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I N T E R V I E W 1 

 MR. RICHARDSON:  All right, good morning, my name is Shane 2 

Richardson, I'm the NTSB IIC for this accident.  We're here today 3 

on January 29th, 2025 at the MBTA in Boston, Massachusetts to 4 

conduct an interview with Mr. Lesniak, who works for the MBTA.  5 

This interview is in conjunction with NTSB's investigation of the 6 

MBTA accident where a derailment occurred near Somerville, 7 

Massachusetts.  The NTSB accident reference number is RRD24FR017.  8 

The purpose of this investigation is to increase safety, not to 9 

assign fault, blame, or liability. 10 

 Before we begin the interview and questions, we'll go around 11 

the table and introduce ourselves, please spell your last name, 12 

who you are representing, and your title.  I'd like to remind 13 

everybody to speak clearly so we can get an accurate recording, I 14 

will start off and then we will pass it to my right. 15 

 Again, my name is Shane Richardson, the spelling of my last 16 

name is R-i-c-h-a-r-d-s-o-n, and I am the NTSB Investigator-in-17 

Charge for this accident. 18 

 MR. LAVALLEE:  Scott Lavallee, L-a-v-a-l-l-e-e, I'm with the 19 

NTSB and I'm the operations group chair. 20 

 MS. GOMES:  Alicia Gomes, G-o-m-e-s, and I'm the Executive 21 

Director for Light Rail Operations at the MBTA. 22 

 MR. CULP:  Steven Culp, C-u-l-p, I'm Chief of Safety 23 

Engineering and Construction, and I am the party lead for MBTA. 24 

 MR. LESNIAK:  Timothy Lesniak, L-e-s-n-i-a-k, I'm the Chief 25 
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Safety Officer of the MBTA. 1 

 MR. MARCASSOLI:  Steven Marcassoli, M-a-r-c-a-s-s-o-l-i, with 2 

the DPU as a risk base inspector. 3 

 MR. FRIGO:  Ryan Frigo, F-r-i-g-o, Massachusetts Department 4 

of Transportation, Deputy Chief Safety Officer. 5 

 MS. LeGROW:  Kate LeGrow, L-e-G-r-o-w, Chief, Occupational 6 

Health Services, MBTA. 7 

 MS. HABERSHAW:  Deirdre Habershaw, H-a-b-e-r-s-h-a-w, and I'm 8 

the Chief of Staff to the Chief Operating Officer, MBTA.  And I'm 9 

observing. 10 

 MS. WALKER:  Lori Walker, W-a-l-k-e-r, I'm the Senior Director 11 

of Operations Training at the MBTA, and I'm just observing today. 12 

 MR. ABDALLAH:  Good morning, Tony Abdallah, A-b-d-a-l-l-a-h, 13 

MassDOT Safety, Deputy Chief Safety Officer.  Observer, sorry. 14 

 MR. RICHARDSON:  All right, thank you. 15 

 Mr. Lesniak, do we have your permission to record or discuss 16 

with you today? 17 

 MR. LESNIAK:  Yes. 18 

 MR. RICHARDSON:  Do you understand the transcripts will be a 19 

part of the public docket, as such we cannot guarantee any 20 

confidentiality? 21 

 MR. LESNIAK:  Yes. 22 

 MR. RICHARDSON:  As we discussed outside, you do not have a 23 

representative with you today, correct? 24 

 MR. LESNIAK:  Yes. 25 
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 MR. RICHARDSON:  All right, again I'd like to ask everybody 1 

to clearly announce your name and title before your questioning, 2 

and we will proceed. 3 

INTERVIEW OF TIMOTHY LESNIAK 4 

 BY MR. RICHARDSON: 5 

Q. Can you just give us a synopsis of your work experience, 6 

taking us up to like your present job and how long you've been in 7 

this current position? 8 

A. Yeah.  So I have approximately 20 years in the transportation 9 

industry.  I started off -- started off before high school in my 10 

family's trucking company, doing just general picking up stuff 11 

around the yard and whatnot, and helping out as I -- once I turned 12 

18, I started doing part-time trips on delivering furniture, feed, 13 

and stuff like that to surrounding areas, that were loads that my 14 

family's company had. 15 

 I went from there, I took a job as a shuttle bus driver, 16 

driving shuttle buses in and around Bradley Airport in Hartford, 17 

outside Hartford, Connecticut.  This position, first with the 18 

hotel limousine and then later on with a local hotel in the area, 19 

bringing passengers to and from the airport.  As time went on, I 20 

decided that I wanted to do work on the railroad, got hired 21 

February of 2011 by the New England Central Railroad as a track 22 

laborer, quickly moved up in rank there, within a little over a 23 

year held positions of track foreman, track inspector, track 24 

supervisor, and then finally roadmaster.  This was over -- 25 
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eventually I had over 200 miles of territory that I oversaw as 1 

roadmaster for the New England Central.  I oversaw the local work 2 

gangs, track inspectors, servicing gangs, as well as outside 3 

contractors that we brought in to do tie work, bridge work, and 4 

such like that, crossing replacements. 5 

 In 2017 I decided to transition myself into another company, 6 

I went down to New York City, working for the New York and 7 

Atlantic Railway, which is the freight operator for -- that 8 

operates off of Long Island Railroad trackage, so this was 9 

operating track within Queens and Brooklyn, as well as the length 10 

of Long Island.  I was the roadmaster there, as well, I was in 11 

charge of track, grade crossing signals, building maintenance, 12 

grounds maintenance, basically any of that type of maintenance of 13 

stuff that was stationary. 14 

 While I was there, I revamped the training programs, the 15 

railway worker protection manual, and track inspector training.  16 

We reorganized how business was done and how -- how we maintain 17 

the track and inspect the track.  As I went through that process, 18 

I also was involved in assisting with training, I did -- helped 19 

with conductor training, as well as some mechanical training.  20 

After three years there, I had provided a lot of updates to their 21 

programs and I went down and I accomplished what I went down to 22 

do, was really to build out their safety programs and their track 23 

inspection and track maintenance programs, which I did do.  From 24 

there, I took a job here at the MBTA in 2020 as safety lead, 25 
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investigative, commuter rail, mechanical, I was in that role for 1 

two months when the director of commuter rail and ferry safety 2 

took a leave of absence.  At that point, I was named acting 3 

director of commuter rail and ferry safety and he eventually left 4 

in January of 2021 and I was officially promoted into the role of 5 

director in November of 2021. 6 

 That role was the oversight of the commuter rail and the 7 

commuter ferry system, it was a very, very small team at the time 8 

and the responsibility there was to respond and investigate 9 

incidents, accidents, and to verify the investigations that the 10 

contract operators had performed.  I was in that role right up 11 

until September of 2023.  In September of 2023 the chief safety 12 

officer left the MBTA and I was named acting chief safety officer 13 

for a week and at that point, I was permanently named chief safety 14 

officer. 15 

 The chief safety officer role is responsible for safety 16 

oversight of the entire agency, we have the oversight of -- from 17 

an OSHA perspective as well as all the different modes, bus, light 18 

rail, heavy rail, commuter rail, commuter ferry, the RIDE, which 19 

is our paratransit service, and as well as construction safety, 20 

safety certification of construction projects, and then managing 21 

our SMS and RSMS plans, transit safety planner, commuter rail 22 

safety plans.  I also, in this role, oversee the environmental 23 

group and that's for -- that's environmental permitting, climate 24 

change, energy, and then general environmental reviews.  I've been 25 
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in this role since, as I said, September of 2023 and I'm currently 1 

in this role.  Background, my education, I went to a four-year 2 

college, started off in criminal justice for my concentration in 3 

college.  I quickly decided that that wasn't necessarily what I 4 

thought I wanted to do, I transitioned into a technical theater 5 

program, spent four years studying technical theater at WestCo 6 

(ph.) State, actually what's now WestCo State University, I did 7 

not graduate after four years, I had two classes short and I 8 

decided to go work for the railroad. 9 

 In 2017, I applied to and went to Charter Upstate College in 10 

Connecticut where I completed my bachelor's degree with a 11 

concentration in technical theater and -- and completed that.  12 

Following that, I spent two and a half years taking classes at the 13 

Connecticut Community College system specializing in engineering 14 

and that was following with my career up until coming to the MBTA.  15 

 I oversaw engineering, I did a lot of engineering review 16 

plans in the positions that I was in, I was always -- it was clear 17 

that I did not have an engineering degree, but I did offer my 18 

knowledge of real-world experience when things didn't seem to be 19 

right that the engineers would draw up and I, at that point, had 20 

decided to go back and start looking into engineering.  I 21 

completed all the course work for an associate's in engineering, I 22 

did not actually apply for my associate's in engineering as I was 23 

coming here to the MBTA, and immediately started attending San 24 

Jose State University for my master's in transportation 25 
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management.  I have a master's degree in transportation management 1 

from San Jose State, as well as a concentration certificate in 2 

high-speed rail and I have course work for a certificate in 3 

safety, security, and emergency preparedness but I have not yet 4 

applied to receive that actual designation. 5 

Q. All right.  You said you got here in September of 2023 as the 6 

chief safety officer.  From that point until today, what has been 7 

done to improve safety at MBTA? 8 

A. So I came here in September 2023 as chief safety officer; at 9 

the same time, Ryan Coholan was named chief operating officer and 10 

we had both come from commuter rail, he was -- he and I were 11 

counterparts there, he was the chief railroad officer and I was 12 

the director of commuter rail safety.  We had a lot of great work 13 

in the past and at that point we decided we were going to dust off 14 

some of the things that we had tried to do previously. 15 

 So while I was director of commuter rail safety, and this was 16 

probably around '21 or '22, I was asked to go on a special 17 

assignment to assist on looking at the 2019 transit or the 2019 18 

safety review panel of the MBTA, as well as other documentation 19 

that we had from reports, outside consultant work and whatnot, to 20 

attempt to help improve safety on the transit side.  Ryan was also 21 

assisting on that panel.  We were -- we had a lot of ideas, we had 22 

a lot of great meetings, but every meeting typically ended with 23 

well, that's how you do it on the railroad side but the transit 24 

side is very different, and we spent six months to a year fighting 25 
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with those statements and we had put a lot of ideas together and 1 

just nothing, nothing would move.  And so with that, we ended up 2 

going back to our normal duties that we were also doing at the 3 

time and kind of put that stuff on the back burner until somebody 4 

was interested in listening. 5 

 When I became chief safety officer and Ryan became chief 6 

operating officer, we had a lot of -- a lot of late night 7 

conversations on what we could do to make changes to improve 8 

safety.  One of the big things I instituted within the safety 9 

division is we brought forth a complete reorg of the safety 10 

division, there were too many people that reported directly to the 11 

chief safety officer, with not much rhyme nor reason, on all 12 

levels from a deputy director all the way up to a chief was all 13 

reporting to the chief safety officer. 14 

 And so we split things out into groups of operational safety, 15 

safety engineering, SMS, and then the environmental group and we 16 

each -- each of those was led by a chief and each of those groups 17 

had departments under them that focused on the various modes.  So 18 

underneath the operational safety chief, there's a director of 19 

commuter rail, a director of transit rail, a director of bus, and 20 

a director of occupational safety.  That allowed -- because at the 21 

time we had a lot of people that were "oh, this is the bus expert" 22 

and he was responding to a transit rail incident, and this might 23 

be the expert in trans rail power and he was responding to a 24 

mechanical department injury, you know, things like that and so we 25 
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really kind of, you know, built out a structure and the goal was 1 

getting people out of the office and not just writing reports, but 2 

getting them out of the office doing field observations.  At the 3 

time we also dropped the label "investigator" from the titles 4 

because we found that sometimes when you say I'm an investigator, 5 

people clam up and don't want to talk, and by simply dropping that 6 

to just safety lead of whatever their expertise was, we had people 7 

out in the field having those discussions. 8 

 We also really opened up conversation and discussions between 9 

operations and safety to a point that really wasn't dealt with 10 

before.  I think I talk to the chief operating officer on the 11 

phone more often than I talk to my wife on the phone and that's 12 

simply because we're trying to keep things understood and keep 13 

things safe at the Authority. 14 

 As part of -- as part of the reorg and part of bringing 15 

additional people on board, we've added considerable staff to the 16 

safety division.  When I became chief safety officer, we were 17 

around 45 people, now we're somewhere around 90-plus or minus 18 

people within safety and those people are out day in and day out 19 

making sure that operation of the system is safe, flagging 20 

concerns and providing feedback. 21 

Q. All right.  When we were here previously, we were discussing 22 

this with some of the other interviewees, so I'm going to ask you, 23 

can you tell us the status of your Green Line train protection 24 

system implementation? 25 
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A. So GLTPS, we are currently on GLTPS 2.0, again, this was 1 

