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Session 19
Risk-Based Inspection Panel Discussion: 

Lessons Learned

Facilitator: Cyrell McLemore, FTA 
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RISK-BASED INSPECTIONS

Lessons Learned

Larry Barlow and Rebecca Zepeda
Valley Metro Rail 

Cameron Phelps and Kevin Chandler 
Ohio Department of Transportation

Daren Gilbert
California Public Utilities Commission

Robert N. Hanson
Commonwealth of Massachusetts Department of Public Utilities
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Safety Data Acquisition & Analysis 

Valley Metro 

Phoenix, Arizona



• Two rail modes – Light rail and Streetcar

• Three fleet vehicles

• 49 Kinkisharyo

• 10 Siemens

• 5 Brookville (Streetcar)

• 28-mile system 

• 3-miles of Streetcar

• Two extensions are under construction

• Northwest Phase II – Spring 2024

• South Central / Downtown Hub – 2025 TBD

Valley Metro Rail System Overview
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Data Collection Overview 

• Operations Daily Activity Log 

• Activity Log Analysis 

• Enterprise Asset Management 
System 

• Tracking Logs

• Confidential Safety Reporting System 
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Operations Daily Activity Log 
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Daily Activity Log Analysis
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Enterprise Asset Management – Maintenance 

• Assists Valley Metro in 
maintaining a state of good 
repair

• Maintains a record of all 
assets in one place

• Preventative and scheduled 
maintenance

• Inspection records 

• Repairs and work orders
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1111 Asset Review – Track Switch  
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Asset Review – LRV
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GIS Tracking – Accident/Incident/Occurrences 



14

Confidential Reporting System 
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Safety Concerns Web Portal & Dashboard 
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Safety Concerns Tracking Log

• Method of reporting

• Safety Concerns in Detailed Writing

• Risk ranking using Military Standard 882E
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• All employees are made aware of

reported concerns 

• Mitigations that were implemented 

• Information listed and summarized 

You Spoke, We Listened
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Hazard Tracking Log
• Hazard ID #

• Date/Time/Notification

• Location of 
Hazard/Hazard/Findings

• Safety Risk Before Mitigation

• Begin Mitigation Process Date

• Expected Mitigation Close 
Date

• Safety Risk after mitigation

• Safety Assurance

• Date SSO received Final 
Investigation Report

• Date of Monthly Status 
Notification
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Safety Risk Management & 
Data Sharing with ADOT –

State Safety Oversight 
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Providing this information can help support ADOT’s risk-based inspections and oversite activity to and for Valley Metro

Working Together 
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Thank you 

Rebecca Zepeda
Valley Metro Rail
Safety Specialist 

rzepeda@valleymetro.org

Larry Barlow
Valley Metro Rail
Safety Specialist 

lbarlow@valleymetro.org

mailto:rzepeda@valleymetro.org
mailto:lbarlow@valleymetro.org


RISK BASED INSPECTIONS (RBI)

HOW TO MANAGE ACCESS
NOVEMBER 16TH, 2023 

Ohio Department of 

Transportation
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AGENDA

 Introduction

 Overview of GCRTA/Cincinnati/ODOT

 Access to Physical Assets

 Access to Data

 Access to Personnel/Executive Management
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INTRODUCTION

 What level of access is needed?

 How to work with your RTAs to 

ensure proper access is obtained.

 How to determine what data is 

relevant to your RBI and how to 

ensure you get the data.

Topics we will cover

 Cameron Phelps

Cameron.phelps@dot.ohio.gov

614.466.4558

 Kevin Chandler

chandler@vitalassurance.com

mailto:Cameron.phelps@dot.ohio.gov
mailto:chandler@vitalassurance.com
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ODOT

 Currently just under 3 FTE 

(Including Contractors).

 1 designated ODOT staff.

 Out of the Central Office.
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49 U.S.C. § 5329(K)(1)(B)

 A State safety oversight agency, in consultation with each rail 

fixed guideway public transportation agency that the State 

safety oversight agency oversees, shall establish policies and 

procedures regarding the access of the State safety oversight 

agency to conduct inspections of the rail fixed guideway 

public transportation system, including access for inspections 

that occur without advance notice to the rail fixed guideway 

public transportation agency.
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SPECIAL DIRECTIVE – SSOA REQUIRED ACTION

FTA-22-41-D004-ODOT

 Submit SSOA Program Standard and citation of Agency 

Safety Plan language for each RTA that the SSOA oversees 

that demonstrate comprehensive policies and procedures 

that address SSOA access to each rail fixed guideway

public transportation system for risk-based inspections, 

both with and without notice. These policies and 

procedures must be developed in consultation with each 

rail transit agency the SSOA oversees. 
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ACCESS TO PHYSICAL ASSETS

 Collaborative approach with RTAs to 

determine the appropriate level of access 

to each RTA’s physical assets. 

