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I NTERVIETW

MR. LAVALLEE: All right. My name is Scott Lavallee, and I
am the NTSB operating group chair for this accident. We're
conducting an interview today on 10/4/24 with Ryan Coholan who
works for MBTA.

This interview is in conjunction with the NTSB's
investigation of the accident at Somerville, Massachusetts. The
NTSB accident reference number for this is RRD24FR017. The
purpose of the investigation is to increase safety not assign
fault, blame or liability.

Before we begin our interview, let's go around and introduce
ourselves. When it's your turn, please spell your last name and
tell us your title and the organization you work for. I'll start
off with myself and pass it to my left. Again, my name is
Scott Lavallee, last name L-a-v-a-l-l-e-e, and I am a NTSB
operating group chair for this accident.

MR. KRAHOLIK: Todd Kraholik, K-r-a-h-o-1l-i-k. I'm with the
NTSB. I'm the track group chairman.

MR. FRIGO: Ryan Frigo, F-r-i-g-o, Massachusetts Department
of Transportation, Deputy Chief Safety Officer.

MR. GARCIA: Isaiah Gracia, G-a-r-c-i-a. I'm with the FTA as
a senior accident investigator.

MR. MARCASSOLI: Steve Marcassoli, M-a-r-c-a-s-s-o-1-i, DPU,
risk base inspections.

MR. PAGE: Scott Page, P-a-g-e, delegate, Green Line
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transportation, Local 589, P-a-g-e.

MR. DALEY: Steve Daley, MBTA, chief transportation officer.
Last name's spelled D-a-l-e-y.

MS. WALKER: Marie Walker, W-a-l-k-e-r, senior director of
operations training at the MBTA, and I'm here as an observer
today.

MS. HABERSHAW: I am Deirdre Habershaw, that's
H-a-b-e-r-s-h-a-w. I'm the chief of staff to the chief operating
officer at the MBTA, and I am here observing.

MR. ABDALLAH: Good afternoon. Tony Abdallah, MassDOT,
deputy chief safety officer, also as an observer.

MS. LEGROW: Kate LeGrow, L-e-g-r-o-w, MBTA, occupational
health services.

MS. GOMES: Alicia Gomes, G-o-m-e-s, executive director for
light rail operations at the MBTA.

MR. LOUIS: Edwin Louis, L-o-u-i-s, division chief of Green
Line transportation. I am here as an observer.

MR. FERRARO: Nick Ferraro, F-e-r-r-a-r-o. I am the director
of transit rail safety, MBTA. I am here as an observer.

MR. MORRIS: John Morris, M-o-r-r—-i-s. I'm with the National
Transportation Safety Board, and I am an observer.

MR. RICHARDSON: Shane Richardson, R-i-c-h-a-r-d-s-o-n. I'm
with the NTSB. I'm the IIC for this accident.

MR. ZAGATA: Zach Zagata, Z-a-g-a-t-a, NTSB observer.

MR. LAVALLE: All right. I think we've got everybody.
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INTERVIEW OF RYAN COHOLAN

BY MR. LAVALLEE:

Q. Ryan, let's start off with having you tell us what's your
title and then let's kind of go into your career in the
rail/transit industry up until this point.

A. Sure. So, I am the chief operating officer for the
Massachusetts Bay Transportation Authority. I've been in that
position for just over one year.

Prior to that, I was the chief railroad officer for the MBTA
for approximately eight years and in that function, I oversaw the
operation, maintenance and service of the MBTA's commuter rail
operation covering Jjust about a third of the Commonwealth of
Massachusetts with approximately 500 track miles, just about
100 locomotives, almost 500 coaches, and a contracted staff of
approximately 2,000 employees.

Prior to that, I was hired by the MBTA as a railroad
operations manager in 2013 and progressed my way through the
railroad operations directorate.

Prior to coming to the MBTA, I was the general manager of the
Massachusetts Coastal Railroad which is a short-line freight and
passenger operation located in southeastern Massachusetts,
operating just about 150 miles of Commonwealth-owned rail
property. Again, they operate and maintain the asset owned by the
Commonwealth of Massachusetts.

Prior to that, I worked for another short-line freight
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carrier, Bay Colony Railroad, who has since become defunct, but
they operated the same territory that Mass. Coastal Railroad
assumed from the Commonwealth. The majority of that career, well,
actually, let me back up.

I began in this industry at age 14 in a locomotive shop in
Hyannis, Massachusetts, after school putting tools away, emptying
buckets of o0il and asking a lot of questions.

I was lucky enough that instead of saying, hey, kid beat it,
you know, my questions were welcomed, and that turned into what is
a life-long passion for rail transportation. And, that has
evolved over the last decade into public transportation and
assuming the responsibilities I have in this role as chief
operating officer for one of the oldest and largest public
transportation operations in North America. A lot of those skills
can cross over.

I'll also add during that period from two thousand, let me
see, 2006 to 2012, I was a police officer in the State [sic] of
Massachusetts for the Town of Chatham. I was a graduate of the
49th Municipal Police Officer's class of the Plymouth Police
Academy in Plymouth, Massachusetts, and I did that job overnight,
worked midnights, and during the day, worked for the railroad.

During that time period, I oversaw two heavy overhauls of two
rail lines owned by the Commonwealth, with about 80 miles or so
and valued at about $60,000,000.00, maintained my locomotive
engineer's license since my 18th birthday, still maintain that to
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this day. I'm a certified Class I locomotive engineer under the
FRA 240 guidelines.

I still to this day will operate my train in and out of
Boston. I stay qualified in multiple territories, and if nothing
else, your take away should be I'm a very hands-on person in a
very senior role.

I have transferred a lot of that approach into the transit
world, whether it's bus operations or rail operations. I maintain
a Class A commercial driver's license so I'm familiar with
operating large vehicles. I have a Class A license to carry. I'm
a very hands-on person. Recently expired but still time to renew,
I have a 100-ton master's captain's license through the U. S.
Coast Guard.

And, the theme is when there's something I'm interested in, I
go all in, and I make it a point to know what I'm doing. I
believe that as I practice what I do, how can I know how to do
what I need to do if I don't know how to do it.

That transfers to even as recently as three weeks ago, we had
a light rail rodeo, you know, through the APTA program, and I
operated a train in that contest.

So, I believe in knowing by doing and by setting that
example, and that level of visibility gives me a view of the
situation far beyond my desktop, and we can get into a lot more as
the interview goes on.

I live on Cape Cod, Massachusetts. I'm a life-long resident
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there. I have a wife and two children and two dogs and two hermit
crabs. Outside of work, I coach youth hockey, I'm a sanctioned
coach from USA Hockey. I officiate swimming, competitive

swimming, for USA Swimming so I stay busy, but I stay very
involved in everything I do.

And, I'll take you back to the point I made, when there's
something I'm interested in, I'm all in.

Q. All right, thank you for that, Ryan. So, just in regards to
your experience in rail, listening to what you had to say, it
seems like you've got experience, both on the freight side and in
passenger or transit operations, would that be fair to say?

A. That would be fair to say. I should have mentioned, as far
as rail specific, certified track inspector, dispatcher, block
operator, drawbridge tender.

The advantage of coming up the way I did, you learn just
enough about everything, sometimes to be an interruption to the
folks who know it inside out but, again, it's fueled by that
knowledge to understand how it all fits together.

Q. Thank you very much for that. Upon assuming your current
position, did you perceive any gaps or anything that you
fundamentally saw as something that required change or adjustment

upon stepping into the role you're currently in?

A. Yes.
0. Do you care to explain those?
A. Certainly.
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Q. Thanks.

A. So, I'll take us back to the year 2019. The MBTA had a
safety review panel come into Boston to look at all aspects of the
MBTA and that did include commuter rail.

During that time frame, my focus was primarily on railroad
operations, again, commuter rail. However, being as close to the
core of the MBTA system, I guess you could say I always had the
perspective of, I could peek over the fence and take note of what
I would or maybe would not do, but I was left to focus on the
railroad.

I will tell you that following the issuance of that report, I
was asked by leadership of the MBTA at the time to come over and,
I'm going to use air quotes, help.

So, I said sure because I believe that, you know, whether
it's commuter rail, a subway car, a trolley car or a bus, it's one
MBTA, and we exist for one reason and that's to move people
regardless of the mode, we exist to move people.

So, at the time, I did come over and try to offer some
assistance based on proven railroad practices. And, again,
understanding that not every round peg will fit into the same
round hole, right, but I believe that we were beyond trying to fit
a square peg into a round hole.

I spent probably three months reviewing, reading, sitting
down with other aspects of the MBTA, particularly the rail transit
division, made notes, had a lot of discussions with senior
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leadership, and I will just jump to the take away.

The take away was that, well, the railroad does railroad
things, and we're not the railroad to which I acknowledged and
understand that and at the time, didn't have quite the same
understanding that I do now. Certainly, probably didn't have the
understanding to push certain things because, again, I know what I
know. At that point, I was just tip toeing into the rest of the
system. My services at that point were no longer needed in that
role, and I went back to focusing on my railroad.

I'll fast forward to 2020, and I may get the exact year
wrong, 1t was following an incident on the Red Line where a
passenger had their arm stuck in a door and they were dragged by
train to, unfortunately, their death.