something that came out of an NTSB recommendation, I want to say 2 

2007-2009 time frame, and it really -- it really never progressed 3 

very, very far.  We had a lot of plans on how something was 4 

supposed to work and I remember soon after I became chief safety 5 

officer and I was -- I got an invite to a GLTPS meeting for a 6 

progress meeting from somebody within my group and I immediately 7 

asked him why are you sending out the meeting invite for the 8 

progress meeting and I was told well, this is so that people will 9 

show up and we can keep this thing moving. 10 

 And I remember going to the first demonstration that I had 11 

and again, coming from the railroad side, you know, I understand I 12 

was heavily involved when I was down in New York in PTC 13 

implementation and understand braking curves and how -- what PTC 14 

should look like.  Obviously, transit environment is a little 15 

different, but a lot of the same concepts. 16 

 And so when I went to see what was going on, I looked at this 17 

program and it was -- it hadn't progressed very much like -- I 18 

probably could've called somebody up that day and been like hey, 19 

can we build out a train protection system and we probably 20 

wouldn't have been much farther behind than where the program was.  21 

I had numerous conversations with the chief operating officer as 22 

well as the GM on this, they were seeing similar scope of what was 23 

going on and around the same time we also had -- excuse me, Amtrak 24 

had an incident nearby with some maintenance of way machinery and 25 
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following that incident where the maintenance of way machinery 1 

collided with each other, following that incident, they were able 2 

to institute a program to be able to have those machines see that 3 

there was another machine in the way and stop without colliding 4 

and I said geez, why couldn't -- why couldn't we do this here, 5 

this is something that you see all over the place, you see it on  6 

-- at amusement parks, amusement park rides, roller coasters, you 7 

put two or three trains on a roller coaster, they all have sensors 8 

that tell where those trains are and prevent them from colliding. 9 

 And, you know, in your automobile, driving down the road, 10 

newer automobiles, yeah, we see something in the way, you know, it 11 

will beep at you or it will -- some of the newer models, you can 12 

apply the brakes, which the first time that happens it's kind of 13 

scary, not realizing what's going on, but -- you know, so the 14 

technology is there and so, you know, we had figured it shouldn't 15 

have been something that was very difficult. 16 

 I was in another meeting where I was being asked, you know, 17 

told that we need to build a test track to test GLTPS and I said 18 

oh, we got a test track at Riverside, you know, that should be 19 

fine and I was told well, no, in order to test this system, it's 20 

got to be -- it's got to be paved track, you can't see the ties, 21 

it's got to be straight track, it's got to be during daylight, so 22 

-- because at the time I was like oh, well, we can test at night 23 

on the Riverside branch or on -- you know.  And I was told well, 24 

it needs to be paved and it needs to be daylight, it really was 25 



15 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

something that -- it was basically the only way they were 1 

confident it would work was if everything was absolutely perfect 2 

and we're in the real world here, there's nothing that's perfect.  3 

So I said great, so it might work on Heath Street line, from 4 

Brigham Circle to Heath Street, but that sounds like about it. 5 

 And so we had a lot of these hard discussions and decided 6 

that GLTPS wasn't where it needed to be, the 1.0, and so we worked 7 

with the contractor that had -- who was awarded the bid to cancel 8 

out that contract.  And then we bid out a new contract for GLTPS 9 

2.0 and we started that, that process.  We looked to procure a 10 

contractor to do the work and then we -- it requires not just 11 

onboard stuff, but stuff on the wayside. 12 

 When that contractor showed their kind of, you know, concept 13 

on how it was going to work, they were able to, you know, throw 14 

the equipment on one of our cars; granted, it was -- it didn't 15 

look pretty, there were wires taped all over the place and 16 

computer screens and it wasn't fit for passenger service, but that 17 

wasn't the point, the point was to show that it could work and 18 

they were able to show on curved track that was not paved that 19 

hey, you know what, it can tell that there's a train ahead or that 20 

there's a signal ahead and in the proof, in the concept it was 21 

just setting off alarms, but it was decided, you know, that they 22 

would be able to integrate it into the control systems to be able 23 

to eventually stop the car from colliding.  My understanding, 24 

following some of the Green Line surges that we had and the latest 25 
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Green Line surge that we had that most, if not all of the wayside 1 

brackets were installed in the Green Line tunnels to be able to 2 

build out the system there and I understand that, I believe it's 3 

the end of -- mid or next month that we are doing a test run with 4 

the equipment to see how it works, so this is in the course of a 5 

year, I think we are light years ahead of where -- what took 10, 6 

12, whatever years for the first iteration that didn't work. 7 

Q. Is there a goal to have it complete? 8 

A. There is a -- my goal is a lot more -- is a lot sooner than 9 

what I think is everybody else's goal is and frankly, I think it's 10 

surrounding what's actually possible, you know, I'd love to be 11 

able to say tomorrow, you know, we shut everything down, we 12 

install it on everything and get going, but that's just not 13 

feasible. 14 

 So I know that overall in this process, every time somebody's 15 

given me a date that hey, we're looking to present it to the board 16 

here, we're looking to sign the contract by this date on -- hey, 17 

how can we drive that date a little quicker and sometimes we've 18 

been able to drive that up a little quicker, other times there's 19 

just not enough time in the day to be able to do it but, you know, 20 

the goal is to get Phase 1 uploaded and on board, which is simply 21 

a notification to the operator and then Phase 2, we'll actually 22 

integrate your braking and your controls and everything into the 23 

system. 24 

Q. Okay.  Now, is this system, will it also detect over-speeds? 25 
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A. This system is supposed to be able to take -- it's supposed 1 

to be able to control over-speeds, control signal violations and 2 

making sure that equipment can't strike other equipment, making 3 

sure that equipment can't strike other objects. 4 

Q. All right, thank you.  Does the MBTA have any future plans to 5 

install inward-facing cameras on the head-end of its equipment? 6 

A. That I could not answer, that's not something that I've been 7 

directly involved in. 8 

Q. Okay.  All right, just a couple more questions from me.  Are 9 

you aware of the over-speed results that were discussed in the 10 

most recent tri-annual audit that was performed in 2023? 11 

A. Yes, I am. 12 

Q. And what has MBTA done since receiving that data to reduce 13 

the amount of over-speeds? 14 

A. So as part of -- as part of the over-speed issues, there's a 15 

number of -- a number of things that have gone on.  Following 16 

concerns both internally and from DPU are regulatory oversight, 17 

SSOA.  We, as an agency, procured quite a number of LiDAR guns to 18 

be able to equip our staff, and when I'm talking our staff, our 19 

managers that are field managers that are out in the field.  20 

Additionally, we procured LiDAR guns for safety division staff, as 21 

well, to be able to oversight audits of LiDAR, of speed, out in 22 

the field.  I know that we have been completing audits both by 23 

just the individuals that are supervising, as well as in 24 

conjunction with DPU, our state safety oversight agency, and 25 
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really the goal with that is verifying that, you know, people are 1 

operating at speed, not just in, you know, your normal speed 2 

zones, your maximum authorized speed, but whatever those speed 3 

restrictions, whether it be a temporary speed restriction or 4 

permanent speed restriction in order to -- in order to verify 5 

before people are operating in proper speed. 6 

 Additionally, one of the prior ways that we verified speed 7 

was through GPS and one of my frustrations when I came on is 8 

hearing that yeah, the GPS does manage speed, but it's -- we get 9 

false hits 80 percent of the time and I thought that there's no 10 

way we can get false hits 80 percent of the time.  And so I 11 

questioned many times, you know, how are we verifying this, how 12 

are we getting these false hits, this doesn't -- this doesn't make 13 

sense. 14 

 And I remember getting -- I got a presentation about, you 15 

know, how difficult it is to verify speeds and the whole process 16 

surrounding it.  Fast forward to a few months ago, we did -- we 17 

did have somebody in the operations team do a deep dive into 18 

reviewing over-speeds that are flagged by GPS and when they did 19 

their deep dive, they realized that how we were -- we weren't 20 

verifying it properly.  We were looking at a snapshot in time of 21 

tracking it to the time that it happened, but we weren't verifying 22 

that -- the time stamp on the train to real time properly and that 23 

was resulting in a shift, so it didn't look like we were speeding 24 

at the time many times because we weren't looking -- we were 25 
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looking at 6 o'clock on the GPS hit and we may have been looking 1 

at 6:02 on the download.  At that point it was realized that no, 2 

many of these GPS hits aren't correct, it's not a fluke, and 3 

started really doing a deep dive down to make sure those are 4 

verified properly.  When we look at the speed of equipment, 5 

there's a process, and we need to make sure and we continue to 6 

make sure that that process is followed properly to verify that we 7 

are operating at the proper speed and when a hit comes in, it's 8 

correct. 9 

 Now, there are some areas that flag hits more often, that 10 

part necessarily understood on the download, and typically those 11 

are areas coming out of tunnels, where we're coming from a tunnel 12 

to ground level, there may be spikes that are -- because of the 13 

way GPS works, especially underground, but those are the ways that 14 

we are monitoring speed and verifying speed is being adhered to. 15 

 MR. RICHARDSON:  All right, thank you.  That's all I have for 16 

now. 17 

 BY MR. LAVALLEE: 18 

Q. Scott Lavallee, L-a-v-a-l-l-e-e, NTSB.  Mr. Lesniak, you had 19 

mentioned that, upon coming to the position, you conducted some 20 

reorganization, adding some head count and creating departments 21 

that specifically dealt with certain types of the operation, 22 

certain aspects of the operation.  In regard to supervisor, I 23 

believe they're called safety rules compliance program, SRCP, if 24 

I'm not mistaken. 25 
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A. Yeah. 1 

Q. When you came to the program, was there anything about that 2 

SRCP program that stood out to you, that "I need to change this, 3 

this is clearly not working," anything that stuck out like a sore 4 

thumb and if so, how did you address that? 5 

A. There were a few things that stuck out with me on that.  6 

Number one -- and granted, the SRCP program, yes, it's a safety 7 

rules compliance program, but it is -- it is managed on the 8 

operational side and we do oversight of the SRCP program and I 9 

noticed a lot -- quite a few things. 10 

 Number one, every week somebody sends out a calendar that 11 

says that these are -- these are the SRCPs that are going to be 12 

conducted this week, who is supposed to conduct them, where 13 

they're supposed to be conducted and at what time they're supposed 14 

to be conducted.  And I was concerned that all that information 15 

was in writing and it only takes one person to print something out 16 

on a printer and forget about it and then somebody else go and say 17 

"oh, what is this," and then everybody knows exactly where those 18 

SRCPs are occurring for the week. 19 

 Additionally -- so that was concerning, especially as I had 20 

gone through a few different areas around the system, I had 21 

noticed every now and then that the SRCP calendar would be readily 22 

visible to any operator or any person that was coming on duty.  I 23 

also noted that some, not all, but in some calendars -- there are 24 

multiple SRCP calendars depending on zones and groups and who's 25 



21 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

responsible, that some of those calendars the SRCPs were taking 1 

place between 7:00 and 10:00 a.m. Monday through Friday and that 2 

was the gist of the testing.  We are a 24/7 operation, we have to 3 

-- we have to oversee 24/7, it's not a 9 to 5 job and so that was 4 

another thing that I noted. 5 

 And as I had seen SRCPs being performed, I remember early on 6 

I had asked the person from the SRCP hey, you know, this guy over 7 

there that you just watched go through here wasn't wearing proper 8 

PPE, you know, you didn't say anything according -- "oh, I'm 9 

supposed to be doing the SRCP door operation" or whatever.  And so 10 

people looked at the SRCP as that's the only thing I'm going to 11 

look at or I can look at, I'm not saying this was widespread, this 12 

was everybody, but we at least had a noticeable -- people that 13 

were just -- just looking at specifically what their -- what their 14 

SRCP was required to be doing and that was it. 15 

 And so those were a couple of concerns that I noted with the 16 

SRCP program immediately.  Had many late night conversations with 17 

Ryan Coholan on this, as well as people within safety and outside 18 

of safety, you know, learn and understand, because I come from the 19 

railroad where we had a 217 program testing observations and, you 20 

know, you went out and you did the testing and it wasn't -- 21 

sometimes it was prescheduled, but more often than not it was, you 22 

know, you went out, I'm going to -- I'm going to go out at 10 23 

o'clock at night and catch this crew that's out working, I'm going 24 

to go out at 3 o'clock in the morning and catch this yard job, and 25 
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it was up to the testing officers to be out and look at the system 1 