 Two Categories of Access

 Unsupervised Access – Public spaces within 

the rail systems.

 Supervised Access – Access to non-public 

spaces of rail systems.
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GREATER CLEVELAND RTA

 Mostly At-Grade system with 2 tunnels

 37 Miles of double track

 Both Heavy Rail and Light Rail Vehicles 

(27 Light Rail, 39 Heavy Rail)

 17 Substations

 52 Stations (34 Light Rail, 18 Heavy Rail)

 13 Departments

 Transit Police are county-wide 

authorized
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ACCESS TO PHYSICAL ASSETS

GCRTA

 ODOT will never intentionally violate 

GCRTA’s Agency Safety Plan. 

 ODOT Staff and Contractors badges.

 The Rail Yard, Central Rail Maintenance 

Facility, and Downtown Headquarters.

 Appropriate escorts in restricted areas.

 Substations and The Right of Way.
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THE CITY OF CINCINNATI

 Street-running system.

 3.6-Mile single track loop.

 5 Light Rail Vehicles.

 5 Substations.

 18 Stations throughout Downtown.

 4 Departments.

 Utilize the City Police.
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ACCESS TO PHYSICAL ASSETS

THE CITY OF CINCINNATI

 ODOT will never intentionally violate 

their Agency Safety Plan. 

 ODOT Staff and Contractors badges.

 Appropriate escorts in restricted areas.

 Substations.

 ODOT Badge gives full access to City Hall.
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ACCESS TO PHYSICAL ASSETS

ODOT

 ODOT contract staff (Vital 

Assurance) with an ODOT badge. 

 Central Office Entry.

 Vital Assurance represents ODOT 

and can act in ODOT’s authority.

 State staff and Contract staff are one 

in the same.
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CHALLENGES? SOLUTIONS?

 Badge Access Expired.

 New Tracking Method.

 Disagreements with Access.

 Collaborations with Executive 

Management.

 Staff Turnover (SSOA/RTA).

 Processes in place to ensure consistency.
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SPECIAL DIRECTIVE – SSOA REQUIRED ACTION

FTA-22-41-D002-ODOT

 Submit Program Standard and relevant documentation that 

demonstrate the SSOA has the authority and capability to 

inspect RTA activities, including infrastructure, equipment, 

records, personnel, and data.
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ACCESS TO DATA

 Collaborated with RTAs on what Data.

 Analyzed Data vs Raw Data.

 RBI Program will be guided by the 

Data.
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ACCESS TO PEOPLE

 Focus more on positive collaboration, 

not authoritative.

 Access to the Accountable Executive.

 Executive Management.

 Access to Contractors through 

Engineering Department.

 Access to Transit Police.

 Oversight over Security.
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ACCESS TO PERSONNEL

 At GCRTA, ODOT’s main conduct is the 

Safety Department.

 6 positions (1 vacant).

 ODOT has access and meets with all 

departments.

 At the City of Cincinnati, ODOT’s main 

conduct is the Chief Safety Officer.

 Transit Coordinator is the backup.

 Transdev is the Operations contractor.

 Full access to Transdev Management.



THANK YOU

 Cameron Phelps

Cameron.phelps@dot.ohio.gov

614.466.4558

mailto:Cameron.phelps@dot.ohio.gov


California Public Utilities Commission

CPUC Rail Safety Division
Rail Transit Safety Branch
CPUC Inspectors – Denial of Access

FTA SSOA-RTA Workshop

St. Louis, MO

November 14-16, 2023 

Daren Gilbert, Program Manager
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California Public Utilities Commission

CPUC Rail Transit Inspections 

• In 2008, the CPUC requested to add inspectors to its existing safety 

oversight program, which was approved by the CPUC, the Governor’s 

office, and the legislature.

• The CPUC’s first rail transit inspectors began in 2009, with the primary 4 

disciplines: Operating Practices, Signal and Train Control, Track, and 

Mechanical Equipment (vehicles). 

• Follows FRA model to deploy field inspectors to verify compliance with 

applicable state statutes and Federal and state regulations (General 

Orders).

