
 

 

RTD EAGLE Project Oversight Commitment  

December 14, 2018 

Part 1 – Executive Summary 

The Regional Transportation District (RTD) is the railroad owner of record for the RTD 
Commuter Rail system (RTDC). RTD entered into a Concession Agreement with Denver Transit 
Partners (DTP) to design, build, finance, operate, and maintain the EAGLE Project, which is 
comprised of the University of Colorado A Line, G Line, and B Line.  

The purpose of this document is to provide RTD’s oversight commitment to supplement and 
support the RTDC provided plan developed by DTP in conjunction with RTD to illustrate the 
specific actions RTDC intends to take to ensure continued compliance with the FRA waiver 
conditions. RTDC’s plan focuses on the crossing warning time issue, in response to the FRA’s 
letter to RTD dated November 15, 2018 in Docket Number FRA-2016-0028. RTD’s further 
commitment includes the following sections:  

• Part 2 identifies RTD-specific roles and responsibilities in oversight of the Eagle 
Project, in particular, the issues identified in FRA’s November 15th  letter; 

• Part 3 describes RTD’s plan to independently analyze the crossing warning time 
data provided by DTP; 

• Part 4 outlines RTD’s plan to address the FRA’s concerns beyond the crossing 
warning times; and 

• Part 5 explains RTD’s continued process to oversee DTP’s operations and 
maintenance of the RTDC pursuant to the Concession Agreement.  

Part 2 – RTD Roles and Responsibilities 

RTD’s Mission Statement is to “Meet our constituents’ present and future public transit needs by 
providing safe, clean, reliable, courteous, accessible and cost-effective service throughout the 
District.” Our dedication to safety is our number one goal. RTD is committed to ensuring that 
DTP and RTD will follow through on their portions of the Plan. This commitment starts with our 
General Manager and CEO along with our Senior Leadership Team. 

As outlined within this commitment, RTD continues to demonstrate our desire to comply with 
the regulations surrounding commuter rail. Our Senior Leadership Team will meet weekly with 
DTP to track progress and reevaluate each task in order to determine if we are getting the 
results that we need. We plan on breaking down the system into discrete projects and tackling 
each one individually. We realize that some of the solutions may solve more than one 
shortcoming. By looking at each crossing and the unique characteristics, we should be able to 
guide DTP to prioritize their efforts. RTD plans on evaluating the data independently from DTP 
and then comparing the results (discussed further in part 3). The graphic below outlines our 
thought process. 
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Project Management 

 

The table below lists the key members of the Oversight Team. These individuals and their staff 
are committed to supporting this project and satisfying the requirements of the FRA.  

 

Role Name Title Organization 

Owner Executive 
Committee Member 

David A. Genova General Manager and CEO RTD 

Owner Sponsor Henry 
Stopplecamp 

Assistant General Manager, 
Capital Programs 

RTD 

Operations Oversight  Allen Miller Deputy Assistant General 
Manager, Commuter Rail 

RTD 

Design-Build Oversight Joe Christie EAGLE Project Director RTD 

Data Analysis Project 
Management 

Jeff Whiteman Systems Project Manager LTK 

 

Identify the 
Problem

Formulation 
and Preparation

ImplementationMonitoring and 
Evaluation

Verification
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Part 3 – RTD Data Analysis 

RTD has analyzed some of the crossing data manually to see if there was enough usable data 
to make informed decisions. We have discovered that it is time consuming to filter out the 
excused events and determine the dwell time at the stations. With that said, RTD plans on 
reviewing the ongoing daily data to identify the common factors causing additional gate down 
time. Through our exercise we have been able to focus on a few key elements and eliminate 
some of the activation scenarios.  

RTD has analyzed existing data for the A and G Line crossings in order to identify root cause(s) 
of the long warning times at these crossings.  The root cause analysis will need to be as specific 
as possible for each crossing, including direction of travel, if there is a station stop on the 
approach, if there are overlapping approaches, whether it is caused by the CTWS or WCAS, 
etc.  Once the technical solutions have been applied, RTD will further analyze the data to 
determine the actual performance improvements needed, and the next steps to be 
evaluated. This process will be repeated until the system is operating at the desired 
performance levels. 

At a high level, the crossings can be broken down into NB or SB moves with WCAS on or 
Conventional controlling the crossings. Next step is to determine which scenario is causing the 
additional time and then perform a root cause analysis. We will prioritize the effort on the 
quickest, biggest impact and identify available solutions and develop the strategy going 
forward, and will coordinate our efforts with DTP.   

RTD’s goal is to work in parallel with DTP’s process and use our work to provide checks and 
balances to DTP’s recommendations and potential solutions. 

 

Part 4 – Response to FRA Concerns Other Than Crossing Warning Times 

The RTD Oversight Team will also be responsible for ensuring that all of FRA’s concerns in 
addition to crossing warning times have been addressed. As stated in the FRA November 15th 
letter: 

• “Recent FRA inspections have found that neither the WCAS nor the CTWS consistently 
provide warning times within the acceptable ranges allowed under the waiver.  For 
instance, during the week of August 13, 2018, FRA inspectors identified 63 instances of 
warning times outside the acceptable ranges allowed under the waiver.  Of those 63 
instances of noncompliance, 53 involved warning times provided by the WCAS with 
RTD's PTC system active, and 10 occurred when the PTC system was cut out and the 
CWTS was activated.” 

