delegated

Management is entrusted with day-to-day operations, while the board 

maintains oversight and governance.

Governance with Operational Balance

This approach creates equilibrium between strategic oversight and 

operational execution, enabling the board to concentrate on 

governance.
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Board as Directors

Clear Division of Roles

This structure establishes a firm separation between governance by the 

board and operational management led by the CEO and staff.

CEO Accountability

The CEO assumes legal responsibility and works closely with the board 

to define organizational purpose and objectives.

Board’s Strategic Oversight

The board maintains authority over strategic decisions, approving plans 

and monitoring management performance.

Operational Management by Staff

Daily operations are managed by staff under the CEO’s direction, 

ensuring smooth execution of organizational activities.
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Non-Operational Board Roles
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Board as Council

Oversight-Focused Board

The board concentrates on monitoring and ensuring the organization 

stays aligned with its mission, without engaging in daily operations.

CEO Accountability

Legal responsibility rests with the CEO, who oversees day-to-day 

management and holds decision-making authority.

Staff-Led Strategic Planning

Long-term objectives and strategies are primarily developed by staff or 

volunteers, with periodic review by the board.

Decentralized Governance Structure

This model promotes a distributed governance approach, best suited 

for organizations with strong internal leadership and a clearly defined 

mission.
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Board as Consultants

Advisory Role for the Board

The board serves primarily as an advisor, offering guidance without 

direct involvement in daily operations or strategic decision-making.

Staff-Led Management and Compliance

Staff members assume full responsibility for legal compliance, 

organizational vision, goal-setting, and strategy development.

Best Fit for Established Organizations

This structure is ideal for well-developed organizations with seasoned 

teams and strong leadership systems, enabling the board to focus on 

support rather than control.
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Summary of Levels and Types of 
Boards



Board Roles

Board as Administrators
• Board holds legal responsibility

• Board defines purpose

• Board approves goals set by 
management

• Board and management co-
create strategies

• Board retains authority while 
management runs operations

Board as Directors
• CEO holds legal responsibility

• CEO and board set purpose and 
goals together

• CEO and board co-develop and 
approve strategies

• CEO retains authority while staff 
manage operations

Board as Council
• CEO holds legal responsibility

• CEO articulates purpose 
through mission statement 
(board may endorse)

• Goals and strategies created 
by staff/volunteers, reviewed 
by board

• Staff holds full operational 
authority

Board as Consultants
• Staff holds legal 

responsibility

• Staff defines vision, goals, 
and strategies

• Staff has full control over 
daily operations

Board as Workforce
• Board holds legal 

accountability

• Board defines purpose

• Board sets strategy

• Board manages 

operations

Active Management Board

Board as Workforce

Board as Administrators

Board as Directors

Board as Council

Board as Consultants

Less Active Management Board
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Most Common Role of Public Pension Board 

The board’s role is to adopt policies and procedures that staff can implement to protect the fund and ensure the 

highest level of services from external advisors and to the beneficiaries and participants.

Best practice is a governance model that enables board members to focus on the policy issues that demand 

their attention while board members are the ultimate governing fiduciaries, it is prudent for them to consider 

what is the most effective, efficient, use of their time.

Board’s role is not: 

• Day-to-day operations

• The details of policy implementation — the “how to do it”

• Staff functions
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Advice for Institutional Investors
• Expectations and Goals
• Creed
• Process
• Organization and Environment
• Inescapable Truths
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Expectations and Goals:
Understanding the Essence of Investing
Investing consists of positioning capital in order to benefit from future events and reach one’s financial goals

Because the future can’t be known with precision, investing requires decision-making under uncertainty

The high degree of uncertainty has important implications for:

• The selection of goals
• The usefulness of forecasts
• The ability to assess risk
• The information content of successful decisions
• The significance of short-term performance
• The choice of organizational structure
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Expectations and Goals:
Establish Your Priorities
Investment goals essentially come in two forms:

• Preserve principal
• Achieve high return

Investors generally have to emphasize one or the other

Prioritizing one reduces the likelihood of accomplishing the other 



Most ownership/equity investments have this kind of return profile:
• Higher expected return
• Wider range of potential outcomes

• Significant upside potential
• Significant downside risk
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Expectations and Goals:
Establish Your Priorities

Most creditor/debt investments have this kind of return profile:
• Lower expected return
• Little uncertainty regarding outcome

• Little or no upside potential
• Modest downside risk



Which would you and your organization prefer?

There is no right or wrong answer

The question is how you will combine them
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Expectations and Goals:
Establish Your Priorities
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Expectations and Goals:
Start from Reasonable Expectations
In investing, it’s extremely easy to achieve average results and extremely difficult to consistently be above average.  

It’s important to decide whether you will: 
• Strive to be above average – which costs money, is far from sure to work, and can result in your being below average, or
• Accept average performance – avoiding those costs but being forced to look on as the winners occasionally report mouth-watering successes.

A decision to strive for superior results should be based on conviction that (a) assets are often mispriced and (b) your organization is capable of 
exploiting those mistakes (or finding managers who are). 
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Expectations and Goals:
Make Your Goals Explicit
Every coherent investment program has to proceed from an explicit return goal.

The goal is likely to be expressed in absolute terms.  How will it be reconciled with relative performance considerations?

Keeping up with – or beating – the market when it rises usually requires market-sized helpings of beta, risk, and correlation.  
If you have those things, what will happen when the market falls?

The time frame has to be explicit, too:
• The goal doesn’t have to be achieved every year, and it probably can’t be.
• The only thing that matters is achieving it on average over the long term.
• Full market cycles present a reasonable time frame for the purposes of assessment.
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Your goals should reflect and accommodate to the investment environment.  
• For example, a goal that is far above the prospective returns on mainstream asset classes may require holding a risky portfolio and accepting the 

possibility of meaningful drawdowns and perhaps permanent loss.

In addition, your expectations should reflect the realities of your situation: 
• Are you small enough to benefit from selectivity, contrarianism and active management?
• Does your financial condition mandate conservatism or permit a more aggressive approach?
• Given that achieving superior performance requires heightened risk-taking, should it be your goal?
• Will your institutional setting permit you to attract and retain people who are above average?
• Will your realities permit you to focus on the long term and ignore short-term noise?
• Given how hard it is to perform above average, do you have reason to think you can?

“The market is not an accommodating machine. 
It will not go where you want it to just because you need it to.”

                              – Peter Bernstein

Expectations and Goals:
Make Sure Your Goals are Realistic and Achievable 
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Advice for Institutional Investors

• Expectations and Goals
• Creed
• Process
• Organization and Environment
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Creed:
Adopt an Investment Creed That Is Clear to All
What do you believe in?  What core values will guide your organization?
• Is the efficient market hypothesis relevant?
• Will you put faith in macro forecasts?  Will you attempt to predict and profit from the market’s ups and downs?
• How do you think about risk?  Can it be predicted and quantified a priori?  Can it be controlled through a methodical process?  Will bearing more 

increase your returns?
• Will you emphasize risk control or return maximization?  Will you pursue fewer losers or more winners?
• How will you balance science and art, process and judgment?
• How will you define success, and what risks will you take to achieve it? 
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Creed:
Understand the Notion of Market Efficiency 
• There are lots of investors.  Many are intelligent, numerate, computer-literate, able to access data, clinical and objective, and highly motivated.  
• They work hard to find mispriced assets, buying those they think are underpriced and selling those that are overpriced.
• These actions cause the available information to be reflected in asset prices so that they converge with intrinsic value.  In other words, prices become 

“fair,” meaning no assets will be obviously overpriced or underpriced.  There will be no “inefficiencies” – mispricings – to be found.  
• If you buy an asset at a fair price you should expect to earn a return that is fair relative to the risk involved, but no more. Thus (a) no market will offer a 

better risk/return proposition than any other, and (b) no investor can beat the market he or she operates in.