• Badges and ID cards were acquired and issued, as well as testing 

equipment and vehicles.
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California Public Utilities Commission

CPUC Inspections

• Just after bringing the inspectors on-board, Branch management 
and Inspectors held meet and greets with each RTA to:

• Make introductions,

• Discuss initial forms and documents CPUC inspectors would use,

• Review initial inspector procedures for conducting various inspection 
types,

• Request RTAs make their employees aware of CPUC and our statutory 
authority and jurisdiction to conduct inspections, and

• Discuss RTA requests or concerns.

42



California Public Utilities Commission

(33)
Program Manager

(20)
Rail Transit Safety Section – Engineering 

 
 Program & Project Supervisor

(5)
Senior Utilities

 Engineer, (Specialist)
(5)

Senior Inspector

Operating Practices Inspector

Track Inspector

Equipment
Inspector

Signal and Train Control Inspector

(8)
San Francisco

 
Senior Utilities

Engineer, (Supvr)

Utilities Engineer

Assoc Govt Program 

Sacramento
 

Utilities Engineer

(6)
Los Angeles

 
Senior Utilities

Engineer, (Supvr)

Utilities Engineer

Public Utilities 
Regulatory Analyst IV

Rail Transit Safety Branch

(6)
Rail Transit Operations Safety 

Section (North)
 

Supervisor Operations and Safety 
Section

San Diego
 

Utilities Engineer

(5)
Senior Inspector

Operating Practices Inspector

Track Inspector

Equipment
Inspector

Signal and Train Control Inspector

(6)
Rail Transit Operations Safety 

Section (South)
 

Supervisor Operations and Safety 
Section
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California Public Utilities Commission

California RTAs Subject to FTA Regulations

• Bay Area Rapid Transit District (BART) – includes Oakland Airport Connector 

APM

• Los Angeles County Metropolitan Transportation Authority (LACMTA or Metro)

• North [San Diego] County Transit District (NCTD or Sprinter)

• Orange County Transportation Authority (OCTA or OC Streetcar) (currently 

under construction)

• San Francisco Municipal Transportation Agency (SFMTA or Muni) – includes 

Muni Cable Cars

• Sacramento Regional Transit District (SRTD)

• San Diego Trolley, Inc. (SDTI)

• Santa Clara Valley Transportation Authority (VTA)
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California Public Utilities Commission

CPUC Inspections

• Although the RTAs were informed about the inspectors as the 
request was made and approved, at the beginning, there were 
often issues with gaining access and cooperation by employees, 
as the inspection program was rolled out.

• The entire process was new to RTAs and their employees.

• Most had never seen a CPUC employee in the past, and some were 
now interacting directly with CPUC inspectors as part of the 
inspections.

• CPUC conducted unannounced inspections, sometimes during 
overnight hours. 
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California Public Utilities Commission

CPUC Inspections

• Early initial findings often identified failures by particular individuals 
or groups.

• This resulted initially in some resentment by employees.

• The first few years of the program were sometimes contentious 
with front line employees. 

• There were many examples in the first few years where RTA 
employees tried to limit inspector access or activities.
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California Public Utilities Commission

Access Denial Examples

• Just after the inspection program began, the CSO for one agency threatened 
to have CPUC inspectors arrested if they came to facilities unannounced.

• In a 2009 inspection an RTA employee at a maintenance facility tried to 
prevent an inspection, despite CPUC identifying itself and providing ID 
credentials, and made physical threats.  CPUC disengaged and reached out 
to a supervisor, who had security remove the employee from the facility.  The 
employee was suspended for 5 days.

• Spring of 2023, an Operations inspector was riding trains in the cab to observe 
the operators.  At one point an operator questioned the inspector and 
indicated she was not comfortable allowing that.  The inspector logged the 
incident and exited the train and inspected the following train/operator.  The 
operator had been subject of a prior inspection. 
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California Public Utilities Commission

Access Denial Examples

• RTA maintenance facility, unannounced inspection, October 6, 2013
• RTA employes informed one of our inspectors about a concern about the 

frequency of preventive maintenance (PM) of RTA vehicles and management’s 
recordkeeping intended to confuse mileage calculations for PMs.

• Staff planned an unannounced inspection at the maintenance facility to look 
into the matter.

• The Facility Director at the time was out in the field, and when informed came 
racing back to the shop, and took intimidating actions toward our inspectors and 
tried to prevent the inspection.

• Findings included not following blue flag safety protocols and threatening 
actions towards CPUC inspectors.