at all times of the day and night and have -- you know, if you had 2 

30 percent of your crews that were on on the overnight, 30 percent 3 

of your tests should be at the overnight and we really didn't have 4 

that here.  I also noted that there was not necessarily good 5 

follow-up, if somebody had, you know, failed an SRCP, it wasn't 6 

necessarily then, you know, reviewed and made sure that that 7 

person was retested. 8 

 We are still in the process of trying to improve the SRCP 9 

program.  Operations just recently hired a senior director of 10 

rules compliance, and part of the goal of that role is working 11 

with safety and working with the people that were working on this 12 

prior to them coming on board, building out a new program, an 13 

operational testing program, more similar to what you would see on 14 

the railroads with a 217 program, driving down those incidents, 15 

driving down verification, that people were abiding by the rules 16 

and not just focusing on one rule. 17 

 Another thing that I noted was many times we would go out as 18 

the SRCP and, you know, this official would be in charge of doing 19 

an SRCP and they'd be standing on the platform and they'd be in 20 

their full gear and everything, and it was obvious that they were 21 

standing right there and, you know, following some conversations 22 

we had, we talked about you don't necessarily need to be dressed 23 

up in all your PPE on a platform when you're in some place the 24 

public is in, as well as, you know, having more plain clothes 25 
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observations as opposed to being in uniform, that it's easily 1 

visible.  And, you know, the other thing that, you know, I've 2 

always talked about and, you know, hopefully as we build out this 3 

operational testing program, is you go out somewhere and you do a 4 

few observations, you don't need and you don't want to be staying 5 

in the same place for, you know, two hours, three hours, a whole 6 

shift because maybe the first person that goes by didn't notice, 7 

maybe the second person, but I can guarantee by the time that 8 

third person that was operating a train there goes by, everybody's 9 

going to know that Tim Lesniak is standing at this grade crossing, 10 

pedestrian crossing, doing LiDAR audits because I'm standing out 11 

there with a LiDAR gun and everybody knows what's going on. 12 

 So it's not meant to be hiding in the weeds, but it's also 13 

you need to -- you need to move around, you need to be in places 14 

that people are knowing that you're right there. 15 

Q. All right, thank you for that.  So the LiDAR audit process 16 

was mentioned and I believe your testimony was that each week a 17 

list comes out, these are the SRCPs, and within that LiDAR is a 18 

process, I'm assuming, correct me if I'm wrong. 19 

A. So with the LiDAR process, that was pulled out.  The LiDAR is 20 

above and beyond just general SRCP. 21 

Q. I see. 22 

A. So it's encouraging managers, supervisors, to be out in the 23 

field doing those LiDAR audits, not just saying oh, well, I'm only 24 

scheduled on Monday at 9:00 a.m. to do a LiDAR audit, so I'll be 25 
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there from 9:00 to 10:00 and that's all I'm going to do, it's 1 

getting people out there and really, really driving that down.  2 

And, you know, the more people that are out in the field that are 3 

doing different audits and everything, that also drives down the 4 

issues with potential incidents because if people know that, that 5 

a supervisor is going to be out there, they're more likely to say 6 

you know what, I know that somebody's going to be out there, I 7 

better make sure that I'm following the rules as opposed to saying 8 

well, yeah, this is -- Joe's on pay and Joe's never out, so we can 9 

do whatever we want at this station. 10 

Q. So just for clarification, are the LiDAR audits, are those 11 

also on a scheduled cadence for your employees that do perform 12 

those audits or no, or is that just random them up to the 13 

employees doing the audit? 14 

A. So my understanding is that the LiDAR audits may or may not, 15 

I'm not sure if they're still on the SRCP program for schedules, 16 

but we do have employees that are out there, that go out there to 17 

do it at the random times, hey, I'm on my shift and go out as 18 

opposed to being something that's written out on a calendar that 19 

Tom Jones is going to be out doing LiDAR at 10:00 a.m. on Tuesday. 20 

Q. Thank you for that.  So I had a follow-up question, but it 21 

kind of seems like it's answered, I'll ask it anyway.  So you 22 

mentioned a 217.9 sort of program, right, FRA operations testing 23 

is basically what that is for -- just for the record.  Part of 24 

that program has an aspect where your activities are led by data, 25 
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data and incidents, right, we've had -- this has been a problem 1 

area, say this particular curve or something along those lines, 2 

that's where we're going to focus, you know, our activity.  Does 3 

the MBTA follow anything similar as far as where we're focusing 4 

our safety activities based on data? 5 

A. So within safety we do -- we do look at areas that have a 6 

more higher level of incidents or near misses on potential 7 

incidents, it was part of the new OTIP (ph.) program, the 8 

operational testing program that we're in the process of building 9 

out, it will be much more data driven in order to look at, you 10 

know, where there's incidents, where there's issues and where we 11 

need to heighten some oversight and, you know, it's looking at how 12 

everything is set up, is it -- the transit agency, the transit 13 

industry itself is very complex and sometimes, you know, a 14 

supervisor on one team doesn't know what a supervisor on another 15 

team or another area is doing and so it's really corralling every 16 

-- all the supervision and having that knowledge and understanding 17 

of hey, this is where our incidents are, this is where our 18 

potential accidents are. 19 

 One thing that I did institute here is when we do an incident 20 

investigation, the COO's office, when the incident investigation 21 

is finalized, the COO's office gets a copy, a redacted copy, so 22 

that -- of the investigation.  This one here can be -- and when I 23 

say redacted, it's simply removal of names, so it's Charlie 24 

Operator 1, Charlie Operator 2, as opposed to streetcar boarder 25 
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(ph.) person Jones, and that allows that documentation and 1 

information to go to a more broader audience so people can learn 2 

from mistakes and learn from what happened, now I see how the 3 

investigation went.  Previously, a lot of those investigation 4 

reports were held within safety and that information wasn't 5 

necessarily passed out to the operational side to really learn 6 

from. 7 

Q. Okay.  Just one more and I'll pass it on for the rest of the 8 

group.  C3RS, confidential close call report, does the MBTA, on 9 

the -- this form of transit operations -- I know there's multiple, 10 

you've got the commuter rail transit and buses and things like 11 

that, but as far as the operations group that was involved in the 12 

incident that we're here as a result of, does that work group 13 

participate in a C3RS system? 14 

A. There is no -- on the transit side there is no C3RS-style 15 

system.  We have a safety hotline which is a place for people to 16 

call in concerns that they may have.  We actually -- after I took 17 

over as chief safety officer, we made some changes to the safety 18 

hotline, giving people the ability, more broadly, to be able to 19 

access it.  When I took over as chief safety officer, you could 20 

send it by e-mail, you could make a phone call or you could fax, 21 

in 2023 you could still fax in a concern and -- but we weren't 22 

using technology to help benefit where somebody could take their 23 

phone and go up and scan a QR code and just input something 24 

directly in, and because it's a lot easier to go scan a QR code 25 
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and send something in than uh-oh, what was that e-mail address 1 

that I have to go to, okay, I'll get around to sending an e-mail 2 

at whatever time, and so we instituted a safety hotline portal.  3 

Now, again, this is not C3RS-like, and I know in the past we had 4 

tried to institute something similar to C3RS on the transit side 5 

because I was asked a lot of questions about how it works on the 6 

commuter rail side, how we can do it, and previous leadership 7 

wanted a lot, so many stipulations on it, you know, including 8 

well, you can call the C3RS hotline and give us your confidential 9 

close call report, but we'll look into it and you may still be 10 

disciplined for your rule violation depending on, you know, that. 11 

 And in order to have a solid confidential close call report, 12 

you need to -- the only way you're going to get that information 13 

is that people know hey, I'm not going to be disciplined if, if I 14 

call that in, you know. 15 

 If I say oh, geez, I just, you know, ran that red signal and 16 

nothing happened, geez, should I call that in, well, if I call it 17 

in, they may come after me and put me on the street for violating 18 

that red signal, but if I don't, nobody noticed so why should I 19 

bother calling it in, and that means that we don't get that data 20 

to see, you know, where we have potential issues that we can work 21 

to rectify.  Long roundabout conversation of it but, as such, we 22 

are working -- I am working with the chief operating officer and 23 

we are going to be starting to build out a C3RS-like, you know, 24 

system to be able to figure out how we can -- how we can get 25 
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people to call in, we may have a near miss without triggering, you 1 

know, that discipline, disciplinary process because if you're 2 

going to trigger a discipline process, nobody's going to call in 3 

and report it. 4 

Q. You had mentioned some of the value of some of the incident 5 

reports being redacted and then made available for operators to 6 

kind of get the real story behind the story other than what the 7 

rumor mill might be, do you think C3RS would be of value to your 8 

operators in the same manner, to be able to see what those close 9 

calls were in a confidential anonymous way and perhaps learn from 10 

those? 11 

A. So let me just make one correction, when I -- those incident 12 

reports get sent to the chief operating officer's office and then 13 

they have the opportunity to be able to learn from and transit 14 

that information, we don't send them directly to all the 15 

operators. 16 

Q. Thank you for the clarification. 17 

A. With that being said, yes, absolutely, you know, if -- 18 

especially if you have -- if you have a high number of calls for 19 

Signal 1-2-3-4, "hey, you know, I just missed that signal, I 20 

missed that signal, I missed that signal," well, not only does it 21 

-- is it good to get that information out that hey, we had four 22 

reports or five reports of -- in the past six months of people 23 

missing a signal because that gets heightened awareness to the 24 

operators that hey, you know what, everybody seems to miss this 25 



29 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

signal, I better watch out for this.  But the other thing that it 1 

does is it flags a concern, from our perspective, to look into it 2 

and say okay, why do we have operators missing that signal, is the 3 

signal not focused properly, is it in a dark area, is there -- is 4 

it behind a pole or something along those lines that you don't see 5 

it until you're just about passing it.  Is it practical drift that 6 

people know that, you know, I know that that signal's red but boy, 7 

as soon as I get to it, it always flips to green right as I pull 8 

up to it, so I'm going through it and just anticipating that it 9 

flips green on me. 10 

 Those are the types of things that we need to look at and 11 

then try and figure out to correct that behavior and that may be 12 

hey, we need to move the signal, we need to reengineer the way 13 

it's set up.  It may be something along the lines of, you know, 14 

during the middle of the day the sun shines just right so you 15 

can't see what that signal is actually displaying or it shines up, 16 

it shines up so it looks like it's a different color than it 17 

really is. 18 

 But it's taking all that information, doing deep dives into 19 

these things, into each of these claims, especially when you have 20 

multiple claims of the same thing and then figuring out okay, how 21 

do I now correct this, it may be a rule revision, it may be a 22 

flash, safety flash or a training flash, it may be redesigning the 23 

area, it may be putting a cover so that the sun doesn't shine 24 

directly on the signal, all of those things are important but 25 
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unless you get that information you're never going to know that 1 

you may need to make some change or do something. 2 

 MR. LAVALLEE:  Thank you.  No further questions at this time. 3 

 BY MS. GOMES: 4 

Q. Alicia Gomes.  Tim, I have one question for you.  In one of 5 

the earlier questions you answered regarding the over-speed 6 

monitoring initiatives on light rail, you mentioned some of the 7 

issues we have with the GPS alerts, the time stamps, can you 8 

elaborate a little bit more on any of the things that you may know 9 

that the MBTA light rail vehicle maintenance department is doing 10 

to ensure those downloads and time stamps on those downloads are 11 

accurate based on the over-speed alert and they're lining up with 12 

each other? 13 

A. So I do know that the vehicle maintenance got the information 14 

and took a good solid look into what had happened and what was 15 

occurring.  It was primarily most of the issues reading time 16 

stamps were from one individual, that they -- they just happened 17 

to be the individual that was doing most of the download reviews 18 

and they were not using the proper source to gain the real time 19 

and the comparison time, and with that, that has -- that 20 

individual has been retrained, corrected, on what they're supposed 21 

to be doing and how specifically they need to take that download 22 

time and review it.  Additionally, I know that there's been some 23 

increased oversight doing verifications that's being properly 24 

reviewed.  And then from my perspective within safety, my rail 25 
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transit team has also been looking at those, those downloads, 1 