Again, I was asked to come over to the transit side to
"help". At that point, I started to get a little more involved.
At that point, the FTA's SMI program was starting to unroll as
there were a lot of flags up about the MBTA. Again, found myself
in a situation where I was looking at and reviewing and making
recommendations, again, proven in regulation.

Everyone here understands that the railroad is one of the
heaviest regulated environments and having lived that world,
essentially, my whole life, you know, saw a lot of opportunity to
introduce a lot of those baselines.

And, I'll put on the record that my observation on
regulations is, particularly, related to the CFR. There are bare
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minimums, they're bare minimums based on experience that if you
are achieving this, the likelihood of something happening is
reduced virtually to zero, but there's still a likelihood, and you
can always be more restrictive, depending on your operation.

Again, found myself sitting with leadership at the MBTA at
the time with a list of recommendations, again, based on my
experience. And, again, found myself at this dividing point where
I was asking myself, maybe it's me, maybe I'm not ready to
understand that world, and I left saying, I don't think they're
ready for me.

Again, I made a lot of recommendations and then went back to
the railroad, again, watching from afar, offering counsel whenever
I saw something that didn't guite make sense, reaching out to
leadership that existed at that time. And, it was often met with,
thank you, and never really saw anything come of that.

So, when I did take this role, September of 2023, I came into
it with more of an eye's wide-open advantage from that recent
experience because I found myself, again, starting to the learn
the lay of the land and understand what was happening intimately,
and found myself saying, hey, I think I've talked about this
before.

I mean the rest is history, to fast forward to now. So, to
answer your question, prior to this role, yes.

Q. Okay. You mentioned federal FRA regulations that maybe
would, and I assume, correct me i1f I'm wrong, but you seem like
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you were talking about FRA regulations as though you thought they
might have a place or might be applicable to transit operations.
Any regulations in specific?

A. Correct. So, I'm referencing 49 CFR 200 to 299, you know,
the big book that we probably all have sitting on our desks, that
is on my home desk, my office desk, in my car because that's the
world that I know.

And, I think that there's some specific regulations that as I
assume this role were glaring that they would have applicability,
and I'm going to start out with Part 214, Roadway Worker
Protection, because at that point in time, the FTA in the rest of
my process identified multiple gaps within the MBTA.

I'm going to actually go out and say the rail transit
industry because there is no national standard. Every property
gets sort of left to their own accord and, therefore, you end up
with a list of properties that never the two shall match.

Immediately, almost immediately, one of the first missions
that I set forth knowing that the problem at the time were the
risk of employee injuries or deaths because of near misses that
occurred on the right of way.

That became, the immediate goal was to stop that from
happening and how do you stop that from happening, you revert back
to a proven method such as the elements laid out in Part 214, and
that's a path that we embarked on, I want to say, within the first
90 days of me being in this position. I think beyond that,
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there's a lot of good practice.

And, next, we're going to go to Part 217, Testing and
Observations, again, for the fact that if you can standardize and
at least have a baseline of what the requirements are for any
effective test and observation program, you have a baseline,
again, knowing full well that you can adapt that for the specifics
of your property just like we did for years in the railroad world.
Every property had their own nuances, but I think that that is a
regulation that truly has a home within transit operations across
the country.

I can keep going if you'd like.

Q. No, that's fine, thank you for that input, you certainly hit
my question there.

Since you stepped into the role and you've identified some of
the things you've already talked about, have you been able to
implement any corrective action or changes to kind of steer the
ship in the direction of what you're speaking?

A. Sure. So, immediately, some of the foundational elements I
recognize is missing or not being existing with that of a
traditional railroad timetable.

Again, the world I come from, your timetable is the
foundation of everything you do, every train movement, every
operation, revenue train, non-revenue train, the timetable is your
foundational document, and that does not exist at the MBTA in the
transit operation.
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I did bring in some outside resources who specialize in
railroad operations and, essentially, we went through what exists.
And, while there were some track diagrams, there is a rulebook
that is 600-plus pages thick that is written in one of the
smallest fonts I've ever seen and acknowledge that there is no
requirement currently for folks to carry that on their person.

Again, the world I come from, you carry your books with you,
that's what you have to do, not to be a burden, but because when
you do have a question, you need to be able to reference. So, I
immediately identified this is something that is necessary.

I would say at this present time, we're about 70 percent
complete with that mission on the heavy rail lines 'cause, again,
the heavy rail lines, when I stepped in, that was the place that
had the risk of serious injury or death to employees.

The idea was that, and I'll hit on this in a moment, light
rail as I've learned quickly in a short period time is a very
different animal. And, by light rail, I'm referring to the Green
Line and the Mattapan high-speed line. And, that's a situation
where some of the existing federal regulations under 49 CFR
200-299, while the elements have a home, the regulation as they're
written is not made for trolley operations.

So, I knew full well that there would have to be a line
between what heavy rail looks and what light rail looks like. To
that point, knowing that I needed to foster that environment that
these two are not the same, we cannot treat them as the same if we
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want to come out in a better position.

I made a recommendation to the general managers to formally
carve out light rain from heavy rail, and I'm saying this because
she's sitting across from me, but I'm very happy to announce that
a couple of months ago, we put our first ever executive director
of light rail into her office, Alicia Gomes is that person.

What that does for me is, it makes me know that there is one
accountable person for light rail operations that can work
directly with me to make sure that we're delivering the very best
tools to our employees to succeed and to our passengers to know
that they can have confidence in the system.

But, that dividing out of responsibilities, that is something
I'm very proud of, just even recognizing that we cannot force
these two operations to be the same, they will not be.

I've talked about timetables, I've talked about dividing
light rail from heavy rail. One of the other glaring things that
was missing is the MBTA, on the transit side for years, had a lot
of people doing a lot of jobs, and a lot of these jobs, in my
experience, have full-time focus. And, I'm going to call out
rules, operating rules, and compliance.

The MBTA always operated where kind of a pool of people would
share all of those ultimate responsibilities. And, I don't see
that as a being a path towards success. We actually hired our
first ever senior director of operating rules and compliance; she
starts October 21st. That's a position that I cannot wait to have
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because that is the ownership and while they are going to
collaborate with all the departments and all the stakeholders,
they own it.

I'm a big believer in accountability. And, I was having a
very hard time in my first months trying to draw lines of who is
responsible for what. When I talked about the operating rule book
and the fact that it's 600 pages and it's written almost
impossible to understand, I asked a question, well, who was that.
The answer was, well, there's a lot of us. I'm like, oh, I get
that, but who owns it. There was not one person that owned it.

And, I believe in this, in the railroad industry and in my
experience, ownership is not to point blame. Ownership is just
that, you own it, you live it, you breathe it, you understand it,
and you practice it.

So, the seating of that individual is going to be so
important to the future of how the transit system operates. And,
again, that position will affect light rail, heavy rail and bus.
Now, bus is relatively a light 1ift because there are laws and
rules for a commercial vehicle operation that, essentially, write
themselves.

But, for the those of us who have been in the railroad
industry, you know it's an ever-changing environment, and the
demands of maintenance can affect how trains operate. But, having
that structure and that individual allows me to get further down.

The next part that I'm very excited to see happen is getting
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into a world where there are things like, and every property calls
it something different, I call it a TSRB, a Temporary Speed
Restriction Bulletin. I also call it a daily operating bulletin
which is a tool that we can issue out to employees to focus in on
those, you know, today, there is a temporary speed restriction at
mile marker 202.5, and it's 10 miles an hour and, yes, there are
speed signs or, no, there are no speed signs. But, sharing that
information so when someone signs up for duty, they have the
ability to review it, they own it, they understand it.

Particularly, when I came in to the MBTA, the Green Line had,
I want to say 130 speed restrictions on it, and the way that,
historically, the MBTA dealt with that was they would go out and
put a speed sign very similar to when you're driving down a road
in your neighborhood, and you see a speed limit sign, well, that's
the speed limit you're expected to go. And, from my experience in
operating trains, there's nothing worse than the unknown and as
I'm planning to slow down, I'd like to know kind of where I'm
going to have to slow down.

The work that we have done on the track has, I don't know,
has not completely eliminated but it has reduced it to a point
where it is manageable, in my opinion. But, this rules and
compliance office is going to own the equivalent of a daily
operating bulletin that will be issued out, light rail separate
from heavy rail, but that will issue out every single day, be
tagged and marked and referenceable, something I expect you to
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have available on your person and something that I expect full
compliance with.

It will start out on paper. Then next initiative I want to
talk about is, you know, I hit on the fact that there's no
requirement for rule books to be carried with you.

On the commuter rail, three years ago, we shifted to a
platform called Comply365, which is an electronic timetable,
basically. I was part of the demonstration group, the testing
group, to see, hey, is this going to have a home. And, I'll talk
you through that quickly.

I was called in as an engineer, a road foreman was called on
as my conductor, and they called in another engineer conductor.

We went to our simulator lab. I went into one simulator with my
conductor, and the other crew went into their simulator. We had a
tablet with Comply365 on it knowing nothing about it. We got a
quick crash course on how to log in. And then, the other crew had
their grip with their traditional volumes of books.