These are the assertions of the efficient market hypothesis.  I don’t believe they all hold true, but I do believe prices tend to reflect the consensus opinion 
regarding the significance of the available information. 

My bottom line: while assets may be priced right or wrong, some markets are so efficient in incorporating the available information that few 
individuals can regularly find and benefit from mispricings.  Where efficiency is present, it’s hard to beat the market.
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Creed:
Take a Position Regarding Market Efficiency
Do you think investors can beat the market?
• Do “inefficiencies” exist – instances when assets are mispriced?
• Are there people with enough “alpha” (personal skill) to find them?
• Can they do so consistently?
• Can they do so with a lot of money under management?
• Can you identify these people, retain them on your staff and hire them as outside managers? 
• At moments when their efforts fail, what will the reaction be?
• What are the implications for your approach of the answers to these questions?
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Creed:
Understand Where Superior Returns Come From
The “base” long-term return enjoyed by the average investor comes from participating in companies’ earnings by owning their securities.  One of the 
routes to outperformance is superior asset selections: overweighting the securities that will do better than average and underweighting those that will do 
worse.  
Often, securities do better because their companies’ fundamentals had been under-appreciated:
• The price of each security reflects the consensus view regarding its company’s earning potential
• Perhaps you hold a view of one company that is more favorable than the consensus – a “variant perception” – so you overweight its security in your 

portfolio
• When the company delivers a favorable surprise, others see that they weren’t optimistic enough – and thus didn’t hold enough of its security – so they 

buy to increase its representation in their portfolios
• Their buying causes the security to outperform those of companies that only perform as expected or worse.  Because you held more of it than the 

average investor, you outperform
Thus, above average gains usually come from pleasant surprises
You can only hope to perform better than others if you possess a “knowledge advantage” – if you see something differently than others and better, 
enabling you to be better prepared for the events that surprise others.
A knowledge advantage can be put to work through security selection in private as well as public markets, and through superior decisions with regard to 
complexity, liquidity provisions, portfolio structuring, or manager selection.
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Creed:
Decide Whether You Will Bet on Macro Forecasts as the Route to Outperformance
Can macro forecasting contribute to superior performance?
• Consistently correct macro forecasts could be a great help in investing.
• They’re easily achieved when trends roll on and extrapolation succeeds.
• But extrapolation isn’t very helpful . . . or profitable.  Everyone gets it right, but correct forecasts that everyone has are no help toward outperformance.
• Correct forecasts of deviations from trend are potentially very valuable.
• But they’re rarely made correctly.
• Thus forecasts are not useful on balance.

• Even worse, bold and idiosyncratic forecasts that lead to bold bets can be highly injurious if they turn out to be wrong.

“We have two kinds of forecasters: the ones who don’t know, 
and the ones who don’t know they don’t know.”

                              – John Kenneth Galbraith

“It ain’t what you don’t know that gets you into trouble. 
It’s what you know for sure that just ain’t so.”

                              – Mark Twain



The macro future isn’t knowable with confidence.
The future must be viewed as a probability distribution, not a single, knowable outcome.

It’s essential to realize that you may know what’s likely — you may even know the probabilities precisely — but you still don’t know what’s 
going to happen.  That’s where risk comes in.

“Only investors with unusual insight can regularly divine the probability 
distribution that governs future events and sense when the potential returns 

compensate for the risks that lurk in the distribution’s negative left-hand tail.”
                              – “The Most Important Thing,” 2011
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Creed:
Will You Bet on Macro Forecasting? 

“Risk means more things can happen than will happen.”
                              – Elroy Dimson, London Business School



How are risk and return connected?
Most people have come to think about the relationship between risk and 
return as follows: as risk increases, the expected return increases.

Given this relationship, how much risk will you take?
The upward slope and linearity of the line give the impression that 
bearing risk can be counted on to deliver higher returns.  Most people 
take this to mean “riskier assets produce higher returns” and “the way to 
achieve higher returns is to take more risk.”
But that can’t be right:  If riskier assets could be counted on to produce 
higher returns, they wouldn’t be riskier.
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Creed:
Clarify How You Think about Risk

Risk
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I think this graphic is much more helpful.

Viewed this way, as risk increases:
• The expected return increases (as in the traditional graphic),
• The range of possible outcomes becomes wider, and  
• The less-good outcomes become worse.

That’s the essence of risk.  
Now how much will you take?!?!

Risk
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Creed:
Clarify How You Think about Risk (cont’d)

• It’s easy to say, “I want a high return.”  Who doesn’t?
• It’s easy to say, “I’m willing to bear risk to get it.”
• But how much uncertainty can you live with, and how bad an outcome can you survive?

“Don’t risk what you have and need in order to pursue what you don’t have and don’t need.”
                              – Warren Buffett
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Creed:
Consider Risk, But Don’t Think You’ve Mastered It
Risk isn’t volatility, but rather the possibility of unfavorable outcomes, including permanent loss.

Like other things in the future, this possibility can be estimated, but it can’t be measured.
• We don’t know whether negative events will occur, or when.
• We don’t know what losses negative events will produce – the linkages are unpredictable.

Thus, the potential for loss can’t be predicted with precision, quantified, or limited to a given quantum.  
We can’t know with certainty how bad things can get.
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Creed:
Accept that It’s Hard to Have Both Superior Returns and a High Degree of Safety
There is no simple roadmap to superior returns.
For example:
• For superior results, you have to do something other than chase assets with obvious appeal and managers with good records.
• You can’t ensure success by going with things that are “obviously good” regardless of how they’re priced.  Oftentimes others will have bid up the price 

of a good asset to the point where it’s a bad investment, or will have given a previously-superior manager enough money to blunt his or her 
effectiveness.

• But in order to depart from things with obvious appeal and managers with good records, you have to make a leap of faith.  This is unlikely to work all 
the time.
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Advice for Institutional Investors

• Expectations and Goals
• Creed
• Process
• Organization and Environment
• Inescapable Truths
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Process:
Make Clear How Participants Can Add Value
How can the participants in the process add value?
The main thing we can’t consistently do is see the macro future better than others.

But what might we be able to do?
• Identify potentially profitable asset classes, strategies and approaches
• Inform the capital allocation process by assessing the attractiveness of asset classes
• Strive to know more than others about companies, industries and securities
• Attempt to find bargains and avoid overpriced securities
• Try to limit risk to a tolerable level
• Set an appropriate balance between offense and defense; alter it as appropriate
• Practice contrarianism and counter-cylicality
• Control ego and emotion
• Assess managers in terms of intelligence, process, philosophical agreement and trustworthiness
These are the things the team should be charged with and paid for achieving.
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Process:
Employ Benchmarks That Measure (and Motivate) the Things That Matter to You
There are many possible benchmarks.  They include indices for individual strategies; the portfolio-weighted average of the strategy indices; passive 
proxies like 60% equities/40% bonds; the performance of peer organizations; and the institution’s target return.

Each can accomplish certain things.
• The overall efficacy of your investment process can be measured by comparing your return against a passive benchmark such as 60% MSCI Equities 

and 40% Barclay’s Aggregate.
• Your U.S. large-cap stock manager can be evaluated by comparing returns against the S&P 500.
• The portfolio-weighted average of your strategies will tell you if your managers collectively did a superior job.