especially if there's an instance where somebody says here's the 2 

download, here's the over-speed, here's a download and yeah, it 3 

doesn't match up, there was no -- there was no over-speed there, 4 

my team is taking a second look at verifying hey, is there really 5 

something, no over-speed here, or what's going on, so -- 6 

 MS. GOMES:  Okay, thank you.  No questions. 7 

 BY MR. CULP: 8 

Q. Steven Culp, MBTA, C-u-l-p.  I just have a couple questions 9 

for you, Tim.  I know this event only happened in October, but is 10 

the safety department seeing any improvement in the data regarding 11 

speeding incidents on the Green Line? 12 

A. So I think we've seen improvement and a lot of it comes down 13 

with having multi-fold things that are going on.  We've seen 14 

definite improvement with the review of downloads, speeding,  15 

over-speed data and looking into those over-speeds and verifying 16 

were they accurate or were they not, and then also having people 17 

out in the field doing those LiDAR observations, we've seen that 18 

coming in. 19 

 We've also, in the process, not just because of nothing -- 20 

I'm sorry, not because of this incident, but we're already in the 21 

process of doing it, is we have a data and analytics team within 22 

safety and in the past that data and analytics team was really 23 

just data and all they did was they took information that came off 24 

of an OCC log or an OCC page and they input it, they input the 25 
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data and that's really all they did, they processed it, and we've 1 

slowly grown to having that team less relying -- relying on that 2 

team to input the data, we've created a few different modules to 3 

be able to virtually extract the data from the OCC log, so instead 4 

they're doing data verification as opposed to data entry and then 5 

that team has been able to take that data and start to analyze it 6 

and look at places where we need improvement. 7 

 Now, the team is very green in data analysis because they 8 

were hired to do data entry, but we also -- we have a position 9 

posted for a safety lead of data and analytics that is a position 10 

that requires data analysis experience and in my discussions, as 11 

we're building that role out, I don't care if they have any 12 

transit experience or transportation experience, that's not why 13 

we're hiring, I've got plenty of people that can tell me what rule 14 

somebody violated or how a car was, you know, incorrectly run, but 15 

the whole point of that position is to oversee the actual analysis 16 

of data and build that process out and that's where we're in the 17 

process of going. 18 

Q. And when we are looking at the data and as our data team is 19 

getting better, we have something that it's -- they're seeing an 20 

issue, do we then move that up into a safety risk matter at the 21 

workshop or anything like that? 22 

A. It depends.  It depends on what the observation is, there's 23 

multiple moves that come out of that and if we see issues with the 24 

data, it may transition into the modal team.  So if it's an issue 25 
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that, for example, in bus, on the bus side, we saw -- we saw a 1 

spike of -- I won't say spike, we saw -- we see a high number of 2 

accidents that is above and beyond what -- what we have for our 3 

three-year rolling average and some of that can be attributable to 4 

COVID because of the -- we had less cars on the road, we had less 5 

people riding buses, we had less buses on the road.  However, we 6 

take that package back up and transit it to the bus safety team, 7 

we sent in some field observations, field inspections, field 8 

reviews to be able to -- hey, is this a problem, what's going on, 9 

how can we help rectify it. 10 

 Now, there are other things that come out of the data that do 11 

go into a safety risk management workshop to see how do we 12 

mitigate that risk and how do we further build out.  Sometimes 13 

when we see stuff in data, it gets flagged to even the chief 14 

operating officer's office, the entire executive team, or the 15 

chief engineer's office to able to look at maybe there's an 16 

engineering solution to this or a capital solution that we need to 17 

make. 18 

 But overall we've taken -- we're taking that data and we're 19 

looking at where does this need to go and how do we build it out, 20 

how do we prevent any spikes or any anomalies from continuing to 21 

occur.  And even where we don't see spikes or anomalies, if the 22 

data is showing stagnant, but it's showing stagnant at a higher 23 

rate, we need to look at how we can drive that rate down and we 24 

continue to do that, as well. 25 
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Q. All right.  And another question, kind of unrelated to that, 1 

Mr. Lavallee was talking about SRCPs earlier, does the safety 2 

department conduct independent LiDAR audits that are separate from 3 

the SRCP program? 4 

A. Yes, the safety department, we procured 10 LiDAR guns and -- 5 

as part of the overall LiDAR gun procurement and our -- those 6 

LiDAR guns were issued out to managers on the operational safety 7 

side, as well as shared LiDAR guns issued to specific departments, 8 

so transit rail has LiDAR guns available to them, commuter rail, 9 

bus, and those various departments have LiDAR available to them 10 

and they go out and they do -- they do LiDAR audits, as well, on 11 

top of what is being done on the operations side. 12 

 MR. CULP:  That's all I have. 13 

 BY MR. MARCASSOLI: 14 

Q. Steve Marcassoli, M-a-r-c-a-s-s-o-l-i, with the DPU, good 15 

morning. 16 

A. Good morning. 17 

Q. Couple of quick questions.  So you mentioned that the MBTA 18 

recently purchased, and I believe it was approximately 50 LiDAR 19 

guns total for the entire -- or the entire agency? 20 

A. It was more than that, but yes. 21 

Q. It was more than that.  So the training program was developed 22 

by the MBTA, do you know if that's been completed yet? 23 

A. Are you referring to the training program on training on 24 

LiDAR guns? 25 
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Q. Correct, yes. 1 

A. So the MBTA did not develop its own training program on LiDAR 2 

guns, the MBTA utilizes the same program that the transit police 3 

utilize to learn how to use that technology and before anybody 4 

goes out to utilize a LiDAR gun to do a LiDAR audit, they have to 5 

be trained on how to use them, they have to go through the 6 

training class, it's a day class that is all classroom and field, 7 

so you have to not only be able to show that you've understood the 8 

material in the class through a test, but then you have to go out 9 

in the field and prove that you have understood how to verify that 10 

the LiDAR gun is accurate and then doing that LiDAR audit, you 11 

have to prove that as part of the training program.  And then at 12 

that point, that person is allowed to then participate in complete 13 

LiDAR audits. 14 

Q. So it's a theoretical and practical (indiscernible). 15 

A. Yes. 16 

Q. That makes sense.  So a couple -- just before Christmas, 18th 17 

of December, MassDOT sent out a letter saying that there were 18 

almost 3400 compliance audits done with zero instances of 19 

noncompliance identified, do you agree with that letter?  That was 20 

the one from MassDOT back in December of '24, letter number 2402. 21 

A. So there was a -- there was a letter surrounding LiDAR audits 22 

regarding that, I do recall that.  We have records that we have 23 

completed those LiDAR audits from the various people that have 24 

been out, they're doing the audits.  With respect to the number of 25 
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LiDAR audits and zero findings of noncompliance, I would hope that 1 

we wouldn't have people out there blatantly violating speed rules.  2 

Typically, when somebody is operating, they're going to follow the 3 

speed rules, especially when they know and as we introduce this 4 

LiDAR program, everybody in operations quickly knew that there 5 

were an awful lot of people out there with LiDAR guns doing LiDAR 6 

audits. 7 

 So in relation to this incident, while it seems like it's -- 8 

it doesn't make sense that there were zero failures out of that 9 

number of LiDAR audits complete, it's also more of an anomaly that 10 

somebody especially is going to drastically operate at a speed 11 

higher than a speed that's required.  And in order to catch 12 

somebody, you have to be in the right place at the right time, as 13 

well. 14 

 So if somebody is speeding, you know, there's a huge system, 15 

there's many, many trips that are ongoing and there's perhaps one 16 

or two people that might be out on a given day or a few people on 17 

a given day that are doing LiDAR audits, so it doesn't surprise me 18 

that there were no -- no violations of the -- that is covered 19 

under the rule.  I'm not saying that there aren't people that are 20 

perhaps violating the speeding rules, but again, that's -- the 21 

LiDAR guns is just one step in the process, we also have the GPS 22 

and review of downloads, we do have wayside speed signs, as well, 23 

but a little less accurate, but I look at those wayside speed 24 

signs as more of something for somebody to see and "oh, my gosh, 25 
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I" -- you know, "I was going a little fast here," you know, 1 

similar to somebody driving down the road, and the town or 2 

municipality has put up a speed zone sign and you're like "oh, my 3 

gosh, the speed limit is only 35 here and I'm doing 47," like, you 4 

know, it's more of -- that's more of a deterrent because of the 5 

inaccuracies, potentially, of those but, you know, really, where 6 

your bang for your buck is, is the LiDAR guns and the GPS reviews 7 

that are being done. 8 

Q. Which, that is excellent.  With the GPS, the GFX, what's the 9 

process for notification to OCC? 10 

A. I don't know the exact process for notification because 11 

that's something that is determined, that operations gets the -- 12 

is the one -- you know, those things come up, it gets notified to 13 

OCC, I don't know the specific process for notification to OCC, 14 

but I do know that once it's notified to OCC, it gets paged out 15 

from OCC and then we get that information. 16 

 That information is then inputted into the database and we 17 

track it following from the point that we get it.  The initial 18 

notification to the investigation is done by the training group as 19 

to if it actually happened or not, and then it comes in and we 20 

also provide notification to DPU for the initial -- initial 21 

notification, that's the report of over-speed. 22 

Q. All right.  So then the last question is what's the current 23 

level of enforcement for Green Line over-speeds? 24 

A. What do you mean by that? 25 



38 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

Q. Enforcement, so if someone's blatantly doing, let's say, 15 1 

miles an hour over the speed limit. 2 

A. So the -- when somebody is discovered speeding, depending on 3 

the level of speed, you know, obviously we're not stopping 4 

somebody if the speed limit is 25 and they're doing 26, we're not 5 

stopping them and pulling them out of service because that can be 6 

attributed to, you know, a rounding error, a calibration error or 7 

whatnot, but once you get to the point that you're blatantly over-8 

speeding, I believe it's 10 miles an hour over, then the 9 

individual is pulled, they are -- go for a post-accident drug and 10 

alcohol and then they go through the process, the determination's 11 

made whether they were actually speeding or not. 12 

 And then I can't tell you the discipline process because I 13 

don't know the specific discipline process surrounding over-14 

speeds, that's something more for the operational side.  Safety, 15 

we're looking at this as what's happening and how do we correct 16 

the behavior both at a systemic level and an individual level, 17 

we're not looking into these as how much time they get on the 18 

street or what type of discipline they get. 19 

 MR. MARCASSOLI:  Okay, thank you.  No further questions. 20 

 BY MR. FRIGO: 21 

Q. Tim, how are you doing? 22 

A. Doing well. 23 

Q. Ryan Frigo with MassDOT.  I'm learning a lot today, Tim, so 24 

thanks for sharing all this information with the group, I think 25 
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it's beneficial for everybody.  With the -- when you laid out the 1 

organization with some of the earlier questions, can you just 2 

describe -- so your position as a chief safety officer at MBTA, 3 

who do you report to? 4 

A. I report to, as required by federal regulation, directly to 5 

Phil Eng, the general manager. 6 

Q. Okay.  And as part of that reporting structure, are there 7 

regularly scheduled meetings, how can you describe that reporting 8 

structure a little bit better to me? 9 

A. So I have a weekly meeting with Phil one on one similar to 10 

how I communicate back and forth with the chief operating officer, 11 

I am constantly -- you know, depending on what's going on in the 12 

system and where we're finding issues, phone, text chains, general 13 

meetings, and it's not just the one-on-one that we have but 14 

there's plenty of times that I pass him in the hall and we have a 15 

quick discussion of what's going on, where we're seeing issues. 16 

 But not every issue, and many issues, don't rise to Phil, 17 

it's not -- it's not necessary because it can get solved at the 18 

lower level and it's important to solve issues at the lowest level 19 

possible because if you rise everything up to that high level, up 20 

to the GM, then it gets lost in the weeds.  That's something that 21 

I've had to try and really make not just my teams but the agency 22 

understand that I constantly get, you know, just an e-mail from 23 

somebody that says, directly to me and only me, saying hey, I want 24 

to discuss, you know, an individual that got a paper cut and what 25 
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we're going to do about handling paper and, you know, those types 1 