We were given a task to pick up 15 stone cars on a siding, go
down the Stoughton branch and connect with a maintenance and way
foreman down there and work as directed. Okay.

We have rules about mineral trains and a ballast train is a
mineral train. So, the mission was, go, figure it out. And,
right away, we pulled up the tablet and started to search for key
words like mineral train 'cause, again, in the commuter passenger
world, it's wvery routine, right.

FREE STATE REPORTING, INC.
Court Reporting Transcription
D.C. Area 301-261-1902
Balt. & Annap. 410-974-0947




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

20

We had the same job, it goes to the same place, the same
time, it may change for five minutes, if it's six minutes, you're
late so be in time. But, this was a curve ball, and this was a
great Beta test because that's where things fall apart typically
in my experience with railroads. It's when you do the same thing
every single day, it's the one time there's a variable. That's
when things get tricky.

You'll find through this discussion, I have a very, very big
curiosity and interest in human factors, but I've identified that
even in my career when something different is thrown, it puts you
on the edge of your seat a little bit. 1It's like coming into that
signal that's clear every day only this time, it's at a
restricted, right, something doesn't feel right.

So, we went through the exercise, and we immediately found
that the accessibility of the rules pertaining to the movement of
a mineral train were immediately available. We were reading it
out loud while the other crew was trying to fix their pages 'cause
they had never gone to them and they were ripping out of the
binder.

So, that to me showed that there is wvalue, we rolled that out
to a bigger testing group of about 50 engineers. We then saw the
success there and kept it going. And, today, the MBTA's commuter
rail was the first in the country, the first commuter rail
operation in the country, to adopt a digital platform with
tremendous success. Worked with the FRA, sanctioned by the FRA
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and, today, it is the standard.

However, I will tell you there is one employee that refuses
to adapt to that and that's okay. That individual, I see him on
the platform at South Station all the time with his rucksack of
books, and he's compliant. I know I'd rather carry the tablet,
but that's a decision.

Where I'm going with that is, that is the world that I see
the MBTA transitioning to once we have the documents to load into
that and the person to maintain it. That'll be a critical tool on
how we move forward is having the accessibility to the rules and
the understanding.

But, I also, and I'm going to talk more about the development
with RWP. I talked first about 214.

We developed a 214 program and as we were in the process of
that, the FTA comes out with an MPRM about Roadway Worker
Protection. In my experience, the review of the MPRM made me feel
like this is very close to the rules that I understand, a couple
of small, you know, some definition changes. But, the
fundamentals were the same. We cross walked that with where we
were at and determined that we weren't very far off aside from a
few terminology changes.

But, that, for example, ruling that out and having it
accessible, the book that it is replacing, now, that book today is
28 pages maybe, 26 pages, in line with every RWP book that I've
been familiar with in my career. The existing MBTA Right of Way
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book is probably, and don't quote me, I'm going to say it's
approximately 70 to 80 pages, double sided in like a number 2
font. Again, it is not in any terminology that I'm certainly
familiar with. I do recognize that there are a crew of employe
where this is all they know which leads me to my next point.

I could come in with every possible idea, as I said very
early, we exist to move people. And, as I ramped up in this ro
I could have walked in and, for lack of better terms, I could h
flipped the table over and said, this is what we're doing, that
it, go do it, here are all the plans, the work is done, go do i

I mention that I have a fascination with human factors, an
quickly saw that if I took that approach, the place would turn,
literally, upside down and people would get hurt because there
would be a tremendous confusion.

We still have to keep people safe, whether you're an emplo
or a passenger, we still need to operate, but we need to evolve
We need to understand that the way that things had been going
probably wasn't where we needed to be.

So, everything that I've done, thought of, looked at or
developed is done with the intention that it is understandable,
absorbable. I don't necessarily want people to take a test and
just pass a test, that does me no good. I need you to be
competent. I need you to understand it. An RWP, for example,
going to be a huge shift for how our employees operate in the
transit world.
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But, to give you an idea of the cadence and, again, I would
have loved to just be able on day 1, here you go, go do it. I
knew that wasn't going to be effective. Once we had a product to
show, we met with senior leadership. Once we got past that after
several Q and As back and forth, we then brought that out to
senior front-line leadership. We then went out to the unions and
brought them in.

We kept spoon feeding and spoon feeding and making tweaks and
adjustments, and we're at the point now where two weeks ago we
shared our draft with the SSOA, and that dialogue is going to
continue until it's right. I do not want to just train on
something that is not addressing the needs because part of that,
you know, we have scenarios that we go through very single night
when it comes time to maintain track. And, hearing from the
workforce who actually has to do it and how that relates to RWP is
so important because we know the first time, these are rules and
they're in effect, we know what the scenarios are going to look
like, and we want to equip people for success.

You'll hear this common theme from me, and I say it every
single day, our job as leaders of an agency is to equip our folks
for success, do not set them up to fail. So, every day, my head
hits the pillow and I say, I wish I could be doing this quicker.
But, it's a balance 'cause I do not want to set people up to fail.

My senior team as evolved on this trip with me, and I thank
them every opportunity I get because when someone who comes from
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the railroad world, heavily regulated, comes into this world, it
can be intimidating. And, some of the folks who are there by my
side today are the same folks who I sat with in 2021 and are the
same folks I sat with in 2019. They heard me then, they hear me
know, and some of them are still here by my side, some of them
have moved on, and I respect that and I understand that because
change is tough. But, every change we make is a step in the right
direction.

I've talked an awful lot, and I apologize, but as you can
tell this is, I live, sleep, eat and breathe what I do. And, I
will tell you when I took this position, you know, when the people
came to be and said, are you nuts, why are you doing this 'cause
it was a point in history where the MBTA was not where it needed
to be and it was a challenge.

You asked me even after the week we've had here in lights of
this incident, which are the incidents that keep me up at night.
If you ask me today if I have any regrets, not one. This
incident will not deter me from continuing to do the right thing
and I know with the team that has been built, it's not going to
deter them either.

But, you have to be passionate and be interested in, whether
we like it or not, these are jobs, if you don't love them, you
will hate them 'cause they are demanding. They cut into your
time. But, the folks that are here today share that passion.

Q. Thank you. Ryan, you've talked about a lot of different
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implementations and projects that you're working on and with the
spectrum of things that you've spoke on, it would be hard to give,
I would think, a timeline of completion for each and every one,
and they're probably not going to be the same.

That being said, things that keep you up at night, if you had
to throw a timeline against when you think you're, the programs
you've talked about are going to get to a maturity level that
allows you to sleep good at night, how far in the future do you
feel that we're talking about?

A. This coming year, 2025, you know, a handful of weeks away is
going to be truly a pivotal year in change for the MBTA. By the
end of '25, you will see our new RWP program implemented. You
will see our new test and observation of 217-equivalent program
implemented; work is well underway under that.

You will see an operating rule book, I don't want to say
finished, but you will see a complete rewrite at least in draft
form. You will see an operating rule bulletin-type system that is
very equivalent to the railroad industry with daily bulletins
issued out.

You will see a lot of what I described as no real ownership
of a certain segment, a certain part of the business, you will see
very clear defined lines of ownership and responsibility.

As we go into the actual training that goes into all of this,
you will see and it will be reflected by our test and observation
program that the understanding of what it is, not just did you
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pass a test, but the understanding of it, I'm going to, I will put
on this table that you will see as results by our test and
observation program that people understand it. You will see
timetables developed and implemented in 2025.

One thing I didn't hit on, but this is something that's an
important part of this discussion and, quite frankly, why we are
here, is the Green Line Train Protection System, GLTPS, which is a
fabled program that began, I don't know what year it began, I'll
be very honest, I know it was too long ago. I know that when I
was in this role, when I assumed this role, one of the first
things I asked to be brought up to speed on was GLTPS knowing
that, to me, it's the equivalent of an ABS railroad with no train
control whatsoever which is great as long as people are doing with
they're supposed to do.

I did receive that briefing, and some of the things I heard
from the project team caused me not to sleep that night. It was a
system based in radar and cameras which, in the year 2023, at the
time, didn't seem right to me based on my experience in the
industry. And, I asked a lot of guestions and learned more and
more that not only is the system relying on radar and cameras, it
also needs regular, almost daily, what's the word, calibration.
I'm used to a world where, you know, your systems need to be
tested, and I'm all about testing, I shouldn't have to bring a
technician to recalibrate every day.

I think the tipping point for that topic was, and by the way,
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we want to test this out but we need you to replace this test
track 'cause it has to be perfectly flat with no curves and no
obstructed visibility for it to work. ©Now, knowing what I knew
even in that short period time about the Green Line, those
characteristics don't really exist anywhere so that caused me to
go, how is this ever going to work.

I shared my thoughts that night with Phil Eng, the general
manager. The next day, I came in and, actually, Alicia, I talked
to you about this. I spoke with Alicia Gomes about it, and I
highlighted my concerns. I think that bringing that outside
experience and expectation led us to the point where we decided
that that was no longer the right direction because it wasn't
going to cure our problems.