• “Failure to perform proper route and indication locking tests as required by 49 CFR § 
236.379.” 

• “Noncompliance with FRA's locomotive engineer qualification and certification 
regulations.” 
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• “Block signal application which, if implemented, would correct the safety issues 
associated with RTD's noncompliance with 49 CFR § 236.301.” 

• “Since 2016, FRA has initiated enforcement action on over 1,000 identified defective 
conditions involving RTD's operations and infrastructure.” 

RTD has been working well with the FRA Local, Regional and Headquarters staff over the years 
and this commitment will continue. As part of this commitment, RTD Senior Leadership is willing 
to meet with FRA Headquarters staff in Washington D.C. each month, or such other time, until 
the RTDC meets FRA’s expectations. In addition, the RTD Eagle and NMRL project teams 
currently meet with your Local and Regional Teams on a regular basis.  

Part 5 – Oversight of the Concession Agreement 

As mentioned above, RTD has contracted out our operations and maintenance to DTP. RTD is 
the Railroad of Record and takes this role very seriously. RTD has varied contractual oversight, 
performance monitoring and contract management responsibilities ranging from annual budgets 
and special event service plans to the day-to-day oversight of service performance and 
maintenance of the RTDC.  This document reviews some of the practical day-to-day oversight 
activities that are required during revenue operation, including those mechanisms critical to 
calculating monthly service payments to DTP, managed by the RTD Commuter Rail Oversight  
Team (RTD Oversight). RTD’s commitment to appropriate oversight within the parameters of the 
Concession Agreement will continue to improve as commuter rail operations expand and continue.  

The cardinal goals of RTD Oversight are to ensure that our patrons are moved safely and 
efficiently, that the public is kept safe, and that the workforce is protected through safety 
standards compliance. The next objective of RTD’s oversight - beyond ensuring safe, reliable 
service - is to ensure that each month’s availability payment reflects DTP’s actual performance.   
A further objective of the oversight is to ensure that DTP meets the other contractual obligations 
of the Concession and Lease Agreement between the two parties.   The final objective is to 
provide a framework for collaboration and partnering between RTD and DTP for their mutual 
benefit.   

RTD Oversight consists of the organization outlined below and several outside consultants that 
perform track, signal and OCS work: 

. 

 

 



Page 5 | RTD EAGLE Project Oversight Commitment 
 

 

 

Performance audits conducted by the RTD Commuter Rail Oversight Team assess the State of 
Good Repair, Planning, Training and Implementation of the Department Programs in accordance 
with Federal and State Regulations, Engineering Standards, and the Concessionaire Agreement 
and Attachments.  The results from the audit work determine whether the Department and 
Programs are accomplishing their purposes, whether they can do so with greater efficiency and 
economy, and whether there are deficiencies and areas of improvement needed.  

RTD’s Commuter Rail Oversight Team conducts such performance audits in accordance with the 
International Standard ISO 19011, “Guidelines for Auditing Management Systems.” Those 
standards require that the Team plan and perform the audit to obtain sufficient, appropriate 
evidence to provide a reasonable basis for their findings and conclusions based on the audit 
objectives. The Team believes that the evidence obtained provides a reasonable basis for the 
findings and conclusions based on the audit objectives. Members of the performance audit team 
have appropriate expertise in the disciplines appropriate to the audit.  

 

A. Signal, Track and Roadway Worker Protection Audits 

RTD constantly performs independent signal, track and roadway worker protection audits of the 
various Departments of our Concessionaire, DTP. When deficiencies are noted, RTD issues 
corrective action documents specifying deadlines for response. These performance audits include 
the following objectives: 

• Determine the level to which the applicable Department has implemented the Code of 
Federal Regulations (CFRs) which govern the rules, standards, inspection, 
maintenance and repair of these systems and programs. 

• Determine the level to which the Department has implemented the CFRs, the response 
to credible reports, efficiency testing, and training as basis to gauge compliance. 
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• Determine if the Department Program and Engineering Standards are in compliance 
with applicable CFRs. 

• Determine the level of Training and knowledge of Department Staff. 

Purpose 

The purpose of RTD’s oversight audits is to determine if DTO / RTDC has been effectively 
implementing their Engineering Plans in accordance with CFRs.  In general, the audits determine 
the level to which the DTO / RTDC’s State of Good Repair is in keeping with Good Industry 
Practices.   

Audit Methodologies 

To accomplish these objectives, RTD’s Commuter Oversight Team uses the following 
methodologies: 

• Conduct multiple interviews with Department staff to review authority, responsibilities, 
training, planning, and work prioritization. 

• Review state and federal law, regulation, and rules. 

• Review Plans and Programs for the Department. 

• Review all documents provided relating to the audit scope. 