of things, it goes back to the old way of doing business where 2 

everything went up to the chief safety officer.  When I first took 3 

this role, one of the first things I had was somebody came up to 4 

me and said, "Hey, we need to order pens and paper and, you know, 5 

notebooks, I need you to sign off on the order," I said, "Why are 6 

you coming to me, just order it," "Oh, well the process is that 7 

you have to sign off on it," and if the chief safety officer is 8 

signing off on ordering paper clips and dealing with every 9 

individual little incident, I'm losing it in everything. 10 

 My role has to be dealing with the high-level things, the 11 

major incidents such as this one at Red Bridge.  It also has to 12 

be, you know, looking at policy and how we move forward.  I look 13 

at it that yes, I get involved in the day-to-day a lot more than I 14 

would like to but it -- you know, we're still building out and the 15 

whole point of hiring the people that we hired is so that we can 16 

build that out, those levels out, and so I can look at what's the 17 

five-year plan, what's the ten-year plan, where are we going to be 18 

in five or ten years from a safety perspective, how do we build 19 

out our SMS program, not, you know, how many people tripped on an 20 

escalator yesterday.  That being said, I do have regular meetings 21 

with Phil, I do have regular discussions, but more of my 22 

discussions happen between myself and Ryan Coholan, you know, it's 23 

-- whether it's -- you know, it's during an operations daily call 24 

or many times at, you know, 6 o'clock in the morning, 7 o'clock in 25 
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the morning, we're on the phone going over whatever transpired 1 

overnight as well as, you know, in the evenings there's times, you 2 

know, we get through the day and it's been hey, this happened 3 

today, what's your thoughts on this or how can we move this 4 

forward, things like safety (indiscernible) that come in, 5 

sometimes they don't get traction, you know, I'll pick up the 6 

phone and say hey, Ryan, why is it taking so long to fix, you 7 

know, burned out light bulbs here and sometimes it's -- it was 8 

left at that low level and it didn't get pushed up and so people 9 

were like oh, well, nobody cares about it, it's not important. 10 

 So sometimes those -- sometimes those small things do become 11 

important and rise to a level but, you know, more types than not, 12 

a lot of the smaller stuff does happen at the lower levels, not 13 

saying that I don't get briefed, I have weekly meetings, I have a 14 

weekly meeting with my -- all of my chiefs, a chiefs meeting, and 15 

then I have a weekly meeting with each of the groups with the 16 

chief of the group and their directors and a lot -- and that's how 17 

I get a lot of the information that comes to me and that gets 18 

passed off to whomever needs it. 19 

Q. Great, Tim.  Now, is there an executive-level safety 20 

committee that exists at the MBTA? 21 

A. So we do have -- we do have a full gamut of safety meetings, 22 

whether they're formal or informal meetings.  It starts off at the 23 

low levels at our local safety committees and modal safety 24 

committees, those work up to joint labor management safety 25 
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committee, and then above joint labor management is the EPSMRC 1 

(ph.), the safety management review committee, and then that's -- 2 

I look at the SMRC as someone in my cabinet, they're various 3 

experts and various people in the agency, they're not safety 4 

people that are on the SMRC, they're the chief operating officer, 5 

the chief administrator, workforce lead, budget, things like that, 6 

that all need to know and understand where we're coming with and 7 

what safety issues we have and build out how we build it, how we 8 

take care of those. 9 

 And then we also have executive safety performance meeting 10 

and that's something that when I took this role I made some 11 

considerable changes to it because when that first came out, when 12 

I first came in, it was we look at the monthly safety metrics and 13 

it just got rattled off, okay, we had, you know, 12 incidents 14 

here, we had 14 incidents there, and "Yeah, Tom, what are you 15 

doing about it?"  Well, Tom wasn't prepared because Tom didn't 16 

expect to be asked about it, so it got nowhere and we transitioned 17 

that into dealing with emerging issues. 18 

 So yes, people still get the information on the metrics and 19 

where things are at, but we focus on certain things.  Sometimes 20 

one month it may focusing on the safety hotline and hey, these are 21 

some of the major open items on the safety hotline, these are some 22 

major open CAPs that haven't seen progress, these are -- over here 23 

we might have a review of a specific, you know, group of 24 

incidents, so we've really morphed that into something that people 25 
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can take away from and not just rattle off numbers.  And then on 1 

top of that, we do have a weekly -- excuse me, a biweekly safety 2 

meeting with your team and the general manager to look at what 3 

concerns MassDOT safety has and -- versus MBTA safety and the 4 

whole group.  And it's important because, you know, while we're 5 

different agencies, we're all well on the same as well because you 6 

have things that -- things that you see from the MassDOT 7 

perspective level, maybe different things that my team is focusing 8 

on or seeing and it's important to flag those and at least have 9 

that awareness. 10 

 Sometimes the priorities aren't in line, sometimes -- 11 

sometimes there's a priority that MassDOT is looking at that, 12 

okay, yes, it would be great to -- great to deal with that, but I 13 

have these other five things that have a higher risk profile that 14 

we're actually working on, that may even solve that in the 15 

interim, but we do have that back and forth, as well, for those 16 

types of meetings. 17 

Q. And just to again clarify on that SMRC, so you would be the 18 

chair of that committee? 19 

A. Yes. 20 

Q. And then let's say that there's a -- that there's a 21 

resolution that needs to be made based on, you know, that 22 

committee not being able to solve a problem, is there an elevation 23 

criteria or -- I'm trying to understand what -- you know, how does 24 

it get to the top level of the MBTA if there's an issue through 25 
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the safety committee structure? 1 

A. So we have -- and maybe we're lucky, but we've never really 2 

had an incident where we haven't been able to come to a consensus 3 

at SMRC.  However, if SMRC could not come to consensus, it would 4 

be something that gets escalated through the GM, have those 5 

discussions and really dive down and figure out what was going on.  6 

Ultimately, my goal is, is it has to come to consensus at SMRC 7 

because if it doesn't come to consensus at SMRC, those are the 8 

leaders of the organization and if the leaders of the organization 9 

can't be aligned, then we really can't function as an organization 10 

if we can't align everybody. 11 

Q. I agree with you.  And just moving over to the SRM process, 12 

there were some questions that were asked prior.  Can you just 13 

clarify -- I know you brought up the example of a bus, like a bus 14 

issue and having to go to the modal, can you just clarify how the 15 

decision is made, like who makes the decision whether an issue 16 

will go through an SRM process or if it will be directed towards a 17 

modal department for resolution? 18 

A. I mean, honestly, it depends.  That's managed through -- 19 

through the SMS group, we have a chief of safety management, we 20 

have a director of SMS, we have a deputy director of assurance and 21 

promotion, and that -- those decisions are made there and 22 

sometimes it really depends on what the scale of the issue is.  23 

You know, yes, we need to look at something from that SRM 24 

perspective, but if it's something that is -- should be readily 25 



45 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

solved by making a decision, making a phone call, it's taking away 1 

from the SRM process to take a lot of people's time to go through 2 

that whole process where if we can work with that modal safety 3 

team to work with their counterparts and get it rectified, it can 4 

-- and that's not saying that if it goes to that modal safety team 5 

there may be a chance that it comes back in through the SRM 6 

process because it can't be rectified but, you know, overall, you 7 

know, the SRM process is typically managed and reserved for some 8 

of these more larger issues that really need to deep-dive down 9 

into. 10 

Q. Thanks, Tim, I appreciate the explanation there.  You 11 

mentioned a lot in -- a lot about data and data analytics in some 12 

of your responses to the other questions.  I'm wondering if you 13 

could just talk a little bit more about how safety is using data 14 

to drive activities. 15 

A. So we're constantly taking a look at data.  Right now, 16 

typically it's looking at -- at the end of each month we have a 17 

monthly safety data report that comes out and that data report 18 

simply shows, right now, you know, did we meet that metric that's 19 

in the transit safety plan or did we miss it.  Now, the metrics in 20 

the transit safety plan come from taking a three-year look-back of 21 

the previous three years and putting a de-escalation on it to try 22 

and drive down the incidents, accidents, and such.  When we, then, 23 

build this out, we look at okay, where are we in the red, where 24 

did we -- where did we miss our targets and where are we in the 25 
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orange and the orange is going to be yeah, we missed our target 1 

but we did better than last month and we take that information and 2 

then we can start to do deep dives into all right, say for 3 

example, you know, incidents.  We look at, perhaps, injuries, are 4 

there specific areas that we're seeing a heightened level of 5 

injuries and are there specific crafts, are there -- what are the 6 

commonalities, and then is there something out there that we need 7 

to rectify, those are some of the types of things that we use data 8 

for. 9 

 It's easier seeing on the bus side because I feel right now 10 

the bus side has matured to be able to really have visible change.  11 

We do see a lot of change on the transit rail side, as well, but 12 

again, it's bringing everything up and, you know, it's really 13 

asking people to take the bull by the horns and take that stuff 14 

off.  Status quo is not acceptable, we need to get better, we 15 

always need to get better. 16 

Q. And would some of the data activities, when you were -- you 17 

know, you were talking earlier about some of the -- I guess it's 18 

having more clarified information from the GPS system and the 19 

over-speed alerts.  Has your team been able to dig into that data, 20 

as well? 21 

A. Yeah, so we've looked into that where we're seeing over-22 

speeds and that's not so much the data team, but actually the 23 

transit rail safety team has really done -- dived down.  I had a 24 

deputy director of transit rail safety who was previously my 25 
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safety lead of light rail who has been focusing on those over-1 

speeds, every over-speed, checking, you know, verifying "hey, 2 

where is it at, how is it coming," making sure that we're getting 3 

that yea or nay, saying "yes, we downloaded it, it did happen," or 4 

"no, we didn't, we didn't see it" and then, like I said, when we 5 

have those noes, I'm not just accepting a "no," I want to know 6 

like, okay, where did this happen, did this "no" occur because we 7 

were coming out of a portal and, you know, we had a GPS blip or 8 

did this "no" come out that it didn't happen because, you know, 9 

somebody made a mistake.  We all make mistakes, there's always 10 

that potential, so it's really taking that look into that and 11 

that's what we're doing. 12 

Q. Okay, so -- and aside from validating the data through that 13 

process, has there been any initiatives on trends that have been 14 

identified through that data analysis on the over-speeding? 15 

A. Yeah, we've looked at trends, we've looked at locations, 16 

we've looked at, you know, various -- if it's certain times of the 17 

day, you know, whether it's during rush hour or not during rush 18 

hour, we have dived down into those and at times made -- you know, 19 

made recommendations of things that hey, you know, let's pay 20 

closer attention to this location, that's something that we work 21 

with Alicia and her team, as well as the chief operating officer. 22 

Q. And when those recommendations have been made, because I'm 23 

assuming that some -- I'm seeing heads nodding that there has been 24 

information passed, have your recommendations or suggestions been 25 
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implemented? 1 

A. I mean, more often it's saying hey, we're seeing a spike at 2 

this location.  I can't -- we were not saying hey, you need -- you 3 

should be doing X, you need to do X more, it's like hey, these are 4 

where we're seeing some of the spikes and operations then takes it 5 

and will determine hey, you know, maybe we should get somebody 6 

else out there or I know that they've had -- they've had toolbox 7 

talks or, you know, as people come on duty saying hey, you know, 8 

by the way, we have a new speed restriction at this location now. 9 

 In the past, just about the entire Green Line was on the 10 

speed restriction so people were prepared for it.  But that also 11 

leads to a potential miss, when you are going from one speed 12 

restriction to another to another to another, it's hard to keep 13 

that tracked.  Now we do have -- you know, we have less temporary 14 

speed restrictions, you know, it's one or two, if we have any, and 15 

so it's easier to track those, so it's also easier to highlight 16 

those at the beginning of shifts, say oh, by the way, just so you 17 

know or just to remind you, there's a speed restriction, 10 mile 18 

an hour at this location. 19 

Q. That's helpful, I mean, so it sounds like you're getting some 20 

type of resolution. 21 

A. Yeah. 22 

Q. That's good to know.  You mentioned about the -- you know, 23 

when you started there was about 45 positions and you got it up to 24 

90, are those all filled? 25 



49 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

A. Those are 90 filled positions.  We have a goal and it -- that 1 

was probably about a month, month and a half ago, and we've since 2 

hired additional people.  We have, as part of the hiring plan, a 3 

goal of -- for this fiscal year, hopefully, we'll hit it out of a 4 

hundred forty-two positions within safety and those are all 5 

assets, so transit rail, commuter rail, bus, occupational safety, 6 

safety engineering, construction safety and -- and then the 7 

various SMS teams and documentation teams.  With that build-out, 8 

you know, there's some key areas that really, really ramped up. 9 

 As part of the process, we've -- we will have doubled, if we 10 

hire everybody that we plan this year, we will have doubled the 11 

number of safety leads on the transit rail side, we will have -- 12 

drastically increase, a huge increase on the construction side and 13 

really also added supervision because we didn't have supervision. 14 

 We had, you know, maybe a safety analyst to be on a Saturday 15 

at 2 o'clock in the morning and a safety analyst, you know, yes, 16 

they have their job, but that -- they don't have the background 17 

and the experience, safety analyst is two years' experience, they 18 

don't have the background and experience to be able to make some 19 

of the tough decisions and really know what's going on.  So as 20 

part of that build-out, we will have deputy directors on -- 21 

covering nights, weekends, holidays, we will have safety leads 22 

across the board also building out so that we -- right now, we do 23 

have an on-call system, as well, and that's typically if somebody 24 

marks off sick, it goes to the on-call person, the on-call person 25 



50 
 

 
FREE STATE REPORTING, INC. 