The project hadn't advanced. There was still nothing to see.
I had yet to be able to put my hands on anything that was going to
be real. So, we made the decision at the very top of the MBTA to
reevaluate what the industry had.

I am a believer in off-the-shelf solutions, and I've seen the
railroad industry adapt an awful lot of off-the-shelf solutions
that have proven very effective.

No individual railroad invented PTC, right. Some people will
say Amtrak did, I'm never going to give them that credit.

However, I will tell you that we demonstrated an off-the-shelf
system that actually was rooted in the protection and maintenance
away equipment.
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And, I'll dial back even further as I was trying to
understand what we were trying to accomplish. We wanted to make
sure that Dreamline trains wouldn't collide, right.

There is an amusement park in New Hampshire called Storyland
and when my kids were young, we went to Storyland. I rode these
electric cars around a track, you know, a little rail in the
middle and you couldn't steer off. But, I took note immediately
'cause when I was stopped behind my wife, I was trying to bump
into the back of her car a little bit.

But, my eyes went down to the bumper, and I saw three sensors
facing me, and I knew in the front of my car there are three
sensors facing it. No matter how hard you tried, you couldn't get
these things to collide. And, I thought of that scenario
immediately and said if they can do it on an amusement park ride,
how come we can't do this for a Green Line car.

I called Storyland. I spoke to their master mechanic. He
shared with me designs that they had through the manufacturer,
Chance Manufacturing was the company.

I called them and said what can you share with me, I got a
crazy i1dea. And, he sent me a wiring diagram with parts that were,
essentially, bought from, you know, the equivalent of Radio Shack.
I said, this shouldn't be that be that hard.

I was brought back to a presentation that I sat through on
the commuter rail side that was geared at protecting maintenance
away equipment, and it's essentially, it's a PTC system if you're
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not a train. I said, I think that we should talk, and I reached
out to the person who presented that to me in my previous role,
and I said, I want you to come in and I want to talk to you.

And, we sat through and we talked about the system, we talked
about what it could do, what it needed to do. I think a month and
a half later, we did an onsite demonstration and by that, it was
equipment placed on two Green Line trolleys, duct taped on the
outside, didn't look pretty, wasn't a final product, but I wanted
a proof in concept, can we do this.

That day, we set up a series of tests with unbelievable
results, it worked. We parked one car around a curve at the
Riverside facility and as the train we're on is coming near it,
it's now telling you how far away it is, you get within a certain
threshold, it now starts to flash at you, you break that
threshold, it now starts to alarm. And, if you don't acknowledge
it, it will stop you at whatever threshold we determined.

We also proved out worker protection, right-of-way
protection. Collision avoidance with any obstruction on the right
of way, and I said, this is what we need. We regrouped as the
senior team, and we developed a new RFP and put it back on the
street, much to the chagrin and, quite frankly, the MBTA spent a
lot of money already.

There are two things that I hope you take away from me. Two
things that I don't let drive my decisions and that's money and
schedules. Everyone wants it done super-fast, everyone wants it
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done the cheapest. I don't look at either of those things. I'm
all about it being effective and long standing.

There's a reason why the railrocad industry, we don't evolve
quick, right. Those of you who have been in the industry, we
don't change a lot of stuff often. Why? Because it works, right.
And, right now, we're at a point in our lives in the world where
technology, in particular, changes so fast.

A few years ago, we installed a Positive Train Control system
that we knew the first day a shovel went in the ground, it was
going to be obsolete and now, here we are talking about version
2.0 and what does that look that.

That exists for anything, but you have to find something that
you know works, and that's what we did with the new version of
GLTPS.

We are meeting actively right now, and this afternoon, right,
we have a follow-up meeting with the selected vendor to expedite
the implementation and the formal awarding of that contract, and
there's a lot procurement stuff that goes with that which,
certainly, I can't speak to procurement.

I will tell you all, the procurement department doesn't
particularly always sit in my favor because when I see something
that needs to be done, I just go do it. And, I will just call and
order, and here's a great example.

When I, early on I learned that speed monitoring on the Green
Line was challenging because the equipment to do so didn't really
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exist. The MBTA had maybe three or four off-the-shelf LiDAR guns
and radar guns, but that was about it. And, I think in a matter
of six weeks in this role, I ordered 35 LiDAR guns, railroad LiDAR
guns, from the only manufacturer I know that makes a railroad
LiDAR gun, and it cost $100,000.00. The procurement department
was furious that I didn't follow the rules to which my answer was,
sorry, not sorry.

But, here we are. And now the folks have the tools that they
need to go out there and actually speed monitor.

GLTPS, we're looking at every avenue possible to accelerate
that. We're working with the vendor, I mean, I don't know how
much I can really comment on even naming the vendor. But, I can
tell you that it's going to get us where we need to be, and it's a
phased installation 'cause I will tell you that, you know, you ask
about where, what I see for timelines.

This system is built so that, gquite frankly, once two cars
are equipped, those two cars will never collide. Once four are
equipped, those four, never going to collide. And the
implementation on board, the onboard equipment, is fairly straight
forward.

The bigger part, much like Positive Train Control, is to back
office, it's the wayside equipment. That's where it's tricky.
But, once all of that is installed, civil speed compliance, the
ability to put in a TSR, the ability for work zone protection, all
of that becomes part of it. But, we're continuing to push with
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that.

I expect the onboard equipment, I mean, the vendor's going to
hear this today, my expectation for the onboard equipment is, you
know, any idea that this is going to stretch out to say 2027,
that's not acceptable.

I expect a full core press, and we are going to continue to
drive them to accelerate the equipping of the onboard, and we're
already looking beyond, with some early works projects to get
things like power into the tunnels that they need. But, we are
full force forward to implement this.

These conversations, in full disclosure, began prior to this
incident because we know this is the direction we have to go.

MR. LAVALLEE: All right, thank you for that. I'm going to
give it a little break and pass it off. We'll go to Todd.

MR. KRAHOLIK: Todd Kraholik with NTSB.

BY MR. KRAHOLIK:

Q. When you were looking to implement all the, you know, 214,
217, all that kind of stuff, did you reach out to DPU to get any

input from them?

A. So, at that point in my relationship with DPU was really just
beginning at that point. We collaborate on a weekly basis with
DPU.

When I assumed this role, I had a practice that worked well
for me with the FRA, and we had just a weekly informal catch up
where i1t gave us a chance, so this was in the light of some
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operational incidents that didn't rest well with the FRA on the
commuter rail side, and you know, I think that there's a
perception that regulators will regulate and they will regulate by
paper.

But, we were able to successfully break that barrier down by
having these informal, and look, FRA at the time, Region 1, was in
our backyard; they're based out of Cambridge so they're here. It
just so happens they probably spend time on our property than any
other region.

I said, I think there's an opportunity here to build on that
proven practice with DPU, and I think the DPU, at that point in
time, was still trying to find their way as well. DPU is
certainly part of the FTA's SMI into this property, and I think
that we'll continue to collaborate with DPU. But, my initial
feedback from DPU was lots of uncertainty about, if anything like
I envisioned existed in any fashion today or at that time when
those discussions began.

Q. So, you said you met with, you meet with DPU weekly, what's
your relationship with them? Do you share reports with them, do
they share reports with you, is that the kind of relationship, or
is it all verbal?

A. DPU's relationship with the MBTA actually flows up through
MBTA safety, it doesn't flow through operations. And, I recognize
that as a process, there needs to be boundaries and guidelines
around the formal side of any relationship. But, we use those
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informal catch ups to really have that discussion which I think,
ultimately, drives a better understanding.

When you talk about a system as big as the MBTA, it's easy to
fall into that silo between safety and operations and regulation.
Having those informal discussion allows everyone to hear the same
thing. And, often, I find that we'll have a discussion at one of
those informal meetings which turns into, hey, let's set up a
meeting on that, let's dial into this.

And, I think that we've really made a lot of progress with
DPU recognizing that for our purposes, you know, the SSOA is our
FRA, right. We're going to continue to build that and I think
everything that we do new, I recognize it's new for DPU as well.

I think the DPU is probably suffering some of the same issues
that we have with the pool of available qualified people. There's
not a lot of railroad people looking to jump to a public-sector
job regulating a transit authority. It's just not there. But, we
can probably be their single biggest resource for experience or
training.

I said when I walked into this room, prior to being here, I
was out with their director doing joint LiDAR testing. That's
powerful. Think about that. A lot of us probably in our career
were told, don't speak to them, don't hang out with them, don't
associate with them. I don't buy that, I think there's a lot of
room to collaborate.

Ultimately, we all exist to serve people. That will
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continue.

Q. The DPU does a tri-annual audit on MBTA.

A. Correct.

Q. Have you seen the most recent tri-annual audit?

A. I have.

Q. And, in that audit, they list a lot of over speeding or a

good paragraph about over speeds around. Have you done anything
from that audit in regards to the over speeding other than, you
know, I know you said you're going out and testing with them now,
but have you changed anything or put any policies in place after
that tri-annual audit?

A. So, I think that we, following that audit, I mentioned
earlier that the equipment didn't really exist prior to. The
equipment shows up. Training on that equipment is Jjust as, if not
more than important, than the actual equipment.