• Test the Department’s Plan and Program against FRA Regulations, documentation 
provided, interview data, training provided, and Good Industry Practices by conducting 
field audits of select signal houses. 

It is the aim of RTD’s audits to provide comments on areas that are performing well, provide 
insight to areas where there are deficiencies with prompt response by the Concessionaire, and 
provide recommendations to enhance and improve the overall Department. 

Audit Scope 

RTD’s Commuter Rail Oversight Team audits focus on risk areas identified during field 
assessments.  The first area of focus consists of field inspections.  The second area of focus is 
inspections and findings.  The third area of focus is a review of safety and maintenance 
procedures as related to the Plan, Engineering Standards and FRA regulations.  The fourth focus 
is to review the current training plans and qualifications of employees to determine if the 
qualifications reflect the individual’s assigned duties.  

 

B. Overhead Catenary Audit 

RTD’s performance audits of the overhead catenary system include the following objectives: 
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• Determine the level to which the Department is inspecting the OCS system in accordance 
with Engineering Standards, Infrastructure Maintenance Plan and the Concessionaire 
Agreement. 

• Determine the level to which the Department has maintained all the functional elements 
of the OCS system according to RTD Design Criteria.    

• Determine the level of Training and knowledge of Department Staff. 

Purpose 

The purpose of this audit is to determine if DTO/ RTDC Traction Power Department has been 
effectively implementing their Infrastructure Maintenance Plan, Section 8, and Traction 
Electrification System.  In general, this type of audit determines the level to which the DTO/ RTDC 
Traction Power Department’s State of Good Repair is in keeping with Good Industry Practices.   

Audit Methodologies 

To accomplish the objectives, the Team completes the following methodologies: 

• Test the Department’s Plan and Program against the documentation provided, and Good 
Industry Practices by conducting field audits of the OCS on East and Northwest Corridors. 

• Review state and federal law, regulation, and rules. 

• Review RTD Design Criteria, Plans and Programs for the Department. 

• Review all documents provided relating to the audit scope. 

It is the aim of this audit to provide comment on areas that are performing well, provide insight 
to areas where there are deficiencies with prompt response from the Concessionaire, and provide 
recommendations to enhance and improve the overall Department. 

Audit Scope 

This audit focuses on risk areas identified during field assessments.  The first area of focus 
consists of walking field inspections conducted by an RTD OCS Inspector of the East and NWES 
Corridors.  The second area of focus is review of all OCS inspection reports in accordance with 
departmental maintenance plans.  The third area of focus is a review of safety and maintenance 
procedures as related to the Infrastructure Maintenance Plan, Engineering Standards and NESC 
regulations.  The fourth focus is to review the current training plans and qualifications of Traction 
Power employees to determine if the qualifications reflect assigned duties.  

 
C. Daily Report Audit 

RTD’s Oversight Team audits the Daily Report generated each day concerning the performance 
and issues facing the RTDC. Items of concern could be PTC related issues, trespassing issues, 
Accidents and other related matters. RTD staff endeavors to obtain clear answers to these matters 
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and enforce the Concession Agreement according to each situation, and document findings and 
corrective actions taken to remediate these types of issues. 

 

D. RTDC Decertification Audit 

Each month RTD Oversight Safety and Security collects metadata concerning decertification of 
operators, causes and results, while maintaining Personally Protected Information of each Denver 
Transit Operator employee. 

  

E. Equalizer Beam Audit 

This ongoing audit by RTD Oversight reviews the weekly and monthly logs and progress 
concerning the Equalizer Beam Replacement schedule of the RTDC Hyundai Rotem Fleet. 

 

F. Station Availability Audit 

This is an ongoing semi-monthly audit that checks for station safety and compliance with the 
Concession Agreement as well as local, state and federal requirements. 

 

G. Efficiency Checks 

The RTD Oversight Team is currently establishing an Efficiency Check Program which will provide 
spot audits of a wide variety of elements of the RTDC from employee knowledge and performance 
to State of Good Repair. This Program will be fully implemented by June 2019. 

 

H. The QMO (Quality Management Oversight) Operations and Maintenance Module 

RTD Oversight is currently working with Parsons to enhance the auditing and reporting processes 
between RTD and DTP via the QMO module. To this end this team is developing the Operations 
and Maintenance Module of the QMO. This system of reporting defects and findings is familiar to 
the DTP organization and by developing the O&M Module, the Oversight team will be able to 
present findings in a more productive and familiar method. It is anticipated that the O&M QMO 
will be established and functioning by March 2019. 

 

I. Other Oversight Audits and Observations 

RTD’s Commuter Rail Oversight Team conducts a wide variety of additional audits and ongoing 
observations: 
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• Train and car compliance/Rolling Stock Availability 

• Schedule and On-Time Availability 

• Operations Control Center Performance 

• Monthly Invoicing Audit 

• Traction Power Audit 

• Contract and Document Maintenance 

• Preventative Maintenance Records Review 

• Customer Complaints 

• Shop, Yard and Right of Way Inspections 
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