Court Reporting  Transcription 
D.C. Area 301-261-1902 

Balt. & Annap. 410-974-0947 

answers the phone.  That, in my opinion, is not acceptable because 1 

we operate 24/7, we need to have people doing both proactive and 2 

reactive safety 24/7 and if somebody marks off, that means that 3 

nobody from safety is in the building, that's a huge problem, 4 

that's something I flagged when we first started this process and 5 

we're now at the point of yes, we still have an on-call, but we're 6 

at the point where we have not just one person that has almost no 7 

experience on an overnight shift, we have people that can cover. 8 

 And yes, it may be on a Saturday at 2 o'clock in the morning 9 

right now that hey, the person that's on there, somebody marked 10 

off sick and we have a bus person, a bus safety lead on at 2 11 

o'clock in the morning and nobody from the rail side and there's a 12 

rail incident, but we've also -- we've also given our people the 13 

ability, with some cross-training, to have some of that knowledge 14 

and understanding of at least what needs to happen and they're not 15 

going to be the one that are investigating the fire hose, they're 16 

going to be collecting the information at the scene and then 17 

passing it off to somebody who has that area of expertise to 18 

investigate the incident. 19 

 And it's also where, you know, my phone is always on, my 20 

chief's phones are always on.  We had an incident on a 21 

construction project last year and because of the way the incident 22 

came out, myself, Steve, my chief of capital safety, and my chief 23 

of operations all responded at -- it was like 4 o'clock in the 24 

morning because it's that important, it's important sometimes, 25 
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especially if it's one of those incidents that's weird, that isn't 1 

cut and dry, it's important to have people that are seasoned, that 2 

know what they're doing and really know, have had a lot of 3 

experience to be able to dive down.  Not saying that that safety 4 

lead or even that deputy director doesn't have the experience, but 5 

-- to do an investigation, but sometimes it takes somebody that is 6 

much more seasoned to see some of those things that don't quite 7 

jive. 8 

Q. Yeah, sometimes it gets to that level, for sure.  So you 9 

talked a little bit about the challenges with, you know, C3RS and 10 

that type of system.  With the current safety hotline, can an 11 

employee make their report anonymous? 12 

A. So the current safety hotline, it -- so anything that comes 13 

in to the safety hotline is confidential, so we have set this up  14 

-- again, when I first started we had -- anything just went to 15 

this general e-mail box safety notification and the safety 16 

notification e-mail group had just about everybody in safety on 17 

that group. 18 

 Now, if the safety department is 10 or 15 people, 10 or 15 19 

people, it's not -- you know, that's fine.  But when you're up at 20 

40 people and now up at 90 people or a hundred people, a hundred 21 

people that have the knowledge that Tom Jones called the safety 22 

hotline at 2:00 a.m. and said this, it's a lot easier for that 23 

information to get inadvertently or purposefully passed out to 24 

everybody and their brother.  So what we did is we scaled this 25 
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back, we created a safety hotline at MBTA.com e-mail address and 1 

by doing that, we brought everything in so that people can 2 

internally report that information and there's only a few people 3 

that have that information, it's a confidential system, and this 4 

way here it's only certain people that have the knowledge of who 5 

called it in, what called and why.  Same with our safety hotline 6 

module and the phone calls. 7 

 Now, as that builds out, that report comes in and then the 8 

people that had access to that, that group, then provide a 9 

redacted form of information to everybody else, so you can turn 10 

around and you can give -- you know, it comes from the safety 11 

hotline group that then may send it to our transit rail team if 12 

it's a transit rail issue and the transit rail team doesn't know 13 

who called it in or why or where.  They just know that hey, there 14 

was an incident, there was a call-in concern for needles on the 15 

track at this station, and then they can look into it and we can 16 

build it out. 17 

 People also have the ability to, yes, anonymously report 18 

whether it's through the safety hotline portal, it's through a 19 

telephone call, and we've had people take advantage of creating 20 

alternative e-mail addresses to the "e-mail from" so we get  21 

e-mails from various, you know, mbtaneedstobesafe@google -- at 22 

gmail.com or things like that and that information comes in, 23 

that's a way people have made -- made a way to make it anonymous 24 

so we don't even know who it is. 25 
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Q. Okay, that's great.  And I think you know, but I used the 1 

hotline about two weeks ago to put in a platform issue and I found 2 

it very user friendly, I thought that the responses back from your 3 

staff, the immediate responses were appropriate, timely, so you 4 

know, I'm glad to see it working. 5 

A. Thank you. 6 

Q. Yeah.  No, absolutely.  And I was trying not to call you with 7 

the issue, not to add to your plate.  And plus, you can track it, 8 

then, right?  Like isn't your hotline, aren't you able to track 9 

all of these hazards that are coming in that way now and it's just 10 

another source of data for you? 11 

A. So when a hazard comes in, it comes in, you know, there's 12 

four ways that -- four ways it can come in, come in through the 13 

safety hotline portal.  If somebody inputs it into the safety 14 

hotline portal, it automatically -- it basically takes each of 15 

those fields and automatically ports it into our database.  If 16 

somebody sends an e-mail or a telephone call, it takes a little 17 

bit of effort because then the person who answers that e-mail or 18 

telephone call then has to take that information and port it into 19 

the database. 20 

Q. Um-hum. 21 

A. The fourth option, and this is where we're still working on, 22 

is if somebody reports it directly to an MBTA safety employee.  23 

And if it gets reported to an MBTA safety employee, actually, we 24 

are taking that information and we are dealing with it, we are 25 
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figuring out, okay, who do I need to call, what's going on, how do 1 

I rectify it, that's where we are still working on making sure 2 

that if somebody calls me and says hey, I've got this safety 3 

concern, making sure that I have then taken that information and 4 

passed it on to our safety hotline team to then put it in the 5 

database so we can still track it because many times when people 6 

call somebody on my team on the phone and say hey, I've got this 7 

safety concern, they're usually smaller concerns of things that 8 

only take a phone call to rectify. 9 

 And, you know, somebody on our transit rail team may get that 10 

phone call and say hey, you know, the switch at Boylston is hard 11 

to throw and I had to throw it yesterday, can somebody get 12 

something done about it, and then my team will just pick up the 13 

phone and either call the MCC, the management control center, or 14 

they'll call somebody in maintenance of way and say hey, can we 15 

get some grease on that switch or fix that switch and that doesn't 16 

necessarily get recorded and so we are working on figuring out 17 

doing a better job on making sure that's recorded because those 18 

are also important to be able to track and see trends. 19 

Q. No, absolutely.  And I also think it's important to get it 20 

into the record, now that we're talking about the safety hotline, 21 

that the -- your safety -- the oversight agency, the DPU, also can 22 

see what's coming into that and think that's actually a best 23 

practice that, you know, is in place here.  So, you know, another 24 

-- I think you got a good thing going with the hotline, any way 25 
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that my office can support you in, you know, how it builds and 1 

expands, you know, always here to help you out with that, Tim.  2 

I'm just going to switch gears a little bit and I'm about halfway 3 

through my questions, on the -- can you just -- you talked a lot 4 

about, you know, being able to pick up the phone and call the 5 

chief operating officer when needed and, you know, being able to 6 

interact and get information, do you have any regularly scheduled 7 

meetings that are, you know, a regular cadence to -- where you can 8 

present safety issues to the chief operating officer? 9 

A. No.  And I'll tell you why. 10 

Q. Go ahead. 11 

A. Because I have found, and this goes back to my days as 12 

director of commuter rail safety when the chief operating officer, 13 

the chief railroad officer -- and we had a scheduled meeting on 14 

Fridays at 10 o'clock, whatever time it was, and what we found was 15 

happening was, in the beginning it was -- we would have issues 16 

that would crop up through the week and it would end up waiting 17 

until Friday at 10:00 a.m. to discuss those issues and sometimes 18 

those issues either had already been rectified or they had blown 19 

up even worse.  And the minute you put that scheduled meeting on, 20 

your scheduled meetings are great if you -- if people have trouble 21 

meeting with each other, talking to each other, and that forces 22 

you to talk to them and work through those.  But the problem is, 23 

is then you build up, build up, and stuff wasn't getting rectified 24 

in a timely manner.  So he's on my speed dial, I'm sure I'm on his 25 
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speed dial, we're constantly calling each other, like I said, at 1 

all hours of the day, night, whenever something may occur.  We had 2 

an incident at a truck pad regarding -- with a couple of employees 3 

a couple months ago and the information that was coming to us at 5 4 

o'clock in the morning wasn't really jiving. 5 

 And so at 5 o'clock in the morning him and I are on the phone 6 

going back and forth trying to dive in to figure out what was 7 

going on, coming up with, you know, that plan and eventually we 8 

both just responded to the site because we couldn't -- we weren't 9 

sure exactly what had happened and we got -- then we figured it 10 

out.  Then we had a conversation and discussion surrounding it on, 11 

all right, how do we prevent this from happening in the future, 12 

how do we make sure we have good information and from that we 13 

instituted a couple of changes to how we had supervision on, on 14 

the operational side, on the operations side. 15 

 But, you know, if I had a meeting on Friday, I already 16 

scheduled him on Monday or whatever day it was, I might've waited 17 

until that meeting to have that discussion, "oh, I already have 18 

this meeting scheduled, no need to, you know, pick up the phone 19 

and have these conversations right now," well, by the time that 20 

rolled around there's been 15 other things that have happened and 21 

you're -- that no longer becomes priority, we've forgotten about 22 

it or it's blown up into something too big.  So scheduling 23 

meetings for that type of stuff is not a good use of time, the 24 

more important use of time is having those conversations on a 25 
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daily or hourly basis. 1 