• A formal proceeding was initiated (I.14-01-005)

• Agency was fined $10,000, directed to correct the blue flag compliance issue 
and to have agency management work with CPUC management to resolve 
regulatory issues.
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California Public Utilities Commission

Access Denial Examples
• Recently, in 2022, an Operations Inspector was denied access two times in the 

same day: first by a station agent and then at the OCC.

• At one agency a new safety department employee mistakenly believed that he 
could prevent any inspection activities until someone from the safety department 
could be present.

• Recently an Operations inspector approached an operator and identified himself, 
and indicated he’d like to conduct a brief ride in the cab to conduct an inspection.  
The operator accommodated the CPUC inspector and called OCC to notify them 
of the inspector’s presence in the cab.  It was the controller at OCC that repeatedly 
questioned the operator about allowing the inspector in the cab.  The operator 
rightfully noted he was just informing OCC, not requesting permission.

• GO 172 (Personal Electronic device prohibition) compliance checks are sometimes 
denied.
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California Public Utilities Commission

Access Denial

Since CPUC has broad statutory authority to inspect facilities under CPUC 
jurisdiction, in all cases CPUC staff provided sufficient authorities to the 
RTAs early on, and simply contacted Safety Department to inform them of 
the denial.

• Inspectors are instructed to explain clearly their authority, identify the 
RTA employees involved, and record the denial on the inspection form.

• Inspectors are advised not to become confrontational with RTA 
employees.

• Work with RTA management to resolve.
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California Public Utilities Commission

Access Denial

The primary ongoing concerns relate to:

• Large agencies with large employee numbers, particularly as it relates 
to our Operations inspectors who interact with Operators (including 
riding in the Cab), station agents, and RTA control center staff, etc. 
some of which have not always provided access as required.

• Newer employees who may not have encountered CPUC in the past, 
and who may not recall initial training that should have included an 
orientation to regulatory inspections, and exposure to CPUC IDs/badges 
and background.

• GO 172 Compliance checks are a frequent source of employee non-
cooperation.

51



California Public Utilities Commission

Current Status of RTA/CPUC Inspections and Access

• Access denials are infrequent now but can still occur.

• RTA staff are now largely used to seeing, and occasionally encountering 
CPUC inspectors.  

• Since the program began in 2009, the RTAs and CPUC staff have 
developed a mutual understanding and the relationship between 
inspectors and RTAs is mostly going smoothly.

• CPUC Inspection teams and RTA managers and supervisors have 
become used to interacting and for the most part RTA personnel are 
comfortable interacting with CPUC inspectors and other staff.

• We are updating protocols under the RBI Special Directive for CPUC 
inspectors when confronted with access denials.
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California Public Utilities Commission

Daren Gilbert

California Public Utilities Commission

Daren.gilbert@cpuc.ca.gov
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Commonwealth of Massachusetts

Department of Public Utilities

Rail Transit Safety Division

MBTA March 2023 Systemwide Slowdown

2023 FTA SSOA/RTA Workshop

November 16, 2023
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Agenda DPU Rail Transit Safety Division | November 16, 2023

DPU Strategy Shift

SSOA Program Development

Engagement/Collaboration

March 2023 Slowdown

Discussion / Q&A

In 2022, 214 million people traveled on the MBTA.  MBTA is the 

4th largest rapid transit system in the country.
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DPU Strategy Shift DPU Rail Transit Safety Division | November 14, 2023

On January 3, 2023, the Massachusetts Department of 

Public Utilities (DPU) created the Rail Transit Safety Division 
(RTSD).

• Previously, DPU’s Transportation Oversight Division –

which also oversees common carriers (bus, moving, 

and towing companies) in Massachusetts – housed the 
state safety oversight (SSO) program.

• In December 2022, there were 9.5 full-time equivalent 

(FTE) staff.

• In November 2023, there are 18.5 FTE, which is a near-

doubling in less than one year.

• Following a series of safety incidents and a 2022 Safety 

Management Inspection (SMI) by the FTA, DPU 

established the RTSD.

DPU’s RTSD oversees the safety of light and heavy rail 

equipment and operations of the Massachusetts Bay 

Transportation Authority (also known as MBTA or “the T”).

Boston’s South Station, home of the

DPU's RTSD, the designated SSO Agency.