We had to accelerate a lot of training that we actually used
our in-house transit police department; they operate a police
academy, they know how to use LiDAR guns. But, they developed a
training program for us.

I do not, here today, know the percentage of folks who are
trained in LiDAR operation, but I do know that following the
release of that tri-annual audit, it was a matter of sitting with,
at that point, now the owner of Green Line operations and
stressing that we have to get out ahead of this.

I want people to be seen running LiDAR. And, quite frankly,
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it doesn't have to be on the radio saying, I'm at Red Bridge
interlocking running LiDAR, right, 'cause that's not effective.
It's about seeing the real-time operation and adapting to that.

Now, that is a cultural change. The current structure of the
217-equivalent program, there's a calendar that gets published,
and it gets posted all over the place. Again, there's no formal
designation of a testing officer so, therefore, there's no quota,
there's no requirement, there's no minimum. Our new plan will
change all of that.

But, when you have a system like the Green Line that has no
real train control, it's about people. Auditing operator
behavior, auditing speed compliance all over the system is vital,
and it cannot be all Monday through Friday, 9:00 to 5:00. It's
got to be off hours, it's got to be on weekends, it has to be when
we're operating. It has to be when there's a work crew nearby,
you know, that's the real way to dive into behavior. You can't
publish that in advance. People are always on their best behavior
when the teacher's watching, right?

Q. Right.

A. In response to the tri-annual, that's one of the biggest
pushes that I wanted to see was the increase in visible auditing.
And by visible, I don't mean you're sitting there for four hours
'cause I guarantee you even today, word spreads pretty quick that
there were people there shooting LiDAR. You have to have that
understanding and, again, it's not about a gotcha.
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Knowing full well that if we saw a motor person not obeying
the rules, OCC's one phone call away, and we would stop that
train.

But, asides from the in-person auditing, it really has been
the push to get to where the GLTPS system has to become a reality.
Pushing through procurement, abandoning the former contract that
was in place with the previous provider. There's a lot of legal
and procurement stuff that goes with that, and it's being that
annoying voice in the corner, we got to do this.

I mention that as we went through the new RFP proposals, one
vendor responded and as we started to go through that probably
three weeks ago, we're here now, we're meeting with that wvendor
every week to expedite that.

But, that is a critical part, to answer that, the DPU's
tri-annual as far as speed compliance.

Q. Do you feel that the oversight by DPU's adequate?

A. I think DPU has a lot of growth that they can achieve. I
think that their staffing levels, you know, they've leveled out.
But, again to my earlier point, no one just shows up saying I've
done speed compliance testing on trains for 20 years.

I think that they will continue to build their team and
strengthen their team. Do I think it's as strong as it needs to
be today? I don't. But, do I see a path forward with that
collaboration? I do. I think that the MBTA has a lot of
resources to offer them when it comes to training and experience
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even, you know, even just, I'm going to reference the mission I
was on just before coming to this interview.

The first thing that we do is compare what are you looking
at, where's your target, how far away is your gun showing, how far
away 1s yours showing. It's that understanding of how to actually
do it because if I'm auditing one thing and the person next to me
is auditing something totally different and then we compare notes
and say, this doesn't match up, we're not getting anywhere.

We've seen a lot of improvement with that collaboration, but
it starts at the top. And the more that people see the chief
operating officer and the director of the DPU out there doing
something together, learning from each other in a level setting,
the expectation for our teams, that's going to continue to build
their experience.

0. All right, let me switch over to MassDOT, tell me who MassDOT
is and what they do? What's your understanding of what MassDOT
does because DPU's your oversight?

A. Correct.

Q. So, I'm not really understanding exactly what MassDOT does so
can you kind of fill in on what your expectation for them is and
what they expect of you?

A. You're referring to the MassDOT safety role 'cause MassDOT is
an umbrella agency that the MBTA, the aeronautics group of
MassDOT, every facet of transportation in Massachusetts rules us.
Q. I guess I'll be referring more to like Frigo and Pat Lavin,
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their group. I don't know exactly what department they would --
A. My understanding is that at a time before I came into this
role, i1t was apparent that the MBTA, in particular, needed
something, they needed someone with some experience, they needed
some guiding light, someone with enough experience to say this is
right or this is wrong. So, the MassDOT chief safety position
appeared, and Pat Lavin being the chief safety officer for that.

At that point, I was in previous role as chief railroad
officer and there was a lot to focus on, on the MBTA side. So, it
didn't really have a lot of interaction.

However, as I transitioned into this role, I saw that the
MassDOT CSO had been sort of covering off a lot of gaps that
existed within MBTA leadership. Those gaps are based on maybe a
lack of experience or exposure or just, hey, this has happened to
me. So, I saw the MassDOT chief safety officer trying to get into
a lot of that to, again, it's all about protecting people.

And then, as I became familiar with my role and I'm just to,
what I needed to do and got my picture of the landscape,
immediately lots of lines quickly became blurred. I mention that
that role as MassDOT CSO covers highway, aeronautics, freight
rail, non-MBTA properties. And, as I've described for you all,
this is what I do and it's 24/7 and my thumb is on the pulse.

It became apparent that as we were identifying items that had
to be addressed, again, some things have to happen quickly,
immediately, and knowing the reporting structure that the MassDOT
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CSO didn't really have a defined place, certainly in my reporting
structure, we're getting the team set up for success. We're
working through problems, we're identifying problems, we're doing
what's best for our operation because, as I mentioned, we still
need to function and I still have 7,000 employees who if I throw
too much at them, right, they're going to fail. 1It's not a knock
on them, that's human nature.

But, it quickly became apparent that there were probably a
lot of, lines started to blur between what does the MassDOT CSO
do, what does the office of the chief operating officer do, and
then what does MBTA safety do because MBTA safety has a chief
safety officer as well with a team of subject-matter experts in
all facets of what we do here.

How we interact then, you know, it became apparent that there
was a lot of intrusion and a lot of stuff that was brought to my
attention that I was well aware of that I was working on, that my
teams were working on to improve. But, again, I don't really have
a line to MassDOT, you know, the MassDOT CSO, I don't.

I have a mission in front of me and I'm in tune with that
balance between change management, service delivery, keeping
people safe, right, and I balance that every minute of every day
of every week. That's the nature of this business.

In my opinion, MassDOT safety would latch onto things that
occurred say, for example, a Red Line train rolling backwards two
feet in the station because a contactor failed. I'm aware, I know
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all about it, I understand the details behind it, I work with my
mechanical team to identify the failed component. They engineer
out a solution because, again, the fleet is old, right. It would
be one thing if I could just park them all, but I can't do that.
I mean, i1f I had to, I could. But, based on the risk and the
solution, that didn't make sense to me.

Our engineering teams overhauled the system from the '60s
with modern day components, and we overcame that problem and has
not happened again. That scenario has never happened again, yet,
to this day. The MassDOT chief safety officer will bring that up
and act like that particular train is still rolling backwards,
it's never stopped.

We have addressed it, understood it, which is more important
than just fixing it, understanding how it happened to me is very
important. And, we have moved forward, and we learn from it and
now we know as we go through the fleets, this is something to look
out for because this is now happened.

But, like I said, that incident is brought up often like it's
still occurring every day all over the system, and it's not. To
which the response I get from the MassDOT CSO is, well, I don't
know what you did. Again, I go back to, I have an MBTA safety,
chief safety officer. They're aware 'cause they're looped in
because, again, that team has experts in mechanical, experts in
track, signal, whatever the case may be, operations, and they are,
essentially, working every day, every minute with our teams and
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operations or mechanical to solve that problem. We own it, we
accept it, we fix it, we learn from it.

I cannot control the fact that the CSO has, you know, now
has, I think, two people and a third chief of staff. They can't
be everywhere, I get that. But, again, that would be like me
looping in the highway administrator in everything I do. I don't
see that being a good use of time because I have that equivalent
directly within the MBTA.

From time to time, it does rear up that something will grab
the attention of MassDOT, I'll call it MassDOT safety, where it's
the buzz and now all of a sudden this is where the spotlight is
without MassDOT having the understanding of the other 30 things
that are going on to prevent this from happening, right, or to
address this problem. So, we spent a lot of time stopping
everything and justifying and explaining and it's not effective at
all. 1It's not a good use of resources.

So, today, as I sit here, what is their role, I'm really not
too sure. I know I have an MBTA chief safety officer that I
collaborate with daily, several times a day.

I, on occasion, will have a chance to speak with the MassDOT
CSO because we found that, quite frankly, the MassDOT CSO was
going around to different parts within the MBTA asking the same
question to seven different people and what happens when you do
that, you probably get three or four different answers. And then,
instead of trying to collaborate and see what the reality is then
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that would be laid out, say, at a meeting with the general manager
and then I'm like, wait a minute, I'm not aware of any of this.

It really kind of circumvented a chain of command, it
circumvented an established organization that was trying to build
itself at that point in time, and it made it very challenging and,
I think to this day, it remains very challenging. I will say
that, for lack of better terms, the answer shopping has faded
away.

At a senior level, the MBTA meets with the MassDOT CSO on a
bi-weekly basis to discuss hot topics, to talk about whatever
needs to be talked about. Those meetings are typically very
uneventful except for on the agenda, you know, I think that train
roll back had been on there as recently as two weeks ago for an
event that occurred nine months prior, that the solution has been
engineered and implemented.