Q. And you mentioned something interesting that I was kind of 2 

getting at with the meetings and I agree with you, being able to 3 

pick up the phone in real time is one of the best things, but you 4 

mentioned that, you know, sometimes things drop off the radar, 5 

whether it's not a priority or if it's, you know, we forget about 6 

it, so is there -- are you able to track what's being discussed 7 

on, you know, in real time, do you have a mechanism in place that 8 

the multitude of issues that you're dealing with, that you're 9 

still able to track them and keep that focus because that -- to 10 

me, that would be the challenge without having a regularly 11 

scheduled meeting with agenda items where it creates the 12 

historical path of what's been discussed. 13 

A. Usually those meetings that we have those conversations that 14 

we have to resolve immediate things or say hey, we've got a bigger 15 

problem and when it's the "hey, we've got a bigger problem," yeah, 16 

it may not be tracked on an agenda, that was a meeting that we 17 

were at, but it's then usually escalated to either an SRM workshop 18 

or a working group, whether it's my team that schedules or his 19 

team that schedules, that -- that usually, it also sometimes -- 20 

sometimes we're involved, sometimes we're not, sometimes it's like 21 

okay, here's the issue we've got, we've got our issues that we've 22 

talked about and then giving the marching orders to people on our 23 

teams to get to a point to fix something.  So for that it's not 24 

important to have the agenda of my phone calls because either the 25 
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phone call is transitioning into some other working group or some 1 

other meeting or an SRM process, or it's something quick that 2 

"hey, we've got an issue with this signal that keeps on getting 3 

called in," okay, I'm sending somebody out here.  The other day I 4 

got a phone call, "hey, there's a stick of rail on -- in the 5 

middle of the road on Arlington Avenue, you know, do you know 6 

anything about it," no, I don't. 7 

 Picked up the phone, called Ryan and said hey, there's a 8 

stick of rail in Arlington Avenue and they went out there and 9 

okay, yeah, there's a stick of rail, it was in the gutter, it was 10 

prepped for that night and it was combed off and had markings and 11 

everything, so it wasn't an issue but like, again, it's that 12 

constant contact on everything and as a chief safety officer, I 13 

need to be comfortable to be able to pick up the phone and it it's 14 

at 2 o'clock in the morning and I'm waking him up, I need to be 15 

comfortable to wake him up and say hey, this is the issue that we 16 

have right now that needs to be rectified and that's what we do. 17 

Q. Okay, so you -- so you're getting all the cooperation you 18 

need to fulfill your safety mission from operations. 19 

A. Yes. 20 

Q. Okay.  Can you briefly describe the relationship that safety 21 

has with the DPU? 22 

A. So DPU, obviously, is our state safety oversight agency, we 23 

regularly meet with DPU, in various levels, we have our transit 24 

rail team meets with them, the incident review and incident 25 
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oversight, incident discussion on how those incident 1 

investigations are progressing.  We meet with -- on Fridays we 2 

meet with DPU, our leadership team and their leadership meet to 3 

discuss -- to discuss, you know, anything that's driving any 4 

topics, any issues that we have that are going on. 5 

 And then we -- there's just a handful of other meetings with 6 

various groups within safety, within operations, with DPU and then 7 

we have these -- sometimes we have just a quick check-in with them 8 

after an incident, after an accident, or if something is not quite 9 

jiving, you know, there's been plenty of times where I'll have -- 10 

set up a quick meeting between myself and Rob Hanson and myself, 11 

Ryan and Rob are, you know, various, various people that need to 12 

be involved in those discussions to figure out what needs to 13 

happen, how we move forward. 14 

Q. Does safety participate in any of DPU's audits? 15 

A. We're trying -- the group that's involved in every safety -- 16 

we get the information from DPU of, you know, what they're looking 17 

for, we get the notification letter and then we work with the 18 

various business units within the MBTA to make sure that that 19 

information gets scheduled.  When DPU sends requests for 20 

information, it's the safety documentation department that then 21 

takes that request and reaches out to whatever business unit might 22 

have information, to pull that information in and provide it back 23 

to DPU. 24 

Q. What about some of the field audits that DPU conducts? 25 
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A. Yeah, we've been involved, we attend, especially, you know, 1 

the announced audits.  You know, obviously, DPU also has 2 

unannounced audits that they go out and do and we don't know that 3 

they're happening because they're unannounced, so we're not out 4 

there.  But as we're able to, again, we're talking about growing 5 

teamwork, growing department, sometimes, you know, there's an 6 

announced visit that the DPU is doing that we just don't have the 7 

staff to be able to put to it because of, you know, investigations 8 

that are ongoing or other priorities, but when we can, yes, we 9 

accompany DPU on many, many field visits and audits. 10 

Q. Okay.  No, that's good.  And then Steve asked a question 11 

about -- about the 3400 LiDAR audits with the zero hits that was 12 

referenced in a -- it's a MassDOT letter or safety hotline report, 13 

and that comes from information that the MBTA provided to the FTA, 14 

and in that information it was also noted that DPU had a much -- 15 

I'll call it a different result with their auditing process and 16 

what results that they were getting.  From your -- you know, from 17 

your perspective, can you speak to why there was such a drastic 18 

difference during that time period between what MBTA internally 19 

was seeing through these safety rules compliance program with 20 

LiDAR checks versus what the state safety oversight was seeing? 21 

A. So I can't speak to what the state safety oversight agency 22 

has and what they've -- how they've received those and pulled 23 

those information together.  We have worked with DPU to make sure 24 

that we have an adequate process for them to be able to notify us 25 
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when they do have a major over-speed, including calling the OCC 1 

immediately to bring that to our awareness.  This was following 2 

where we had a notice that came from DPU surrounding over-speeds, 3 

that the over-speeds happened six months prior, four months prior, 4 

it was well outside the ability for us to do any -- look into our 5 

investigation.  So we had improved from there, whereas the DPU is 6 

more successful, it appears they're more successful in finding 7 

over-speeds. 8 

 I can't really answer, you know, what their work is.  I do 9 

know that there have been instances where, you know, LiDAR audits, 10 

whether it's on our side or on their side, haven't been 11 

necessarily performed properly, you know, depending on what the 12 

audit was.  I know we did have one instance where we had an over-13 

speed that was flagged approaching crossing and the over-speed 14 

came from DPU. 15 

 And it said that this train was doing, you know, 20 miles an 16 

hour approaching a pedestrian crossing, that they were -- they're 17 

clocked out by the LiDAR gun.  Pedestrian crossings require 10 18 

miles an hour.  But in that, in a notation it also said, "but the 19 

train was slowing down approaching the crossing."  So that makes 20 

me question okay, where were they standing to take that speed 21 

because if they're saying, "but they were slowing down approaching 22 

the crossing," were they standing on the crossing and taking it 23 

out, I don't have to go to 10 until I hit that crossing.  It's 24 

really getting more comfortable between us and DPU, and that's 25 
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what we're working on, to be able to (a) have those conversations 1 

and (b) make sure that both of us, both teams, you know, all the 2 

groups that are doing any sort of LiDAR guns or any sort of 3 

observations, we're all doing it on the same page and doing it 4 

correctly so we don't have false positives or false negatives. 5 

Q. No, I'm glad you said that because it's on the record, so I'm 6 

going to hold you to it once this transcript's public because I 7 

think that, you know, continuing to work together with them and 8 

getting on the same page is how you're going to get those numbers 9 

in the same range, so that's great, Tim.  With the interaction 10 

that you have with the board, I know you make board presentations, 11 

you've got, you know, your presentation that you get to make 12 

during those board meetings, there's a new chair of the board -- 13 

A. Yeah. 14 

Q. -- and with the SHE (ph.) committee, can you describe what 15 

type of information you provide to the SHE committee and also to 16 

the board? 17 

A. So we are in the process of revamping how we present to the 18 

board.  In the past, we had kind of a process established, based 19 

on the previous board chair, on how we present information and 20 

what information we would present and from both sides, you know, 21 

from us presenting it and also us collecting it, it wasn't really 22 

a smooth process, it was a lot of rushing at the 11th hour trying 23 

to get the presentations built.  Going forward, we have instituted 24 

where every month the board gets a report that simply shows, you 25 
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know, where we're at based on back to our metrics, back to our 1 

KPIs, excuse me, that come out of the transit safety plan.  And 2 

then anything that is above our goal is notated, you know, kind of 3 

what occurred, where we're at and so on.  And that's a month -- 4 

there's a month lag, so you know, December's data, for example, is 5 

you get your data up until December 31st, January's meeting is in 6 

January and so you get -- so the board will get December's data in 7 

February and then the following month, the March meeting, then we 8 

go into more detail on, you know, what we're doing, you know, how 9 

-- the incident that -- the types of incidents that occurred with, 10 

you know, where we missed our targets, how are we going to 11 

mitigate against those targets and try to drag those targets down.  12 

 Additionally, at the board we also go forth and discuss, you 13 

know, things that are proactively going on that we're doing, so in 14 

December we discussed a bus intersection pilot that we're working 15 

on to help look at intersections and how we are going to help 16 

prevent incidents at intersections.  In January we took a look 17 

back at the SRM process and what we did overall for SRM and how 18 

we've made our self a safer agency by that process over the past 19 

year and how we will continue.  Additionally, when we have more 20 

serious incidents and accidents, those then also get presented at 21 

the board meeting so, for example, we had an issue on the Red 22 

Line, the -- last week where they were attempting to couple two 23 

trains because a train broke down on a hill and it was not 24 

successful and it resulted in a train rolling back, it resulted in 25 
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evacuation to the right of way and so that was discussed and 1 

presented at the board meeting because it was -- it was either 2 

serious or had potential to be serious and in this case, you know, 3 

when we're trying to couple and the train rolls back, that's 4 

pretty serious, so -- especially when it requires an evacuation to 5 

the right of way.  So those are the types of things that then get 6 

escalated up to the board level for their awareness because it's 7 

something that they may get questioned on by people at their -- 8 

they know that they're on the board. 9 

Q. Tim, thank you.  In the -- I'm glad you mentioned the Red 10 

Line, the Red Line from -- you know, that's kind of a topic of 11 

earlier today, also.  And I think that leads to my last question, 12 

which is the relationship with the MassDOT safety offices, office, 13 

has that changed since the derailment?  Is there more interaction? 14 

A. I mean, we do interact so, you know, it's -- going back to 15 

when I took over this role, the MassDOT safety office was a very 16 

interesting group because I feel that it was built as a result of 17 

a different time.  It was instituted and it was started because we 18 

had numerous incidents, we had a fatality on the Red Line at 19 

Broadway station in 2022, I believe it was.  We had -- the SMI was 20 

hot and heavy and things just weren't jiving, and so the MassDOT 21 

safety office was created and it seemed to help, you know, deal 22 

with the fact that, to an extent, MBTA safety was not as effective 23 

as it should have been and as we progressed, Phil Eng came in, the 24 

general manager, he made some changes after being here for a 25 
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little while and put in people in various roles that had that 1 

knowledge and understanding and that drive to be able to make 2 

change and to make the agency safer.  And then those people, 3 

myself, Ryan, and others, we then put people beneath us that also 4 

could help drive change and make things safer. 5 

 You know, I talked about earlier how I created an entire 6 

level that really wasn't there to manage safety from the various 7 

components, Ryan reorganized his team in a way, creating the 8 

executive director of light rail and separating light rail from 9 

heavy rail and making those types of changes, as well, so we made 10 

changes.  So looking back at what my interpretation of the intent 11 

that MassDOT safety really came out of, we were in a very 12 

different situation than we are. 13 

 We have weekly -- we had biweekly meetings with MassDOT 14 

safety chief safety officer, both at a one-on-one perspective as 15 

well as with the GM and really tried to see, you know, how do we 16 

all fit together and, you know, kind of that tug-and-tow, that 17 

rope pull of who's involved and for what.  As we've grown, we've 18 

figured out where we may have the ability to work together and we 19 

have since stood up a senior accident review committee that 20 

involves senior people from MBTA safety, as well as MassDOT 21 

safety, to really help build out those incident reports and 22 

incident investigations, then drive some of the change even 23 

further, and that's what we're doing. 24 

 MR. FRIGO:  Thanks, Tim.  I don't have any further questions, 25 
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thank you. 1 

 BY MS. LeGROW: 2 

Q. Kate LeGrow, L-e-G-r-o-w.  Tim, I only have one or two 3 

questions and actually, they flow into each other.  Has the safety 4 

department started to interact with the training department to 5 

review the components regarding over-speed when people are 6 

trained? 7 

A. Yes.  Among other things, but yes, we have -- we have been 8 

interacting with training on a variety of issues, as we see again, 9 

as information comes, when we do incident investigations, we see 10 

where things may be lacking and many times, you know, it's very 11 

easy to blame the individual for speeding or the individual for 12 

that rule violation. 13 

 It's a lot harder to look at these things systemically and -- 14 

but unfortunately, that's where you need to -- the only way you're 15 

going to drive change is to look at the incident systemically and 16 

what is the underlying systemic issue, is it training, is it 17 

supervision, is it -- is it, you know, people are being rushed, 18 

what are the systemic issues and how do we drive those systemic 19 

issues down, and we've had those conversations and those 20 

discussions with operations, with training, to help drive some of 21 

these changes that need to happen and we have made changes to 22 

various -- we've added training programs that previously didn't 23 

exist because we need to help drive that systemic change and not 24 

just say hey, Tom Jones violated that rule, let me discipline him, 25 
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because that's not going to solve a systemic issue. 1 