Photo courtesy of MBTA
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SSOA Program Development DPU Rail Transit Safety Division | November 16, 2023

Targeted Objectives and Strategy: 

• Reduction of Fatalities/Serious Injuries 

• Zero National Transportation Safety Board 

(NTSB) investigations

• Ensure transparency in data reporting from the 

MBTA to the DPU

• Reduction of MBTA employee injury rates

• Reduction in MBTA rules violations

Identify the Workforce and Talents of the SSOA: 

• Workload assessment conducted

• Assessment determined staffing level need of 17 
FTEs, including consultant support, by July 2023

• Engineers

• Discipline experts of rail transit: Signals, Track, 

Power, Vehicles

• Compliance Officers

• Experts in investigation, oversight, compliance, 

and fact finding

Targeted 

Objectives and 

Strategy 

DPU

Engagement

MBTA 

Collaboration

Identify the 

Workforce/ 

Talents 
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SSOA Staffing Development DPU Rail Transit Safety Division | November 16, 2023

2022 Staff

2023 Additional Staff
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DPU Engagement DPU Rail Transit Safety Division | November 16, 2023

Field Engagement
DPU staff are:

• track-walking the MBTA’s entire heavy 
and light rail system;

• monitoring right-of-way worker 

protection practices to keep MBTA 

employees, contractors, and 
customers safe; and

• reviewing procedures: operations, track 
inspections.

Investigation
All RTSD staff are:

• performing root cause analysis of MBTA 
Safety events; and

• reviewing internal MBTA 

documentation.

Data Reporting
DPU is:

• focused on data-driven decision 
making;

• using data to develop an 

understanding of MBTA hazards and 
risks; and

• using data to perform probable cause 

analysis, review month-over-month 

trends. 59



MBTA Collaboration DPU Rail Transit Safety Division | November 16, 2023

On-Site Activity

DPU responds to all events that require a 

field oversight response, including all FTA-

reportable events.

DPU conducts weekly track walks reviewing 

personal protective equipment (PPE), 

infrastructure, and rules compliance.

Documentation 

Review

Requests for information that follow field 

engagement now require MBTA to review 

its material prior to submission to DPU.

Collaborative 

Meetings

DPU and MBTA meet weekly as an entire 

team and at the leadership level.
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March 2023 Background DPU Rail Transit Safety Division | November 16, 2023

In early March 2023, DPU personnel 

performed a track walk in an area not related 

to the FTA’s 2022 SMI. This section of track 

had a high number of speed restrictions in 

place. The purpose of the track walk was to 

confirm compliance with the MBTA’s Agency 

Safety Plan.

DPU track engineers identified numerous 

concerns. Following the walk, on March 6, 

2023, DPU issued a request for information 

for geometry inspections and associated 

speed restrictions to confirm that MBTA was 

aware of the poor track conditions.

MBTA provided reports on March 8 for both 

August 2022 and February 2023 with several 

urgent and priority conditions noted.

MBTA Geometry Inspection Results 
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March 2023 Walk Images DPU Rail Transit Safety Division | November 14, 2023

Photo depicting rail end 

batter

Photo courtesy of DPU 
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March 2023 Directives DPU Rail Transit Safety Division | November 14, 2023

DPU’s review of geometry reports found 71 Red 

conditions (requiring a 24-hour fix) and over 1,000 

Yellow conditions (priority conditions requiring an 

expedited response in accordance with MBTA 

standards).

As a result of the track walk and review of the 

geometry reports, DPU issued 6 directives 

concerning:

• Third Rail Insulators

• Electrical Boxes

• Headlights

• Personal Protective Equipment Briefing

• Priority 1 Track Defects

• Overshooting Platform

DPU also required MBTA to provide documentation 

on each condition identified in the geometry 

report to indicate it was complete.

A DPU track engineer examines running rail.

Photo courtesy of DPU Staff
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March 2023 Slowdown DPU Rail Transit Safety Division | November 14, 2023

On the evening of March 9, 2023, MBTA 

announced a “systemwide slowdown” due to 

track geometry defects, with global speed 

restrictions between 10 and 25 mph on all 

heavy and light rail lines.  For reference, 

normal speed varies by line but tops out at 40 

mph.

Global restrictions were lifted the following 

day, March 10, on the heavy rail lines (Red, 

Orange, and Blue).

On March 17, global speed restrictions were 

lifted on the Mattapan Trolley light rail.

On March 19, global speed restrictions were 

lifted on the Green Line light rail.

On all lines, block restrictions remain in place.

Trackwork at MBTA’s Wellington Yard

Photo courtesy of MBTA
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DPU Rail Transit Safety Division | November 16, 2023

DPU can be found online at www.mass.gov/DPU

To reach the RTSD by email, send a message to DPU.Rail@mass.gov

Thank you!

Photo courtesy of MBTA
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Questions?