So, long answer to your question, and I apologize.

Q. No, you're good. The DPU can come in and out of your
property, I'm going to say, as they would like, right, they have,

they can come in whenever they feel like it, DPU can?

A. Correct.
Q. What about MassDOT, can they do the same thing or no?
A. They cannot, and I'll tell you the reason why. MassDOT

demonstrated that they could not adhere to a chain of command as
evidenced by what I described.
A qguestion would be asked of me would then be asked to seven
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other people and then it would send people on sort of a wild goose
chase because the MassDOT CSO said I had to do this. Well, no, I
need you to do this and here's why, here's the other 15 things
that are riding on you doing it this way; okay, no problem.

I can't risk that in a real-time environment. I can't risk
that with someone maybe coming in to my dispatch office, changing
direction without me being aware, abreast or deciding if it's the
right direction for the whole direction. 1It's really easy to
stand over a dispatcher's shoulder and say, you're using the wrong
color ink, you know, that's easy. It's another thing to
understand, well, we use that color ink because the repository
that we scan this stuff into doesn't read red ink so we have to
use blue ink, right.

They have bosses, we have a chain of command, we have a very
effective organizational structure within, I'm going to speak
specifically to operations, but that has to be adhered to, and it
cannot be side stepped, particularly, to the point where it goes,
say, from a MassDOT safety representative to a MassDOT CSO who
then now picks up the phone and calls everyone else except for me,
maybe because they don't want to, that they don't want to hear
that this is covered, maybe they don't want to hear that I'm
aware. I can't speak to that, but I can tell you that the
organization structure is there for a reason.

The railroad, in a lot of ways, operates paramilitary. Look
at any dispatch office that functions well, right, there are
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dispatchers, there are assistant chiefs, there are chiefs, there
are senior chiefs, right, and it's that way for a reason. And,
those senior chiefs have that conduit to someone like myself and
that's open 24/7.

DPU can certainly come in, and they make observations, they
do a report, that gets forwarded up this chain of command. That's
effective because that's how we improve, and that's my
expectation, quite frankly, for anyone that comes on the property.
And, unfortunately, we don't have the experience with MassDOT
safety.

Q. That was going to be my next question. So, does MassDOT, they
don't produce reports for you like the DPU, 1like an inspection
report, you don't get that from the MassDOT?

A. No.

MR. KRAHOLIK: I don't have any more questions, thank you.

MR. COHOLAN: Thank you.

MR. FRIGO: Ryan Frigo, MassDOT safety.

BY MR. FRIGO:

Q. Ryan, great explanation on, I want to go back, I want to try
and, you've given us a lot here. Let's go to, and I appreciate
what you said about human factors and areas of risk and then, you
know, discussing the Green Line Train Protection System and the
future state in technology. All great things.

Can you discuss a little bit more about the, what you think
or what, in your opinion, the role of the MBTA chief safety

FREE STATE REPORTING, INC.
Court Reporting Transcription
D.C. Area 301-261-1902
Balt. & Annap. 410-974-0947




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

46

officer in that division is in highlighting and addressing some of
the human factor issues that are just inherent in an ABS-type
situation?

A. Sure. I think it comes down to their expertise and
understanding in the actual system itself, you know, the Green
Line, for example, how it's built out, what it looks like versus
just looking at it on a map.

I think that having the subject-matter expertise, and I'm
going to say people who have operated trains, being part of the
MBTA safety team to put things into perspective is super critical.
And, the MBTA safety has folks who are now administering the
safety aspect of what they did maybe as an entry-level Jjob into
the MBTA, and that's huge.

As I mentioned, I got started emptying buckets of o0il, right.
When you can take that and build it into the next step,
personally, there's nothing that makes me happier to see someone
who started out that way, who has that foundational understanding.

And, MBTA safety with how they are segmented, they now become
the counterpart to our operations subject-matter experts. For
example, this particular incident, MBTA rail safety, operational
safety, mechanical safety, all of that falls into the counterparts
on my side, my operations folks, my mechanical folks.

As this particular incident would be investigated, those two
teams have to collaborate, and they do, and the working
relationship with the current MBTA chief safety officer, he was

FREE STATE REPORTING, INC.
Court Reporting Transcription
D.C. Area 301-261-1902
Balt. & Annap. 410-974-0947




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

47

formally a, he was the MBTA commuter rail and ferry safety lead.
And, that was something that, quite frankly, didn't exist in the
history of the MBTA prior to me being in that role as chief safety
officer. I will tell you that every time MBTA safety had someone
that showed interest in the railroad side of the house, that
person would be ushered on to other things, and I'm not too sure
why.

But, we have the opportunity to build a position specific to
railroad because I wanted that person to develop that bond with my
key counterparts within railroad operations, to develop that
understanding, to understand this is why this goes this way and to
have those points of contact when they do have a question. 1It's
sort of a subset of, at that point, railroad operations.

I've seen that relationship because the MBTA chief safety
officer, he came from that so we already have that kind of
foundational understanding of, hey, I'm going to call you, I'm
going to ask you about this, and this is the direction I'm going.
But, quite frankly, we cut through that because the relationship
that's already there, the understanding of what's already there
and my expectation and, quite frankly, MBTA safety's expectation.

It's a daily discussion. 1It's regular, frequent
conversation, and it's in the real-time understanding of the
situation.

Q. So, with an incident such as what we're dealing with here and
let's say the NTSB doesn't show up and the FTA doesn't show up and
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it's being handled internally, you mentioned that there's experts
on the MBTA chief safety officer side and there's also your
experts within the office of the chief operating officer so who
would own the investigation?

A. In my opinion, MBTA safety should own the investigation, who
would be the MBTA CSO.

Q. I know you mentioned the interface and the interaction with

your team where the expertise might reside.

A. Sure, of course.

Q. Would they produce a report?

A. They would.

Q. Is the report something that would include corrective

actions?
A. It would.
Q. Okay. Is that something that you would have, your team would
have input into the development of the report, or is it something
that you're just a receiver at the end and have to deal with the
recommendations?
A. No, we would have input into the report, the whole process.
And, I'1ll just, I'll add to that because I think it's easy when
you don't have that understanding of the operation, it's very
easy, let's say, how do you mitigate a risk say for this event
that occurred, what's the best mitigation that's going to make
sure it never happens again.

You park everything, you just stop running, right. Is that a
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reasonable path forward? I don't think it is, I don't think
that's reasonable.

So, that collaboration and understanding in real time, that
regular consultation back and forth gives a report that is maybe
actionable, it's realistic but can still develop those corrective
actions for implementation because it's one thing to create a
report and give recommendations or corrective actions, but it has
to be achievable, it has to be reasonable.

Actually, you know what, not all cases does it have to be
reasonable. In some cases, it may have to be extreme to correct
something that is egregious or this has to be done to, you know,
as a corrective action.

But, yeah, it has to be collaborative; otherwise, it's just
someone pointing out flaw without any solution.

Q. Is an incident such as a derailment where a report is

produced, is that something that's reportable to the MBTA board?

A. No.
Q. Not reportable to the board of directors.
A. I mean, I'm not aware of any cut and dry requirement for what

is reportable or what would not be to the MBTA board of directors.
Q. Okay. Is there a safety committee on the MBTA board or
comprised of MBTA board members?

A. There is a safety, they call it a SHE committee, Safety,
Health and Environmental, I believe is the acronym, committee that
reports regularly to MBTA board. They have their own committee.
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Q. I'm just trying to understand, I've sat in on a few of those
meetings, but I really haven't, I haven't seen any investigations

presented as part of that structure, but I haven't sat in them

all.

A. Sure.

Q. Is that something that would go to the committee level then?
A. I don't think that's a forum to go through investigations,

you know, the nuts and bolts that may be based on your experience
you would expect. I don't think that a board member is going to
have the experience or the background knowledge to absorb the nuts
and bolts of any detailed investigation.

I think that's an opportunity to hit, like here are the
highlights, here's where it's at, if it's something that's
ongoing, here's where it's at, and on to the next topic 'cause
that SHE committee is not a place where an investigation occurs.
That's a place where an investigation can be commented on, but
that's not where it occurs.

Q. Then maybe, let me clarify my question, it's more of the
reporting after the event, you know, we had one derailment since
the last board meeting, something like that, or reporting to the
board on safety issues that have come up.

I want to ask the follow up of, well, if a derailment's not
reported to the board, you know, from a safety perspective, what
other occurrences are not reported, are signal violations not
reported to the board 'cause my understanding of the board
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structure is, is it's a body that's in place to essentially
oversee the management of the agency.

So, I'm trying to understand, again, from a safety
perspective if we have the chief safety officer being responsible
for producing reports into events and doing a thorough
investigation, using expertise from their team, your team and then
producing recommendations which would, therefore, drive corrective
actions and safety results, what is that role of that board then
to look at what's occurring at the authority?

A. I think that if the board was interested in a particular
incident or episode, I think that that would be discussed, if
there was interest from the board.