Q. I have one follow-up question.  As safety looks at their data 2 

in regards to over-speed, are they looking at length of service?  3 

We've had a lot of new employees over the last year or so, are we 4 

looking at length of service of the violators? 5 

A. So that is something that we've started to look at and it's 6 

not just for over-speeds, but for everything. 7 

Q. Yeah. 8 

A. We look at -- we look at that -- that's one of the important 9 

things to look at is not just length of service, but length of 10 

service in that role because somebody could have 20 years of 11 

service and for 18 years they were a car cleaner and then they 12 

decided you know what, I'm going to get my hand at the controller 13 

and if you just look at length of service at the MBTA, oh, they've 14 

got 20 years' experience, but they only have a year or two as an 15 

operator. 16 

Q. Yeah. 17 

A. And so that's also important to be looking at, it is 18 

something that we've started to dive into.  There are so many 19 

directions to go when looking at an incident and looking at the 20 

data -- 21 

Q. Yeah. 22 

A. -- and it's really -- a lot of it is let me pull on this 23 

string and see what comes out of it, oh, okay, I get this, you 24 

know, let me go over here, pull on this string and figure out 25 
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which strings to pull on to dive down and see okay, what are the 1 

systemic underlying issues.  You're right, we have an awful lot of 2 

newer operators, you know, newer operators, they're the ones that 3 

they tend to make mistakes.  Operators that have been around for a 4 

while, they're the ones that tend to know where can I cut the 5 

corner, and so you got to look at -- you got to look at all of 6 

those issues to really determine where you need to go and what 7 

corrections you need to make. 8 

 MS. LeGROW:  Thank you for your time today. 9 

 BY MR. RICHARDSON: 10 

Q. All right, Shane Richardson, NTSB, I just have one question 11 

for you on this round.  If you could list your three biggest 12 

compliance failure categories that you're seeing in the field, 13 

what would they be? 14 

A. When I look at -- when I look at in the field, it's -- it's 15 

hard to say three specific compliance categories that I have 16 

concerns with, but I can say the things that keep me up at night 17 

and the things that keep me up at night are, you know, speed and 18 

potential over-speeds.  Things that keep me up at night are people 19 

that are potentially anticipating signals, and the third thing 20 

that keeps me up at night is, unfortunately, not something that we 21 

can do much about, is the general public, is -- we do have street 22 

running track, we do have intersections on the Green Line and, you 23 

know, you can't -- you have no idea what somebody's going to do.  24 

The first week I was -- I'm sorry, the second week I was in this 25 
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position, the first week I was officially, permanently in this 1 

position and not acting, we had a Green Line trolley derail on the 2 

B Branch, I believe it was, and I said how did that happen, how 3 

did we derail on the crossing, and here I'm thinking okay, you 4 

know what, was there debris on the crossing, what occurred, and 5 

that was caused because a motorist decided to make an illegal left 6 

turn in front of our train and because these trolleys are so 7 

light, the front nose of the trolley rode up on the wheel and 8 

fender of the car and lifted it off the track. 9 

 Those are the things that keep me up at night because I have 10 

no control over that motorist and that's why we have to do things 11 

to help mitigate against that.  You're never going to be able to 12 

control the motorist, but you can do things like, you know, making 13 

crossings more visible and making sure that even the operators --14 

talking about having a head on a swivel at those crossings.  So I 15 

would say those are the three things that keep me up at night are 16 

speeding, anticipation of signals, and the general public on the 17 

road. 18 

Q. So sounds like GLTPS would get you a lot more sleep. 19 

A. I'm sure there will be something else that will keep me up at 20 

night once GLTPS comes in. 21 

 (Laughter.) 22 

 MR. LESNIAK:  But, again, it's all about lowering the risk 23 

profile and GLTPS will lower that risk profile quite a bit.  And 24 

that's what we need to keep doing. 25 
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 MR. RICHARDSON:  Right.  That's all I have. 1 

 BY MR. LAVALLEE: 2 

Q. Scott Lavallee, L-a-v-a-l-l-e-e, NTSB.  Tim, just for the 3 

general public, since this docket does go out to the general 4 

public, we've mentioned a lot about -- you mentioned PTC earlier 5 

on the freight side, Positive Train Control, we mentioned GLTPS, 6 

Green Line Train Protection System, for the benefit of the general 7 

public who may read this transcript, there are several other lines 8 

that the MBTA runs other than the Green Line.  Do those other 9 

lines employ some sort of train protection system, some sort of 10 

transmission-based train control? 11 

A. So those other lines do have train protection systems for the 12 

operation, the Red and the Orange Line do have signals and cab 13 

signals that prevent that and signal protection.  The Blue Line 14 

has trip stops to be able to basically actuate a trip cock to stop 15 

a train should it overrun a signal.  So the Green Line is really 16 

the only line that does not have this type of protection and 17 

that's simply because of the design of it. 18 

 We don't have an overall system on the Green Line because 19 

you're in very different territories.  On the B and the C Branch 20 

you're running in medians of streets where you're dealing with 21 

traffic signal coordination, traffic preemption.  On the D Branch 22 

you're running on a historic railroad right of way that got turned 23 

into a transit system, again, very different.  On the E Branch 24 

you're in the median of a street and then you're running alongside 25 
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with street traffic, which is even more crazy as you try to, you 1 

know, have people interacting with that trolley and having to run 2 

across the street in front of people to get on the trolley.  Then 3 

you get in to the central subway, you're down in the tunnels and 4 

you're in a very narrow area down in the tunnels, you come -- with 5 

an old system, you come out north of -- north of North Station and 6 

you're on brand new track of GLX, which has a more modern signal. 7 

 So the Green Line is a lot of different things that are all 8 

intertwined together to be able to control the movement of trains 9 

and so yes, GLTPS, that will solve a lot of the issues surrounding 10 

it and it will really close that gap of the -- part of the system 11 

that's not correctly controlled. 12 

Q. So a unique line offering unique challenges needing a unique 13 

system of train control -- 14 

A. Yes. 15 

Q. -- fair to say? 16 

A. Yeah, absolutely. 17 

Q. Last thing, Tim, across all modes of transport where you have 18 

the human interaction, human operating machines, distraction can 19 

oftentimes be identified as at least a contributing factor when we 20 

have human interaction with machines.  From what you've seen with 21 

your time at the MBTA, is human distraction, either by electronic 22 

devices or otherwise, is that an issue on the MBTA as far as 23 

you've seen? 24 

A. It's an issue everywhere, like it's so easy to get 25 
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distracted, you know, especially if you're used to doing the same 1 

thing.  You're coming into a station and a person who is standing 2 

on the tactile strip or, you know, close to the stairway going 3 

down into the pit, that's a distraction right there.  "Okay, I'm 4 

paying attention to that guy, what is he doing, why is he there?"  5 

You're on street running, there's a lot of distractions there and 6 

not just by the operator, but everybody else that's interacting 7 

with that street, the bus, the busses, the motorists, the 8 

bicyclists, the pedestrians, those are all distractions, you know, 9 

the -- as you're going down the track on the B Branch and the 10 

squirrel that runs across the track, that's a momentary 11 

distraction.  Now, it depends on how big the distraction is, but 12 

again, we have all of these distractions all the time and we need 13 

to drive those distractions down, but you're never going to 14 

eliminate distractions because we're in a world full of 15 

distractions. 16 

Q. It's a fair point.  And that being said, in the modern world 17 

with modern distractions, things on somebody's mind, doesn't even 18 

have to be, you know, a physical distraction, could be a mental 19 

distraction, would a system of train control with GLTPS, would 20 

that be the "end-all/be-all that's what we need" or is that 21 

really, in your opinion, a safety net for an overarching safety 22 

program of rules compliance? 23 

A. GLTPS, just like PTC, is a safety net.  We should not be 24 

relying on the operator of the train to rely on GLTPS because the 25 
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operator of the train should be able to operate that train in 1 

accordance with the rules and if they go outside in accordance 2 

with the rules, then the safety net should launch.  It's important 3 

to have safety nets and, you know, every net isn't going to catch 4 

everything, you know, we have GLTPS, we have -- we have a system 5 

to verify speeds, we have supervisors out in the field and all of 6 

these things, adding all these things together, that's what 7 

creates a safe system, that's what makes it so that we don't have 8 

anywhere where things can get through and when things do come 9 

through, then we have the investigation process and the safety 10 

review process that we then can look at okay, what happened, what 11 

mitigations do we have to put in place and how do we correct this 12 

so it doesn't recur. 13 

 MR. LAVALLEE:  Thank you, Tim, I have nothing further.  Thank 14 

you. 15 

 BY MS. GOMES: 16 

Q. Alicia Gomes, G-o-m-e-s, MBTA, Light Rail Operations.  Just 17 

one question for you, Tim.  You spoke earlier about the increase 18 

in LiDAR audits, scheduled and unscheduled, that we've been doing 19 

and you also touched a little bit on some of the challenges that 20 

we've been facing or faced before regarding audits done by our 21 

state safety oversight, the DPU.  Do you know if there's been any 22 

initiatives between safety, operations in the DPU to do things 23 

like joint audits so that we can help to ensure that we're all on 24 

the same page on some of the -- on how the audits are conducted 25 
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and also how we interpret the operating rules or how, you know, 1 

the field personnel interpret those? 2 

A. Yeah, so we've had numerous meetings and conversations with 3 

DPU and whatnot over audits, we've had discussions.  I know the 4 

chief operating officer and the director of DPU have been out 5 

doing joint audits and, you know, we encourage that because we've 6 

had people doing joint audits at the supervisory level, as well, 7 

and those things are important, as well, because that helps 8 

multiple fronts.  It helps DPU and/or us see how the other group 9 

does those audits and what they're looking for, it helps hold 10 

everybody accountable that we're doing them properly, and it opens 11 

up the conversations. 12 

 It's important that we have an open dialogue between the 13 

state safety oversight agency and the MBTA.  When I first took 14 

this role and Ryan Coholan took his role as chief operating 15 

officer, one of the first things we did is what we did on the 16 

railroad side, we had a lot of issues that could be rectified 17 

simply by a phone call but instead, we were sending documents and 18 

paper back and forth, and so we instituted that with DPU where we 19 

have a weekly meeting with DPU to deal with some of those 20 

underlying concerns that we then can get rectified before it 21 

becomes a huge misunderstanding or paper being sent back and 22 

forth.  Yes, sometimes it doesn't work out that way, sometimes, 23 

you know, we do send a letter here, back and forth, that comes 24 

back and forth, but ultimately those sessions are built so that we 25 
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can workshop things and work through things so that we can all 1 

become better agencies together. 2 

 MS. GOMES:  Thank you, no more questions. 3 

 MR. CULP:  Steven Culp, C-u-l-p.  Tim, I thank you for your 4 

time today and your candor, no further questions. 5 

 MR. MARCASSOLI:  Steve Marcassoli, M-a-r-c-a-s-s-o-l-i, DPU, 6 

no further questions. 7 

 MR. FRIGO:  Ryan Frigo, F-r-i-g-o, MassDOT.  Tim, thank you 8 

again for your time and I appreciate your patience with all my 9 

questions, thank you. 10 

 MS. LeGROW:  Kate LeGrow, L-e-G-r-o-w, no further questions 11 

and thank you for your time. 12 

 BY MR. RICHARDSON: 13 

Q. All right, just a few follow-up things to close this out.  Do 14 

you have anything you would like to add that wasn't asked in the 15 

interview? 16 

A. I'll say the only thing that I have to add is when we have -- 17 

when we have issues that occur, when we have incidents, we need to 18 

investigate them and work through them so that we can get better 19 

and prevent them from occurring, this is all part of the process 20 

and I'm really grateful that you guys are here to, you know, help 21 

work through that process and come from seeing it at that 22 

perspective, as well. 23 

 MR. RICHARDSON:  All right, if we have any follow-up 24 

questions, do you mind if we contact you? 25 
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 MR. LESNIAK:  That would be fine. 1 

 MR. RICHARDSON:  All right, so on behalf of the NTSB, I'd 2 

like to thank you for your time and cooperation. 3 

 (Whereupon, the interview concluded.) 4 
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