But each also has pitfalls.
• Beating the weighted average of the strategy indices doesn’t tell the whole story.  How will you assess the efficacy of the decisions regarding 

weightings?
• Since all benchmarks are imperfect, they can be a cinch to beat some of the time and impossible at others.
• And what happens when performance is good relative to all the benchmarks listed above but the portfolio fails to meet its absolute return goal?  Or it 

meets its absolute goal but lags behind the market and the peers?
• Benchmarking that evaluates relative performance won’t tell you anything about whether the portfolio provided what was needed from it 

based on the institution’s liabilities or spending requirements, liquidity needs, risk tolerance, and time horizon.
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Process:
Formulate an Opinion Regarding Cycle Positioning
The goal in cycle positioning is to have more aggressiveness when the markets rise and more defensiveness when they fall. 

It has to be based on the belief that opportunities to benefit exist and can be recognized and taken advantage of.

The keys in this regard lie in awareness of where the market stands, contrarianism, counter-cyclical behavior, and the pursuit of relative value.

But it isn’t easy:  Today’s valuations already reflect everyone else’s effort to do the same.  Can you do a superior job?  If not, your efforts will be 
in vain at best and costly at worst.
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Process:
Understand the Essential Nature of Contrarianism
The investing herd is usually wrong at the extremes.
• The herd becomes more optimistic and euphoric as positive events occur and asset prices rise.  Its buying creates the markets’ highs.
• Likewise, the herd becomes more pessimistic and depressed as negative events occur and prices decline, and its selling brings on the lows.

Thus contrarianism – doing the opposite of the herd – is an essential element in superior investing.

It’s important to assess the state of the environment and take advantage of investors’ biases and foibles.  As Warren Buffet says:
• Be fearful when others are greedy
• Be greedy when others are fearful
But contrarianism isn’t easy.  This is true particularly because most investors are subject to the same environmental and emotional influences as the herd.

And remember, even the best contrarian decisions often fail to work immediately and thus can look wrong for long periods of time.
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Process:
Work to Combat Envy, FOMO and Other Destructive Emotions
One of the strongest and most destructive aspects of human nature is the discomfort that comes from watching while others make money.  Envy lies 
behind much of the worst investment behavior.
“Overpriced” is far from synonymous with “sure to go down tomorrow.”  An investment mania or bubble won’t correct immediately after you conclude it 
should.   In fact, it’s likely to go considerably further in the “wrong” direction.

It’s particularly unpleasant to not hold something that’s popular and appreciating.  Thus the higher it goes, people who resisted at lower prices become 
increasingly likely to capitulate and jump on board.  This is prime among the forces that cause bubbles to proceed beyond reason.
In order to avoid being victimized when bubbles pop, you have to refuse to participate in them.  And given the impossibility of beginning to do so at the 
exact right time, you have to refuse well before they pop.  That means there’s sure to be a period when you look dumb and feel dumb.
Likewise, to be early in buying something that everyone will clamor for in the future, you have to commit before its merit becomes obvious and hold 
until its price begins to rise.  This, too, can take a good while to work and introduce considerable discomfort.

“The market can remain irrational longer than you can remain solvent.”
                              – John Maynard Keynes

“Being too far ahead of your time is indistinguishable from being wrong.”



26

Process:
Decide How Reliable You’ll Expect Your Process to Be 

“Process” alone will not suffice.  Even a well-designed process, operated in an average way, will lead to average results.
Superior judgment is the essential ingredient in investment success. 

“There is nothing reliable to be learned about making money. If there were, 
study would be intense and everyone with a positive IQ would be rich.”

                              – John Kenneth Galbraith

“. . . not only am I unaware of any formula that alone will lead to above average 
investment performance, but I’m convinced such a formula cannot exist.”

                              – “Dare to Be Great,” September 2006
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Advice for Institutional Investors

• Expectations and Goals
• Creed
• Process
• Organization and Environment
• Inescapable Truths
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Organization and Environment:
Create an Organization and Environment That Are Conducive to Achieving 
Your Goals
You won’t get the behavior you want if your environment doesn’t encourage it.
For example,
• Pursuing superior returns requires risk taking;
• Risk taking means some actions will result in losses;
• When losses arise, staff decisions will look wrong;
• If staff will be penalized for errors, risk taking will be discouraged.  
People don’t do what you tell them to do – they do what you pay them to do.
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Organization and Environment:
Accept the Fallibility of Even the Best Investment Organization
• Randomness plays a substantial role in determining investment outcomes.  Random developments have the ability to render even well-reasoned 

decisions unsuccessful. 
• Even the best investors make lots of mistakes and experience significant rough periods.
If you accept these things, you should focus on batting average rather than individual decisions, and the long term, not the short.
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Organization and Environment:
Insist on Long-Term Focus
• It’s hard to consistently do the right thing.
• It’s impossible to consistently do the right thing at the right time.
• Thus no one and no organization can consistently achieve short-term goals.
• Anyway, only long-term performance matters.
• Short-termism is one of the greatest weaknesses in investing today.

If you agree with the above, you should de-emphasize the short run.  

Given that no one can be right consistently, penalizing short-term underperformance – which we agreed doesn’t matter – will discourage constructive, 
long-term creativity.

An easy way for an organization to distinguish itself today is by focusing on the long run, not the short run.  But you have to walk the walk:
• Make clear to all that you only want long-term decisions.
• Deemphasize reporting on short-term results.
• Base compensation on long-term performance, not short-term.  (But then how will you decide on pay in the early years?)
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Organization and Environment:
Ensure an Appropriate Allocation of Roles
Board or Investment Committee: 
• Select and review the Chief Investment Officer
• Set goals, creed, allocation framework and long-term allocation ranges
• “Advise and consent”
• Get out of the way

CIO and staff:
• Propose changes to goals, creed, allocation framework and long-term allocation ranges
• Move capital within long-term allocation ranges and among managers.  (If they have the requisite skill, why not let them?  If they don’t, why employ 

them?)
• Hire managers and choose funds (with the Board in the loop)

Should the Board interview and decide on new managers?
• Do they know more than the staff?  If not, what can they add?
• Do they ever say no to staff recommendations?  
‒ If not, isn’t their involvement a waste of everyone’s time?
‒ If so, isn’t it dispiriting?
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Organization and Environment:
Pay Strict Attention to Fees
The only sure thing in investing is management fees

However, fees are not unmanageable.  They can be reduced, for example, through passive investing

High fees should be paid only if they increase the expected net return

Incentive fees, in particular, have gone from being rare to common. 
 
Only exceptional managers deserve to receive the return on a portion of your capital.  By definition they are the exception, not the rule.
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Advice for Institutional Investors

• Expectations and Goals
• Creed
• Process
• Organization and Environment
• Inescapable Truths
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Inescapable Truths:
The Ultimate Issue: Decide Whether Your Organization Will Dare to Be Great
Will you dare to behave unconventionally?

Will you bear the associated uncertainties?

Will you accept the risk of being wrong?

Will you accept the risk that even correct actions may look like mistakes for a good while?

How will you define success, and what risks will you take to achieve it? 

“How much emphasis should be put on diversifying, avoiding risk and ensuring against 
below-pack performance, and how much on sacrificing these things in the hope of doing better?”
                                 – “Dare to Be Great II,” 2014 
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Inescapable Truths:
Will You Dare to Be Different?
Unusual success cannot lie in doing the obvious.  The investing herd pursues the obvious. Conventional behavior will, by definition, lead to 
conventional results.