However, could you imagine a board meeting where I talked
about every operational incident every single month? I don't know
if that would be achieving the goal of a typical board of
directors.

I think it's on us as agency leaders to present to the board
things that perhaps would require attention, funding, ideas. If
we do hit a roadblock, you know, I think the board is just that,
it's a very top hierarchal tool. 1It's a tool for guidance to
support, occasionally direct.

So, in my experience, attending several board meetings, I
think that when the chief safety officer for MBTA is asked about a
particular topic of interest, I have seen where that follow up has
occurred, whether it happens live at the meeting or if it's a
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follow up afterwards via email, I am aware that that does occur.
Q. Thank you for that, for that explanation. Let's see here.
So, you mentioned the Green Line Train Protection System and the
challenges.

I was here part of a NTSB investigation back into, what was
it, 2019, oh, it was during Covid, so it was '21 on Commonwealth
Ave, there was a rear-end collision.

In that accident, the public information that's out there in
the NTSB docket and the report that is in the public realm that
the NTSB did produce, it does talk about the MBTA's commitment to
that train protection system as the ultimate solution to over
speed events, collisions.

Basically, what you mentioned is what a PTC system would
essentially prevent and give you protection from on the railroad.

Both of us knowing here today and based on what you discussed
earlier on the challenges of the technology and what you're
migrating to, can you just further elaborate, aside from the LiDAR
guns, what else is being done on a day-to-day basis to ensure that
the human factors involved with operating that Green Line are
being overseen, essentially, by your operating department?

A. So, you reference a date and time period that I'm going to
build off of.

My observation of that point in time of the MBTA's history
was a very different time and by that I mean people who perhaps
sat in my position or the MBTA's chief safety officer position or

FREE STATE REPORTING, INC.
Court Reporting Transcription
D.C. Area 301-261-1902
Balt. & Annap. 410-974-0947




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

53

even the senior leadership teams from safety or operations, spent
an awful lot of time perfecting slide decks, going to meetings,
and the current leadership that is in play at the MBTA is not
that.

I will tell you that, you know, make sure that the importance
of being out there to manage the operation is echoed at least once
a week and sometimes several times a week.

For example, I host a daily operations call across the MBTA
at 10:00, every day, Monday through Friday. And, being someone
who, as you've gathered from these discussions, I'm a hands-on
person. I tell everyone in the organization, more often than not,
skip the meeting, blow the meeting off, go out in the field
because the only way to confirm that the direction, say, in the
aftermath of that incident on Comm Ave. or following the FTA's
tri-annual report, how do you make sure it's happening. Are you
going to rely on people telling you it's happening, or are you
going to see it for your own two eyes?

And, I believe that it is well accepted now within the MBTA
at a leadership level, at a management level, that the expectation
is you will be out. If you could quantify the hours that
management of a respective area of the MBTA spends now away from
their computer out in the field verifying that speed checks are
happening or verifying that speed compliance is being monitored or
administered, I think you would see that the results speak for
themselves 'cause, again, 1it's only as good as your own two eyes
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and do I trust, I trust a lot of people but do I verify,
absolutely.

MR. FRIGO: Thank you. I don't have any further questions.

MR. GARCIA: TIsaiah Garcia with FTA.

BY MR. GARCIA:

Q. So, I know we've discussed several different topics and a lot
of questions have been answered thus far so really just one
pending question for you.

In regards to the different characteristics of an effective
safety culture, what would you say the reporting culture is like
at MBTA, and are employees encouraged to report safety problems,
and are there any assurances that there won't be any kind of
punishment or ridicule for reporting those?

A. Sure. So, borrowing from my experience in the railroad
world, I will share with you a program known as C3RS, Confidential
Close call Reporting System.

Now, as someone who has spent of their career as a locomotive
engineer exclusively, and as a railroad manager in the DSLE,
different levels, my first observation was, this is a get out of
jail free card, this has no home here 'cause it doesn't demand
accountability, until I chance to read a report that was filed
through C3RS. I said, wait a minute, I've just learned an awful
lot here. As my roles and responsibilities throughout the
industry changed, I was able to see the value in a program like
that.
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Again, it's a structure that exists within the FRA that is
similar to any other railroad that adopts onto it, and there is a
MOU between the carrier and the FRA in C°RS to address the
unigques (verbatim) of maybe that property. But, I think that that
overall structure is effective in getting insight into, in the
pulse of a safety culture.

Now, it is, it has to be balanced because, for example, I had
one point in history in my previous role, the MBTA was this close
to removing itself from c3RS because there was one episode where
the engineer filed a claim on ¢3RS and then for some reason,
didn't recall a single thing and one side couldn't get that
information out of it, but the benefit of the program sort of
like, this doesn't make sense to me, wow, you know, this person's
not going to have any accountability and I can't get any
information to understand because what you do with that
information, that report, whether it's your own property or
another property, use that information, build a scenario, talk to
your workforce about this happened here, right, look around, do we
have the same potential, we do; talk to me, what can we do to cure
that.

The safety culture at the MBTA, prior to me assuming this
role, I will tell you that I don't think it was very strong. I
think there was a real fear of repercussion. I think that
previous management regimes probably managed, again, more from
behind a screen without the understanding of the actual job.
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I talked about setting people up for success. I will tell
you that as I've observed the tools that we give employees, in a
lot of cases, I've talked about things that probably weren't set
up for success. If I'm not setting the employee up for success
and then they break a rule, right, they violate a rule and then I
come at them again and say, you're out of here, you didn't follow
the rules. Well, look how difficult I made it to follow the
rules.

And, I think that in the time that I've been in this role, a
lot of those barriers have quickly fallen down because I am out, I
talk to people every single day. I'm at the point in my tenure in
this role where it's not too often I can get on a train and I
don't have an employee like, hey, Ryan, how's it going, where we
have that level of understanding.

I'm not there to play I gotcha to Green Line leadership, I'm
there just to listen, that's all because I have had, over the
course of my career, more ideas to get ahead of a safety issue, an
operational concern or an employee concern. I've learned more
from those five-minute discussions across my entire career than I
could from any email trail that comes from any regulator, whether
it's state, local, federal, any board, any committee discussion.
Those five minutes of that one-on-one time, boy, is that
important.

That is being woven into the fabric of everyone that calls
themselves a manager or a leader within the MBTA is that
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expectation that that's how you manage. Be the voice, be the
sounding board.

We have operators, whether you drive a bus, a trolley or a
subway train, they have the best of their day and the worst of
their day all in one shift. We, as leaders, need to hear that and
recognize that. We cannot hide behind, oh, I have meetings
back-to-back all day, sorry.

Like I said, skip the meeting, the meeting will be there,
right, think about the folks on the front line because you will
learn ways to cure a problem before it really turns into a
problem.

MR. GARCIA: And, that was, no further questions for FTA.

MR. MARCASSOLI: Steve Marcassoli, DPU. No questions.
You've answered all my questions so far.

MR. COHOLAN: Thank you.

MR. PAGE: Scott Page, 589.

BY MR. PAGE:

Q. So, Ryan, you reference starting here in September of 2023.
A. Correct.
Q. I'm going to tell you a story you probably don't know. So,

there was a day in September of 2023 that I left to go to
California. As I was getting on the plane, I got an email
outlining a policy that made absolutely no sense to me or anybody
else. I texted my counterpart and said, what is this; she said, I
don't know, I'll talk to you later.
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I got on the plane, six hours later, I got off the plane to a
flooded email inbox of people trying to figure out this policy. I
asked my boss if we could set up a meeting with the people who had
rolled it out and he said, yes, and that meeting was set up. The
next day, all of those people were gone. In came you.

I came back from California not knowing who I was going to
talk to and how aggressive my conversation with them should be.
What I found in meeting you was a person who I consider to be
very, very similar to myself and who knows what we do and cares
about what we do.

I relayed a story to you the other day about the mayor asking
me about Phil Eng, and I told her it's really nice to have someone
in the role who I don't have to explain what a street car is to.
That is certainly the same with you.

You referenced going out on the line and talking to
operators. I know in my district, there are people who know you
by name, and it's not just the superintendent or the division
chief, it's the pilot on the trailer of the 252-trip leaving Union
Square. And that's true for Phil and Sam and a whole bunch of
other people.

That doesn't mean that we always agree. I think you're wrong
about shorts. We'll have, I want them on the federal record.

But, to have that partnership and to have a group of people who
are committed to saying, we understand what the problems are, we
understand who the stakeholders are, we understand that we have to
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work together to get things done, that is a huge change.

I sat in this room several years ago with Ryan and others
from the NTSB, it's a different culture. I feel different about
this investigation than I did that one, and I think it's because
of the change at the top and so I certainly appreciate that.

Having given you that non-question, you know, I'll go into
the questions that I do have for you, but I kind of think I know
the answers.

You referenced hiring a senior director of rules and

compliance.
A. Yes.
Q. So, would that person be system wide for all classifications,

with there being system wide for all classifications, would they
be the sort of buck stops here for disputes over what a rule is or
what the expectation is, and would there ever be a consideration
to break that into mode specific?