“Only if your behavior is unconventional is 
your performance likely to be unconventional . . . 
and only if your judgments are superior is your 

performance likely to be above average.”
           – “Dare to Be Great,” 2006 

Conventional Behavior Unconventional Behavior

Favorable Outcomes Average good results Above-average results

Unfavorable Outcomes Average bad results Below-average results

“Establishing and maintaining an 
unconventional investment profile requires 
acceptance of uncomfortably idiosyncratic 

portfolios, which frequently appear downright 
imprudent in the eyes of conventional wisdom.”

            – David Swensen
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Inescapable Truths:
Will You Dare to Be Wrong?
Every attempt at above average performance will expose you to the possibility of experiencing below average performance.
• Most institutions invest a lot of capital, effort and opportunity costs to avoid the embarrassment that results from being wrong.
• Consider, for example, this challenge: for most bureaucracies, the unspoken rule is, “We would never buy so much of something that if it didn’t work, it 

would make us look bad.”  If that’s true, how can you do enough of it so that if it works it will move the needle on performance?
• Trying to do better than average means accepting the possibility of doing worse, and the associated headline risk.  In particular, think hard about 

the possible consequences of high-profile deals and large commitments.



Bureaucracy and great investment results tend to be mutually exclusive. 

This is largely because unconventional behavior is inconsistent with bureaucratic oversight.  
Bureaucracies are unlikely to coalesce around idiosyncratic decisions.

What will be your response? 
• Will your organization be permitted – and enabled – to act unconventionally?
• Will you try to reduce bureaucracy, or will you give up on achieving great results?  There is no third option.

“… active management strategies demand uninstitutional behavior 
from institutions, creating a paradox few can unravel.”

                              – David Swensen
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Inescapable Truths:
Will Your Environment Encourage Trying to Be Great?

“Worldly wisdom teaches us that it is better for reputation to fail 
conventionally than to succeed unconventionally.”

                              – John Maynard Keynes
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Inescapable Truths:
Will You Dare to Look Wrong?
Remember, in investing, it’s hard to do the right thing and impossible to consistently do the right thing at the right time.
That means even “correct” actions may take a while to work, and in the meantime they’ll look like mistakes.
The penalties institutional investors face for below average results can far exceed the potential rewards for above average results. 

You should consider whether your organization’s investment goals are consistent with the realities of its environment.  Can you endure long 
enough for the wisdom of your correct actions to become apparent?

“Unconventional behavior is the only road to superior investment results, 
but it isn’t for everyone.  In addition to superior skill, successful investing 
requires the ability to look wrong for a while and survive some mistakes.” 

                             – “Dare to Be Great II,” 2014
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Inescapable Truths:
Grapple with the Great Conundrum
• You can’t try to be superior without running the risk of being inferior
• Most loss-minimization strategies eliminate the possibility of substantial gains

These two pairings represent the opposite ends of a spectrum of behavior

How will you position your effort on that spectrum?

Try to be right Can’t lose

Run the risk of 
being wrong

Can’t win
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Inescapable Truths:
Never Forget the Inescapable Truths
Investing is a challenging, messy and imprecise activity that has to be engaged in on the basis of estimates, intuition and subjective judgment, not 
accurate forecasts, scientific laws and dependable processes.  
Nothing is sure to work every time. The best you can hope for is asymmetry: that you’ll be right more often than you’re wrong, and that your correct 
decisions will add more than your mistakes subtract.
Nothing will lead to superior results in the absence of superior judgment.  But even superior investors are far from perfect.
The environment doesn’t remain static.  The actions of the participants alter the environment, and thus they change the things you must do for success.   
The quest for gain causes easy answers to be driven out.  Yesterday’s right answer can be today’s wrong answer.
Most of what’s important is counterintuitive, and most of what’s obvious is wrong.  
Ego, emotion and human nature are dangerous enemies.
On average, the average investor produces average results before fees and below average results after fees.  Very few can be consistently above average 
after fees – especially in more-efficient markets.
If you can’t understand and accept these things, you’re in the wrong job.

“It’s not supposed to be easy.  Anyone who finds it easy is stupid.“         
                    – Charlie Munger
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This presentation and the information contained herein are for educational and informational purposes only and do not constitute, and should not be construed as, an offer to sell, or a solicitation of an offer to buy, any securities or related financial instruments. Responses to any inquiry that may involve the 
rendering of personalized investment advice or effecting or attempting to effect transactions in securities will not be made absent compliance with applicable laws or regulations (including broker dealer, investment adviser or applicable agent or representative registration requirements), or applicable 
exemptions or exclusions therefrom. 

The presentation is being provided on a confidential basis solely for the information of those persons to whom it is given. The materials, including the information contained herein may not be copied, reproduced, republished, posted, transmitted, distributed, disseminated or disclosed, in whole or in part, to 
any other person in any way without the prior written consent of Oaktree Capital Management, L.P. (together with its affiliates, “Oaktree”). By accepting this presentation, you agree that you will comply with these confidentiality restrictions and acknowledge that your compliance is a material inducement to 
Oaktree providing this presentation to you. 

This presentation contains information and views as of the date indicated and such information and views are subject to change without notice. Oaktree has no duty or obligation to update the information contained herein. Further, Oaktree makes no representation, and it should not be assumed, that past 
investment performance is an indication of future results. Moreover, wherever there is the potential for profit there is also the possibility of loss. 

Certain information contained herein concerning economic trends and performance is based on or derived from information provided by independent third-party sources. Oaktree believes that such information is accurate and that the sources from which it has been obtained are reliable; however, it cannot 
guarantee the accuracy of such information and has not independently verified the accuracy or completeness of such information or the assumptions on which such information is based. Moreover, independent third-party sources cited in these materials are not making any representations or warranties 
regarding any information attributed to them and shall have no liability in connection with the use of such information in these materials. 
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War with Iran has dominated the narrative in 2026: Republicans largely 

support it, but Independents and Democrats do not

As of July 2026. Source: The Economist; YouGov

Note: Given that some respondents respond with “No opinion”, percentages within each group do not always sum to 100%.
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Unlike other conflicts, it was never particularly popular to begin with, but has 

become even less so

Note: The latest CNN poll was conducted by SSRS from July 23-27 among a random national sample of 1,225 US adults drawn from a probability-based panel. Surveys were either conducted online or by telephone with a live interviewer. Results have a 
margin of sampling error of up to ±3.2 percentage points.

Source: CNN/SSRS polling

Graphic: Ariel Edwards-Levy, CNN
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“Gas & Groceries:” High gas prices are politically challenging as President 

Biden learned in 2022

As of July 2026
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2026 was supposed to be the year of the tax cut:  Tax cuts from the “One Big 

Beautiful Bill” (OB3) could amount to ~0.6% of GDP in 2026

As of March 2026

Source: JCT & CBO
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But, but, but:  Higher sustained gas prices seem to be eroding some of the 

stimulative impact of Trump’s tax bill, hitting the lower leg of the “K” hardest

As of March 11, 2026

Source: Bloomberg; assumes price of oil continues through end of 2026
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While tax cuts have been helpful, affordability and cost of living are 

(still) major issues for voters…

As of July 2026

Source: Bloomberg, RCP, Gallup, PIMCO.
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And comes at a time when voters are feeling disillusioned by both 

parties…

Source: Pew Research; As of April 2026
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…and more voters are asserting they are “Independent.”  This group 

includes the “median voter,” who decides elections in the U.S.

Source: Gallup; January 2026 
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AI – and higher electricity prices – are becoming a new boogieman among 

voters, an issue that could have implications in 2028, if not 2026

Source: Bruce Mehlan’s Age of Disruption: Six-Chart Sunday – Rage Against the Machine.

As of September 2025.
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Americans really dislike AI and do not think policymakers are 

managing it well…

As of March 2026. Source: NBC
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“AI” is a catch-all and reflects concerns from the prosaic to the 

existential

As of March 2-18, 2026. Source: Gallup
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Unusually, Americans are more skeptical and pessimistic about the 

new technology than others globally

Note: Respondents who did not give an answer are not shown. 
Source: Pew Research Center. Survey of U.S. adults conducted June 9-15, 2025. “How Americans View AI and Its Impact on 
People and Society”
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The national regulatory framework is insufficient for AI, which may lead to 

a patchwork of state laws and/or overreach by the federal government

Source: Bruce Mehlman, Multistate; as of May 2026
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Broadly, President Trump’s policy options to address affordability unilaterally 

are limited; i.e., there is little that he can do without Congress

As of August 2026
Source: PIMCO

Actions Taken

• Direct the GSEs (Fannie & Freddie) to buy Agency MBS

• (Try to) Lower the price of oil: Release oil from the SPR, soften Russia / Iran sanctions, relax Jones Act

• Ease regulations on tips/overtime deductions associated with the OB3

• Enter into agreements with hyper-scalers to prevent increases in utility bills

Discussed but unlikely to be enacted

• Pass a federal gas tax holiday (needs Congress)

• Index capital gains tax (needs Congress)

• $2K tariff rebates (needs Congress)

• Cap credit card interest rates at 10% (needs Congress)

• Export ban on oil (can do unilaterally)
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Deficits are becoming a limiting factor in terms of a potential policy response 

given they are running at “6-7”% of GDP; steeper yield curves here to stay

As of August 2026. Source: Congressional Budget Office, Yale Budget Lab, JCT, PIMCO calculations.

* 2025 excludes $131Bn adjustment for student loans. ** Assumes Section 232 and Section 301 tariffs raise ~$190bn/yr; years are fiscal ending 9/30.
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Yes, and:  The U.S. is “just an insurance company with an army;” to really move 

the needle on the deficit, Congress would have to touch the “third rails”

As of November 2025
Source: PIMCO, Congressional Budget Office. For illustrative purposes only. RHS graph: “A” stands for Actual; 
*Mandatory spending as % of total spending = 20% Medicare & Veterans Health; 22% Social Security; 10% Medicaid
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Despite its claims, the DOGE effort turned out to be more sizzle than steak;  

Congress only codified $9bn in cuts, some of which have been reversed

• DOGE-related cost savings from cancelled contracts were small, and the only savings that was codified by 
Congress was $9 billion

• In 2026, Congress - quietly – has moved to reinstate many of the cuts DOGE made anyway

As of September 26th, 2025

Source: DOGE.gov, The Hill, PIMCO
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There is likely to be a fiscal reckoning at some point, but until then, 

Medicare and Social Security remain too politically popular to change

As of October 2023

Source: The Hill, Data for Progress 
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What about tariffs? The Supreme Court overturned the IEEPA tariffs, but new 

Section 301 tariffs have rebuilt the tariff rate to ~11%

As of August 2026. Source: USITC, Yale Budget Lab, PIMCO calculations

Note: IEEPA tariffs were invalidated by the Supreme Court and terminated, while the Section 122 10% surcharge expired and was replaced with Section 301 tariffs on 80+ economies (10% or 12.5%, flat or net of MFN) for forced labor practices.
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“Tariff man” or “TACO man?” Do not underestimate Trump's conviction on 

trade and his focus on trade deficits

Latest data as of June 2026

Source: Haver, U.S. Commerce Department, PIMCO
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Other tariff authorities are less flexible, but could ultimately be more durable - 

and may be kept around anyway as deficits continue to widen

As February 2026; Source: Peterson Institute for International Economics, CSIS, PIMCO

Available 

authority Action 

Used under 

Trump 2.0?

Can be 

imposed 

immediately? Details

Section 122, 

Trade Act of 1974

Impose tariffs due 

to a balance of 

payments “crisis”
✓  ✓ 

• Allows the president to impose 15% tariffs for up to 150 

days on countries with “large and serious” balance-of-

payments deficits; any extension would require Congressional 

approval

Section 338, 

Tariff Act of 1930

Impose tariffs on a 

country that is 

“discriminating” 

against the U.S.

✓   ✓ 

• Allows for the imposition of tariffs of up to 50% against 

countries that are found to discriminate against U.S. commerce

• Could be legally-dubious given age of law/lack of precedent

Section 232, 

Trade Expansion 

Act of 1962 

Impose tariffs on 

products for 

“national security” 

reasons

✓  
No; 

investigation 

is required

• Allows for tariffs in the name of protecting national security; 

current 232 tariffs include autos, aluminum, copper, and steel

• New tariffs on pharma, ships, advanced tech are expected 

in 2026

Section 301, 

Trade Act of 1974 

Impose tariffs on a  

country that 

presents “burdens” 

to U.S. commerce

✓   
No; 

investigation 

is required

• Gives president wide-latitude to impose tariffs on any country 

found to burden or prohibit U.S. exports

• Trump 1.0 used this authority to impose tariffs on China in 

2018/19

Section 201, 

Trade Act of 1974 

Impose tariffs on 

products for 

“safeguarding” 

reasons

X 
No; 

investigation 

is required

• Allows the president to impose tariffs to “safeguard” industry

• Trump 1.0 used Section 201 to impose tariffs on solar panels 

and washing machines
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Sell America?  Despite “America First,” little evidence of selling America in 
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Sell America?  Foreign holders hold fewer Treasuries than they did in 2008 but 

still more than they did in the 1990s when the debt burden was much smaller

As of August 2026. 

Sources: Peter G. Peterson Institute, Office of Management and Budget, U.S. Treasury, PIMCO calculations

Note: Data reflect debt held by the public at the end of the fiscal year.
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Sell America?  Not when you look at gold, either; increases on central bank 

balance sheets have more to do more with the price of gold than flow

As of 31 March 2026. Constant prices fixed relative to Q3 of 2018.

Source: IMF, Bloomberg, PIMCO
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Dollar is still king (for now). USD is sticking around as the “reserve currency,” 

and Treasuries will continue to be the “reserve asset” 

As of December 2024
Source: In order from top to bottom, the source (and latest data in parentheses) is: BIS Triennial Central Bank Survey (2022); PIMCO estimate (2024); IMF’s Currency Composition of Official Foreign Exchange Reserves (3Q24); BIS “Revisiting the international role of 
the US dollar” (2022); BIS Locational Banking Statistics (4Q24); Swift (Mar 2025); BIS Debt Securities Statistics (4Q24)
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What will the Fed do?  Regardless of Warsh’s ideology, the Fed chair is 

important but not omnipotent and will be constrained by the rest of the FOMC

As of July 2026

Source: PIMCO estimates based on Fed speeches and media appearances and June 2026 FOMC interest rate projections
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Remember: The Senate confirmation process is an important guardrail to Fed 

independence

Source: Bloomberg; December 2025

• The Trump White House has had to withdraw more nominees than any other modern president due 

to lack of Senate support, underscoring that the confirmation process continues to be a check on 

the president (any president)
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What does it all mean for the midterms?  All 435 House seats are up for 

election in November, while only one-third of the Senate is up

As of July 2026; Source: PIMCO, Brookings, Cook Political Report, CNN, Bloomberg; *Average pick-up of seats in midterm cycles by party out of power since World War I; **Based on redistricting efforts as of July 8, 2026

Republicans Democrats Total

Seats up for 

reelection
22 13 35

Seats needed 

for Dem 

majority

+4

Historical 
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power*
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Republicans Democrats Total

Seats up for 

reelection
220 215 435
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for Dem 

majority
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+26
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The Senate still looks harder: While Democrats only need a mediocre night to 

flip the House, they would need a perfect one (a “wave”) to win the Senate

▪ To win back the Senate, Democrats would need to have a perfect night – defend their 3  

competitive seats and win 4 of the 6 Republican seats in deep Trump territory

Source: PIMCO, Congress.gov; as of April 2026 
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House Gain/Loss of 

Party Out of Power
+30 D +63 R +13 R +42 D +9 R ?