A. That was three questions all at once. I'll do my best to
remember them all.

So, I think I'm going to work backwards here. Do I see the
potential for that role to be mode specific? I do. I think that
we need to start somewhere. As I mentioned, it doesn't exist at
all so we need to start somewhere, and if we make the
determination that the modes require that level, I'm not afraid to
go that direction. I think that, ultimately, we'll learn a lot
probably in that first year, but if light rail needs its own, I'm
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not opposed to that.

Is that person the buck stops here? It's not really how I
operate. I think that that person is someone to, again, nurture,
monitor, right. Imagine planting a seed in the field, lots of
people work hard to water it, fertilize it and grow it, but
sometimes you're going to call the farmer, right. I'm available
because, ultimately, I cannot be in a position where I have
someone making decisions in a vacuum ignoring feedback from you or
the folks you represent or what I've just heard from the street
car operator, I can't let them work in a vacuum.

So, that check and balance, it will have to exist at my
level, but that's okay, and I wouldn't put someone in that
position who I didn't feel could work in that environment.

I'm going backwards. What was your very, the first part of
that question?

0. Actually, I think it was the same as the third which is, is
it system wide?

A. Okay, yeah, fair enough. So, it'll start out system wide. I
mention buses very light, heavy rail or light rail fall into it.
But, again, if it needs that nurturing where I have to have a
director of operating rules for light rail and one for heavy rail,
so be it. We won't know until we do it.

0. You had referenced and, forgive me for not remembering the
name of the program, but you had referenced a program on the
railroad where people have sort of like a tablet and they can look
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up specific rules.
A. Correct.
Q. Are you envisioning, and I'm not trying to lock into a policy
answer, but are you envisioning a world where street car motor
persons, or heavy rail or bus folks, have a tablet or some sort of
similar device?
A. I am.
0. The third one, I kind of think I know the answer because
we've had this conversation in other forums, but Roadway Worker
Protection, that's a big one that you're working on right now, and
I know Dierdre's taken a big lead on that too. I think the
concern of the front-line staff, or at least representing them, is
teaching old dogs new tricks, right.
A. Of course.
Q. I think if we roll something out, that's great, but how do we
then make sure that there isn't some sort of blending of this old
part of the rule and this new part of the rule? I think a lot of
those policies that we were angry about prior to that California
trip have not had that successful roll out.

So, what do you envision for sort of getting people on board
with that?
A. Well, I mean, Scott, I'd love to put a very defined timeline
and say by October 31st, this is going to be in. But, as we roll
this out and we start to train people and let's say I train people
and test people but I end up with more questions than I actually
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tested on, that's a flag. I cannot, at that point, continue to
roll this forward.

At that point, I have to stop it 'cause I cannot be in a
position where the understanding doesn't exist and I just roll out
a program and say, oh, you tested on it, good luck. That's not
going to help anyone succeed. It doesn't help the employee if
they don't understand how to use the rules, well, how effective
has the training program been.

I think that having the focus we had in operational training
as we've done our very best to hold onto the fact that operations
training versus agency wide ethics training, computer training,
things like that, they are separate, they are very separate, and
they have to remain that way because through our ops training
group, we can make sure that we're training to the program, and
the program is effective. Again, I could just give any old test
and say, here's a program, but if it's not accomplishing the job,
what good is it.

As they sync up, we'll adapt and we'll overcome and we'll

learn.
Q. And, I trust that. I have two more things. You mentioned
GLTPS. I was 1in that meeting a couple of years ago, and there was

more slides on hand sanitizer than there was what the program
would actually do.

I think the first real understanding of the program that I
got was sort of a crash course from you on what that off-the-shelf
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design was and so on and so forth.

I don't want to, I want to word this so I'm not committing
you to anything you're uncomfortable with, but my concern with it
is whatever installation the authority goes with is going to have
components, whether they're hardware components or technological
components, they're going to interact with how the people doing
the job today currently do their job.

Type 9 alerter (verbatim) system, well known for its
difficulty to use, probably not the best design. I'd really like
to maybe not, either commit but be open to having some sort of
employee resource group to really test this as it goes so that we

have a comfortable workspace.

A. Scott, I wouldn't envision this process any other way.
Q. I appreciate that.
A. And, I will tell you that some of the shortcomings that have

happened historically, and I'm not going to pick on our wvehicle
engineering group, but I've always been baffled with the idea that
a group of vehicle engineers are going to design a locomotive for
me and tell me how it should be built.

As an example, commuter rail, we bought 40 HSP46 locomotives.
We have the only 40 that are ever going to exist in the world,
right, and that's not the best place to be. That locomotive was
designed by a vehicle engineer who I'm sure are very qualified to
do what they do, but as a locomotive engineer, I wish I was part
of that 'cause I would have done some things differently.
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To answer your question, I don't envision any program that
wouldn't include that type of working group to implement or to
really develop, implement and roll out.

MR. PAGE: I'm happy to partner with you on that. The last
thing, you mentioned in your opening sort of remarks, coming over
from the railroad to this side and having people say to you "this
is not a railroad".

As someone who has said exact quote to you, I appreciate the
work that you've done to sort of understand our side and the
differences and uniquity of the Green Line so thank you.

MR. COHOLAN: Thank you.

MR. DALEY: All right, Steve Daley, MBTA. Just a few
questions here for you.

BY MR. DALEY:

Q. Are you aware of the Green Line current speed monitoring

systems that include the GPS or digital speed signs?

A. I am.

Q. Including the real-time notifications associated with that --
A. I am.

Q. -- and potential violations?

A Sure.

Q. Second one, the monthly board meetings, have you been present

and witnessed the MBTA's CSO present the safety data analysis
report?
A. I have, I have on a regular basis.
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Q. Then my last one is, you mentioned some of the milestones
that we're looking to achieve at the end of 2025, one of those was
the testing and observations. Have we made any changes to the
current Safety Rules Compliance Program in the last 12 months
since you've arrived in your position?

A. So, I mean, yes, the answer is yes. I think how we quantify
the types of tests, I think how we equip our folks to go out and
test with the understanding of how the actual test is run, I think
that that's a big change from where things were and understanding
that the ultimate solution is a revamped program top to bottom.
It's the recognition that in the interim, we got to, we still need
to go.

So, I think that the collaboration with, particularly Green
Line leadership, knowing that it's the only line without any real
protection. As opportunities arise, my expectation is that we
continue to evolve the standing program and we continue to try to
fix it knowing that this is more permanent solution on the
horizon.

MR. DALEY: ©No further gquestions from me at this time.

MR. LAVALLEE: This is Scott with the NTSB again. Just based
upon everything that we've heard right now, our typical format is
to do two rounds, right. So, just real quick, I'd like to put it
to the group, is there anything left unanswered at this point?

(no audible response)
MR. LAVALLEE: Okay, I appreciate that. And, also, something
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that we did just procedurally that we didn't do on tape that we
did in private that I want to make sure is part of the record,
just your permission to record our conversation here today. I
know we've already talked about that and we've done it up until
this point, but I just want to make sure it appears on the record.

MR. COHOLAN: You have my permission.

MR. LAVALLEE: Okay. And that you also, that you're
understanding that this recording will be part of the public
docket so, therefore, any confidentiality can't be assured.

MR. COHOLAN: Understood.

MR. LAVALLEE: I appreciate that. Well, that being said, and
I know we've covered a lot of things here in our interview this
afternoon, 1is there anything else that you feel has been unsaid
that you need to cover right now?

MR. COHOLAN: If I could just, a brief summary of, sort of a
lot that we talked about, we have talked about an awful lot.

As you can tell, I can talk about this stuff for several more
hours because this is what I do, this is what I do, this is what I
was made to do. I tried to do something different, to be a police
officer, and I ran back to doing this 'cause this is what I do.

The MBTA, when I stepped into this role, was in a very
difficult point in time, and the chapters that we've written in a
short period of time over the life span of the agency and what it
was built out of, I couldn't be prouder of the progress that we've
made. And, it's taken a lot of people who have dedicated
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themselves to being part of that next chapter of the MBTA to
implement an awful lot of what we've talked about, to keep a lot
of the processes going to ensure a level of safety while not
losing sight of the fact that we need to evolve, we need to grow.
The way we've always done it has landed us in the position that we
find ourselves pulling out of.

My commitment to anyone listening to a recording, maybe it's
30 years from now, is that we're not going to stop, we will not
let the pushback of, this is how we've always done it, interfere
with the missions. We've come past that already in a year's time.

And, I want to make sure that everyone, if they have
gquestions about the direction we're going, ask them here, and as
you leave this meeting, know that the people at the top of the
MBTA, we've done these jobs. We understand what's at risk, we
cherish that every single day. Every minute of what we do, and we
don't take that granted.

I'll say it again, there is no PowerPoint, there is no
meeting that is more important than the safe delivery of our
service. That's what I do as chief operating officer and my
commitment is that that's I will continue to prioritize, the
safety of this operation.

MR. LAVALLEE: Ryan, thank you for that. On behalf of the
NTSB, I'd like to thank you for your time and cooperation here
this afternoon.

MR. COHOLAN: Thank you very much.
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MR. COHOLAN:

Nothing further.

Thank you.

MR. LAVALLEE: Shane,

(Whereupon,

with that, we'll end our recording.

the interview was concluded.)
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