Senate Gain/Loss of 

Party Out of Power
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Will it be a “wave election?”  As of now, the Generic Ballot points to a good 

night for Democrats, but the enthusiasm gap suggests a possible “wave”

D+11

D+10

R+19

R+10

D+8

D+7

2006 2010 2018

D+11

D+6

“Wave” Election “Mini Wave”



31

It is still (kind of) early.  A lesson from the 2022 midterms is that things can 

change significantly from spring/summer to election day

As of March 2026

Source: Morning Consult, Pew Research
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Presidential approval ratings matter, too. There are some red flags with 

Trump’s approval ratings, particularly among Independents

As of July 2026

Source: YouGov
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1) More oversight:  All Epstein files, all the time.  Democrats will try to throw sand-in-the-

gears through their subpoena and oversight powers

2) More obstruction: Most, if not all, of President Trump’s legislative agenda will be frozen; 

albeit more spending is one of the few things the parties agree on

3) 2027 will see the past of “Peak Trump” (similar to other presidential cycles)

4) A harder confirmation process:  A narrower Senate majority will make it harder for Trump to 

get his nominees confirmed, including filling Federal Reserve Governor vacancies

5) More fiscal fights:  The debt ceiling will need to be raised in 2027, and Democrats are 

likely to use it as leverage to get some concessions (e.g., restore funding cuts)

If our base case is realized – a Democratic House and narrower Republican 

Senate – obstruction, oversight, and fiscal fights should be expected
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A relief rally?  Risk markets have done the best the year after the midterms, 

with the S&P returning ~15.4% vs. ~7.8% in other years

As of 15 January 2026

Sources: Bloomberg; Standard & Poor’s, Calculations use Election Day as the starting date in all election years and November 5th as a proxy for the starting data in other years. Only midterm election years are shown in the chart.
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Something we can all agree on:  The market has done particularly well under 

split government control 

Data excludes 2001-2002 due to Sen Jeffords changing party mid-2001

Source: Stategasrp.com
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2028 Presidential Nominees

It gets late early: 2028 primaries will be here before you know it, but 

fade early polling (and prediction markets)

As of July 2026

Source: RealClearPolitics Poll Averages
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If past is prologue, moderate candidates have typically done better in 

general elections

As of November 2022

Source: CNN

State Party

2022 Moderate 

Governor Candidate

% of vote

2022 Partisan

Senate Candidate

% of vote

Moderate 

Candidate 

Outperformance

Georgia Republican
Kemp

53.4%

Walker

48.5%
+4.9%

New 

Hampshire
Republican

Sununu

57.0%

Bolduc

44.4%
+12.6%

Ohio Republican
DeWine

62.6%

Vance

53.2%
+9.4%

Pennsylvania Democrat
Shapiro

56.5%

Fetterman

51.2%
+5.3%

Wisconsin Democrat
Evers

51.1%

Barnes

49.3%
+1.8%
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✓ Midterms are likely to result in more gridlock and oversight, but there could be some room 

for a deal on bipartisan issues, such as housing

✓ “Peak Trump” in the rear view: Like Biden and Obama, the third year of an administration will 

see a president with less political power

✓ Populism to stick around.  A large segment of voters are mad; if cost-of-living issues are 

not addressed, economic populism will be a significant theme in politics and policy

✓ There is not the political will or the work required for Congress to move forward with 

comprehensive AI regulation anytime soon

o By delaying, there is a risk that the federal government may have to resort to blunt tools (e.g., a prohibition 

of open-source models)

✓ Deficits will continue to be high, but 2032 could be an inflection point.  Regardless, 

deficits are likely to be a topic in 2028 presidential campaign

✓ It gets late early:  2028 will be a focus starting after the midterms.  Both parties could see a 

crowded primary – good for democracy, noisy for markets

Key takeaways 
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Peak Trump? 2025 saw an active and effective Trump, with a cooperative 

Congress, a slow-moving judiciary, and high approvals among Republicans

Data as of December 31, 2025

Source: Federal Register, Just Security, PIMCO
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With that said, foreign investors have been holding fewer Treasuries for a 

while now anyway (i.e., this is not simply a Trump 2.0 phenomenon)

As of June 2025.

Source: Haver Analytics, Bloomberg, PIMCO.
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On the heels of a massive increase in migrants, Trump ran - and won - on a 

platform to control immigration and is following through on it

Source: Office of Homeland Security Statistics, PIMCO

Data as of August 24;data is collected by fiscal year, so does not represent exactly the terms of each presidents, we calculate numbers for term starting the fiscal year they are sworn in as some policies take some time to implement
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Appendix

PIMCO does not provide legal or tax advice. Please consult your tax and/or legal counsel for specific tax or legal questions and concerns.

This material contains the current opinions of the manager and such opinions are subject to change without notice.  This material is distributed for informational purposes only and should not be considered as investment advice or a recommendation 

of any particular security, strategy or investment product. Information contained herein has been obtained from sources believed to be reliable, but not guaranteed.

Bloomberg U.S. Aggregate Index represents securities that are SEC-registered, taxable, and dollar denominated. The index covers the U.S. investment grade fixed rate bond market, with index components for government and corporate securities, 

mortgage pass-through securities, and asset-backed securities. These major sectors are subdivided into more specific indices that are calculated and reported on a regular basis. 

S&P 500 Index is an unmanaged market index generally considered representative of the stock market as a whole. The Index focuses on the large-cap segment of the U.S. equities market. 

INDEX

It is not possible to invest directly in an unmanaged index.

INVESTMENT STRATEGY

There is no guarantee that these investment strategies will work under all market conditions or are appropriate for all investors and each investor should evaluate their ability to invest long-term, especially during periods of downturn in the market.

All investments contain risk and may lose value. Investing in the bond market is subject to risks, including market, interest rate, issuer, credit, inflation risk, and liquidity risk. The value of most bonds and bond strategies are impacted by changes in 

interest rates. Bonds and bond strategies with longer durations tend to be more sensitive and volatile than those with shorter durations; bond prices generally fall as interest rates rise, and low interest rate environments increase this risk. Reductions 

in bond counterparty capacity may contribute to decreased market liquidity and increased price volatility. Bond investments may be worth more or less than the original cost when redeemed. Investing in foreign-denominated and/or -domiciled 

securities may involve heightened risk due to currency fluctuations, and economic and political risks, which may be enhanced in emerging markets. Sovereign securities are generally backed by the issuing government. Obligations of U.S. 

government agencies and authorities are supported by varying degrees, but are generally not backed by the full faith of the U.S. government. Portfolios that invest in such securities are not guaranteed and will fluctuate in value.
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Appendix

PIMCO as a general matter provides services to qualified institutions, financial intermediaries and institutional investors. Individual investors should contact their own financial professional to determine the most appropriate investment options 

for their financial situation. This is not an offer to any person in any jurisdiction where unlawful or unauthorized. | Pacific Investment Management Company LLC, 650 Newport Center Drive, Newport Beach, CA 92660 is regulated by the 

United States Securities and Exchange Commission. | | PIMCO Europe Ltd (Company No. 2604517, 11 Baker Street, London W1U 3AH, United Kingdom) is authorised and regulated by the Financial Conduct Authority (FCA) (12 

Endeavour Square, London E20 1JN) in the UK. The services provided by PIMCO Europe Ltd are not available to retail investors, who should not rely on this communication but contact their financial adviser. Since PIMCO Europe Ltd 

services and products are provided exclusively to professional clients, the appropriateness of such is always affirmed. | PIMCO Europe GmbH (Company No. 192083, Seidlstr. 24-24a, 80335 Munich, Germany) is authorized and 

regulated by the German Federal Financial Supervisory Authority (BaFin) (Marie- Curie-Str. 24-28, 60439 Frankfurt am Main) in Germany in accordance with Section 15 of the German Securities Institutions Act (WpIG). | PIMCO Europe 

GmbH Italian Branch (Company No. 10005170963, Via Turati nn. 25/27 (angolo via Cavalieri n. 4) 20121 Milano, Italy), PIMCO Europe GmbH Irish Branch (Company No. 909462, 57B Harcourt Street Dublin D02 F721, Ireland), 

PIMCO Europe GmbH UK Branch (Company No. FC037712, 11 Baker Street, London W1U 3AH, UK), PIMCO Europe GmbH Spanish Branch (N.I.F. W2765338E, Paseo de la Castellana 43, Oficina 05-111, 28046 Madrid, Spain), 

PIMCO Europe GmbH French Branch (Company No. 918745621 R.C.S. Paris, 50–52 Boulevard Haussmann, 75009 Paris, France) and PIMCO Europe GmbH (DIFC Branch) (Company No. 9613, Index Tower Floor 10, unit 1001 

Dubai International Financial Centre, Dubai, United Arab Emirates) are additionally supervised by: (1) Italian Branch: the Commissione Nazionale per le Società e la Borsa (CONSOB) (Giovanni Battista Martini, 3 - 00198 Rome) in 

accordance with Article 27 of the Italian Consolidated Financial Act; (2) Irish Branch: the Central Bank of Ireland (New Wapping Street, North Wall Quay, Dublin 1 D01 F7X3) in accordance with Regulation 43 of the European Union 

(Markets in Financial Instruments) Regulations 2017, as amended; (3) UK Branch: the Financial Conduct Authority (FCA) (12 Endeavour Square, London E20 1JN); (4) Spanish Branch: the Comisión Nacional del Mercado de 

Valores (CNMV) (Edison, 4, 28006 Madrid) in accordance with obligations stipulated in articles 168 and  203  to 224, as well as obligations contained in Title V, Section I of the Law on the Securities Market (LSM) and in articles 111, 114 and 

117 of Royal Decree 217/2008, respectively, (5) French Branch: ACPR/Banque de France (4 Place de Budapest, CS 92459, 75436 Paris Cedex 09) in accordance with Art. 35 of Directive 2014/65/EU on markets in financial instruments 

and under the surveillance of ACPR and AMF and (6) DIFC Branch:  Regulated by the Dubai Financial Services Authority ("DFSA") (Level 13, West Wing, The Gate, DIFC) in accordance with Art. 48 of the Regulatory Law 2004. The 

services provided by PIMCO Europe GmbH are available only to professional clients as defined in Section 67 para. 2 German Securities Trading Act (WpHG). They are not available to individual investors, who should not rely on this 

communication. According to Art. 56 of Regulation (EU) 565/2017, an investment company is entitled to assume that professional clients possess the necessary knowledge and experience to understand the risks associated with the relevant 

investment services or transactions. Since PIMCO Europe GMBH services and products are provided exclusively to professional clients, the appropriateness of such is always affirmed. | PIMCO (Schweiz) GmbH (registered in

Switzerland, Company No. CH-020.4.038.582-2, Brandschenkestrasse 41 Zurich 8002, Switzerland). According to the Swiss Collective Investment Schemes Act of 23 June 2006 (“CISA”), an investment company is entitled to assume 

that professional clients possess the necessary knowledge and experience to understand the risks associated with the relevant investment services or transactions. Since PIMCO (Schweiz) GmbH services and products are provided 

exclusively to professional clients, the appropriateness of such is always affirmed. The services provided by PIMCO (Schweiz) GmbH are not available to retail investors, who should not rely on this communication but contact their financial 

adviser. | PIMCO Asia Pte Ltd (8 Marina View, #30-01, Asia Square Tower 1, Singapore 018960, Registration No. 199804652K) is regulated by the Monetary Authority of Singapore as a holder of a capital markets services licence and an 

exempt financial adviser. The asset management services and investment products are not available to persons where provision of such services and products is unauthorised. | PIMCO Asia Limited (Suite 2201, 22nd Floor, Two 

International Finance Centre, No. 8 Finance Street, Central, Hong Kong) is licensed by the Securities and Futures Commission for Types 1, 4 and 9 regulated activities under the Securities and Futures Ordinance. PIMCO Asia Limited is 

registered as a cross-border discretionary investment manager with the Financial Supervisory Commission of Korea (Registration No. 08-02-307). The asset management services and investment products are not available to 

persons where provision of such services and products is unauthorised. | PIMCO Investment Management (Shanghai) Limited. Office address: Suite 7204, Shanghai Tower, 479 Lujiazui Ring Road, Pudong, Shanghai 200120, China 

(Unified social credit code: 91310115MA1K41MU72) is registered with Asset Management Association of China as Private Fund Manager (Registration No. P1071502, Type: Other). | PIMCO Australia Pty Ltd ABN 54 084 280 508, AFSL 

246862. This publication has been prepared without taking into account the objectives, financial situation or needs of investors. Before making an investment decision, investors should obtain professional advice and consider whether the 

information contained herein is appropriate having regard to their objectives, financial situation and needs. To the extent it involves Pacific Investment Management Co LLC (PIMCO LLC) providing financial services to wholesale clients, 

PIMCO LLC is exempt from the requirement to hold an Australian financial services licence in respect of financial services provided to wholesale clients in Australia. PIMCO LLC is regulated by the Securities and Exchange Commission 

under US laws, which differ from Australian laws. | PIMCO Japan Ltd, Financial Instruments Business Registration Number is Director of Kanto Local Finance Bureau (Financial Instruments Firm) No. 382. member of Investment 

Management Association of Japan and Type II Financial Instruments Firms Association. All investments contain risk. There is no guarantee that the principal amount of the investment will be preserved, or that a certain return will be realized; 

the investment could suffer a loss. All profits and losses incur to the investor. The amounts, maximum amounts and calculation methodologies of each type of fee and expense and their total amounts will vary depending on the investment 

strategy, the status of investment performance, period of management and outstanding balance of assets and thus such fees and expenses cannot be set forth herein. | PIMCO Taiwan Limited is an independently operated and managed 

company. The reference number of business license of the company approved by the competent authority is (115) Jin Guan Tou Gu Xin Zi No. 006. The registered address of the company is 40F., No.68, Sec. 5, Zhongxiao East Rd., Xinyi 

District, Taipei City 110, Taiwan (R.O.C.), and the telephone number is +886 2 8729-5500. | PIMCO Canada Corp. (199 Bay Street, Suite 2050, Commerce Court Station, P.O. Box 363, Toronto, ON, M5L 1G2) services and products may 

only be available in certain provinces or territories of Canada and only through dealers authorized for that purpose. | Note to Readers in Colombia: This document is provided through the representative office of Pacific Investment 

Management Company LLC located at Carrera 7 No. 71-52 TB Piso 9, Bogota D.C. (Promoción y oferta de los negocios y servicios del mercado de valores por parte de Pacific Investment Management Company LLC, representada en 

Colombia.). | Note to Readers in Brazil: PIMCO Latin America Administradora de Carteiras Ltda.Av. Brg. Faria Lima, 3477 Itaim Bibi, São Paulo - SP 04538-132 Brazil. | Note to Readers in Argentina: This document may be provided 

through the representative office of PIMCO Global Advisors LLC AVENIDA CORRIENTES, 299, Buenos Aires, Argentina. | No part of this publication may be reproduced in any form, or referred to in any other publication, without express 

written permission. PIMCO is a trademark of Allianz Asset Management of America LLC in the United States and throughout the world. ©2026, PIMCO.
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Midterm Election Forecasting Models

• Each state’s voter preferences are a latent variable that fluctuates stochastically around a state fixed 

effect. The fluctuations are persistent, respond to observable fundamental shocks (e.g., state of the 

economy), as well as to “political” shocks, that is, shocks to voter preferences that are orthogonal to 

fundamentals. Both fundamental and political shocks can be correlated across states. Pollsters 

observe and report each state’s voter preferences with error. The error is also persistent and 

potentially correlated across states, making it a second latent state variable. The poll results, 

observable by the econometrician, are a sum of the two.

• Under standard conditions, the market-clearing price on a given day before the election can then be 

interpreted as the marginal investor’s risk-adjusted probability of candidate A winning the election 

conditional on all information available to investors as of that date 

• We develop a formal asset pricing framework to establish each contract’s value as a function of state 

variables. We assume that state variables, which are a blend of latent and macro variables, follow 

vector autoregression (VAR) dynamics. This approach is similar to that employed in modeling of the 

term structure of interest rates 

• Each snapshot uses data on polls, prices, and fundamentals available through that date to estimate 

and simulate the model, with the last snapshot providing the forecast discussed throughout the paper. 

Our forecasts differ from prediction market prices both (1) because polls inform estimates of 

measurement error and risk premia contained in prices and (2) because the low-dimensional structure 

of the model raises the confidence of the forecast. 

• Using prices alone requires assuming zero risk premia. This restriction turns out to be mild in practice: 

the estimates closely match those from the joint polls-prices specification. The similarity is expected, 

because option prices encode the full distribution of outcomes, whereas polls primarily pin down the 

mean.
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Midterm Election Forecasting Models

• proposing a novel framework that integrates polling data, economic fundamentals, and prediction 

market prices to capture the dynamics of voter preferences across states, thereby enhancing political 

forecasting methodologies. 

5877730
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Andy Fastow was the Chief Financial Officer of Enron Corp. from 1998 through 2001. In 2001, Enron filed for bankruptcy 
protection. As a result of the bankruptcy, $40 billion of shareholder wealth and retirement savings was destroyed, thousands 
of people lost their jobs, and many businesses and institutions in Houston and elsewhere were adversely affected. In 2004, Mr. 
Fastow pled guilty to two
counts of securities fraud, and was sentenced to six years in federal prison. 

Mr. Fastow is the only Enron executive that has taken full responsibility for his actions, and he has repeatedly and publicly 
expressed remorse. In addition to serving his prison sentence, Mr. Fastow forfeited far more money than he ever earned at 
Enron. He is credited with being the individual most responsible for helping to recover $6 billion for Enron shareholders.

Mr. Fastow has been invited to speak at schools such as Harvard, Stanford, Rice, University of Texas, University of Houston, 
Dartmouth, Tufts, and USC. He was the keynote speaker at the United Nations conference on responsible business practices, 
at the FBI’s Advanced White Collar Financial Crimes conference to train agents, the Association of Certified Fraud Examiners 
and the American Accounting Association annual conferences, and the Financial Times’ Outstanding Directors conference, 
and to many other groups and businesses around the world.

Mr. Fastow lives with his family in Houston, Texas. He currently serves as a Principal with KeenCorp, an artificial intelligence 
software firm, and he consults with Nonexecutive Directors, Management, Hedge Funds, and Auditors, in order to identify 
potentially critical finance, accounting, compensation, and cultural issues.  Mr. Fastow will talk about business ethics, how the 
ambiguity and complexity of laws and regulations breeds opportunity for problematic decisions, and how technology can 
be used to potentially illuminate such opportunities.

Principal at KeenCorp, Former CFO of Enron

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System
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Joe Nugent is a director and joined ACG as an Analyst in our research group in 2005. He oversees the analysis, due diligence 
and reporting on illiquid investment strategies including real estate and private equity investments. He also participates in 
ACG's Investment Committee, which establishes the framework for the firm's investment philosophy and oversees the internal 
processes used to ultimately make investment recommendations to clients. Prior to joining ACG, Joe performed in several 
roles for State Street Corporation, including serving as an Analyst specializing in mutual fund valuation issues. Joe has over 13 
years of experience in the financial services industry. He is a graduate of Avila University with a Bachelor of Science degree in 
Accounting.

Asset Consulting Group

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System

Rick Heitzmann is a Co-Founder and Partner at FirstMark, where he focuses on investments across technology with a focus on 
disruptive consumer applications, including marketplaces, healthcare, software, and gaming. He has led investments in 
iconic companies such as Pinterest (NYSE: PINS), Riot Games (acquired by Tencent), DraftKings (NASDAQ: DKNG), Airbnb 
(NASDAQ: ABNB), StubHub (acquired by eBay), Discord, and Ro, among many others.

Rick has been named to the Forbes’ Midas List as one of the world’s top venture capitalists for 2020, 2021, 2022, 2023, and 
2024, has received similar distinctions from CB Insights, Business Insider, and the New York Times, and is a regular contributor 
on CNBC.

Before founding FirstMark, Rick was an entrepreneur and founder of First Advantage (NASDAQ: FADV), which he helped 
grow and sell to First American (NYSE: FAF). He holds a B.S. from Georgetown University and an M.B.A. from Harvard Business 
School

FirstMark
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Cortney Cowley serves as Oklahoma City Branch Executive and Assistant Vice President for the Federal Reserve Bank of 
Kansas City. Cowley joined the Bank in 2015 as an economist and was promoted to senior economist in 2021. In 2025, Cowley 
began her role as Branch Executive.

As Oklahoma City Branch Executive, Cowley is the Bank’s lead officer and economist in Oklahoma. She recruits and works 
closely with the Oklahoma City Branch Board of Directors and is responsible for briefing Kansas City Fed President Jeff 
Schmid, a member of the Federal Open Market Committee, on economic trends in the state. She also serves as a special 
advisor on agriculture to Vice Chair for Supervision Miki Bowman at the Federal Reserve Board of Governors. Cowley’s team 
conducts research and surveys on key regional issues such as energy, manufacturing and migration.

Cowley holds a Ph.D. in Agricultural Economics from Oklahoma State University, as well as a master’s degree in Civil 
Engineering from Colorado State University and a bachelor’s degree in Biosystems Engineering from Oklahoma State 
University, where she was named a Harry S. Truman Scholar.  She is a member of the Economic Club of Oklahoma, 
Downtown Club of Oklahoma City, the Agricultural and Applied Economics Association and serves as an economic advisor 
on the campaign cabinet of the United Way of Central Oklahoma. Cowley, along with her husband and nine-year-old twins, 
lives on a small farm northwest of Oklahoma City.

Federal Reserve Bank of Kansas City

Organized by the Oklahoma Police Pension and Retirement System & Tulsa County Employees’ Retirement System

https://www.kansascityfed.org/oklahomacity/
https://www.kansascityfed.org/oklahomacity/
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