Meeting Minutes
SMRHS Proto Ops Committee
September 10, 2013
Invitees:

Norm Alexander

Ron Fritz

Tim Grover

Brenton MacDonald

Daryl Muck

Bob Schott

Ed Zeis

X = Did not participate

Purpose:

Review Proto Ops experience to date and discuss refinements and changes
Meeting Minutes:
Current Operations

Proto Ops – 9/6 Op session review

Staging and Layout Prep

Oakland Pier cars at 12th Street

The Train line-up doesn’t contain blocking instructions for 12th street yard about Oakland Pier cars.   Norm will update the Line-Up to include this info.    Other 12th Street job aids contain instructions for how to handle Oakland Pier cars, tho. 

Don’t flip waybills for cars behind hold cards

For Hold Cards and the car cards and waybills behind them: There is less confusion if the waybills are not flipped for cars that are being held at the industry it is spotted at.    It worked well at the 9/6 session.  MSP to do this when staging the layout.    

No Hold cards for Interchanges

Inbound cars from the few interchanges on the layout should be complete block swaps to match prototype practice.  However, Sweepers and Haulers have limits to how many cars they can pick up.   Same for handling these cars in other trains for forwarding to SLC or SF Bay.  We will try not using Hold cards for the interchanges and watch how this affects the number of cars the other trains can handle.  

Power Shortage in Desert Yard

Ask that contributed power stays the whole session.   Bob Rohwer feeling ill and going home early on 9/6 was an unusual situation.  Remind crew members at Safety Briefing about bringing power down early and getting it consisted.   Also add to op session invites, although people tend not to read the details in the text.
Ask members to bring power down early on Op Session nights.   It is OK to bring power down on Tuesday night and leave it at club so long as members understand this is done at their own risk.

Consider not assigning power to local switchers.   However, if a crew members selects a local job that already has a switcher they can substitute their own power easily enough if they want to.

Clearing the Digitrax Stack

We need to remember to do this early the night of the op session.  

Ops session notes

Telephones

Brenton will create a cheat sheet for how to use the wireless phones.

Op Session Crew

We had a crew of 15 I believe.  Bob Schott to make name tags for new people.   Brenton to let Bob know who they are.

. 

Annulled trains

Due to the sluggishness of the session 7 train on the line up did not run:

The annulled trains were: 

1) California Zephyr East

2) Keddie Hauler East
3) SLC Manifest East

4) Oakland Hauler West
5) Oakland Manifest West

6) California Zephyr West

7) GN Manifest East
Recovery:

Run all the trains highlighted above at some point before we stage the layout for the next session.  “Recovery Runs” of the Keddie Hauler and Oakland Hauler should include placing their inbound cars at the industry spots.     This sets things up in a “normal” state for the crew members who draw Keddie and West Oakland/Martinez switcher jobs next session.

Post-Meeting Additions:

Norm:  Thinking about it some more after outrmeeting, we really do need to run the two thru trains (Oakland Desert Yard to SLC, SLC to Oakland Desert Yard) before the next op session.   In the past, these were purely overhead moves to give the road crews 2 more trains to run.   Now that Oakland Pier is operational, these two trains haul traffic to and from Oakland Pier.   If we don't run these before the next op session, then Oakland Pier will be starved for inbound traffic.  
Norm ran the GN Manifest West, the SLC Manifest East and the Oakland Manifest West, so these three trains have been recovered.   

We still need to recover the Keddie Hauler East and Oakland Hauler West.
Issues:
Out of service mainline trackage (i.e. “operational situations”)

The session started with an interesting situation on the railroad.  Located at Bahia, on the westbound mainline was a work train addressing a wreck.  
Many crew members are still learning.  Introducing extra challenges at this point negatively impacts the ability to run a smooth session.   We will hold off on doing this until sessions always run smoothly and finish at a reasonable time.
Track Warrants

Wyatt dispatched using track warrants. 
MSP to not use Track Warrants at Proto Ops sessions.  These slow everything down and we are already challenged to finish our line-up by 10pm.  We really need FRS radios to make track warrants work well.
12th Street Yard

Unfortunately the inexperience of Daryl M in 12st yard bogged down the yard. From what I understand it was his first time in 12th street. This is not a job to begin learning how to classify cars. I should have paired him up with someone immediately form the beginning of the session. Thanks for hanging in there Ron and dealing with a rough yard job this last session. Half an hour into the session I moved Bob S into 12th street to help classify cars when I noticed things were not going well. It took 45min for the Oakland Extra West to make it out of the yard, mind you that it was already pre-staged and only needed power and a caboose. We as train masters really need to drive home the fact that Yard positions are not easy and experience is needed in order to work the yards efficiently. Any new yard operators need to be paired up with seasoned operators as conductors instead of counting on the yard master to be able to teach and pick up the slack. This is where I messed up prior to the start of the session. 

The magnetic labels are very helpful.  Bob will get back on making more of these.  Bob can see the definite need for the track improvements for 12th Street Yard.  Having access to more tracks and by having the proposed turnouts and crossovers would have made classifying much more efficient.

Getting trains out of 12th Street Yard continues to be a problem.  The new job aids were a help but perhaps more is needed.  Bob’s perception is that Yardmasters, when gazing upon a sea of freight cars, do not recognize trains that are ready or near ready in the same way as those people staging the layout.  Perhaps different job aids are needed to identify the work and prioritize train departure.  We should ask recent 12th Street Yardmasters for their input on this.

Bob will create additional magnets for each of the trains to be assembled by 12th Street and Keddie

We should always try to have 2 Operators and a Yardmaster at 12th Street.
Have the Trainmaster (or whoever stages the layout) do a hand-off to the 12th Street yardmaster before the session starts.   Go over what cars are in the yard, what’s on each track, the sequence to trains to build, etc.   

Ensure a new yard operator is paired up with an experienced yard operator.  
Dispatching and Proto Ops

Wyatt got frustrated with dispatching and when mainline traffic all but died due to the lack of trains out of 12th street, I moved him in 12th street to be Daryl's pilot/conductor. I assumed the dispatching position. Again, do away with track warrants and this wont be an issue.

There is very little conflicting mainline traffic during a Proto Ops session.  Dispatching via CTC is OK, but the job is very low volume and probably boring.   This might be a good way for newbie Dispatchers to learn, though.  

Consider annulling the Dispatcher position for Proto Ops sessions. Or make it the last position filled after all other critical positions have been filled.     

The mainline crossovers into 12th Street yard should be under local control as they are within the yard limits.  Having to communicate with the Dispatcher for these just added to the frustration.

The Dispatcher could unlock these but is usually reluctant to give up control of the mainline to the yardmaster.

Split Oroville and Marysville into two separate jobs

Oroville/ Marysville job is too large for one person. Wyatt worked Marysville after working with Daryl for a half hour. Mark R worked all of Oroville the whole session and would have never had a chance to work Marysville on his own. There was also the issue to where to spot out bound cars from both towns in Oroville. The set out track is too small. I suggest we officially break this into two jobs that at some point will have to work together in Oroville when picking up and setting cars out on the set out track. We will have to discuss what to do when the capacity of the set out track is reached at our next Ops committee meeting.

Some re-thinking is now needed for the Oroville/Marysville jobs since the track is now different.  Block pickups and setouts may need to be relocated and possibly to the SN connection, South runaround, and/or Oroville Siding.  The crews working this area will have a lot to say

Bob will fix the call board to split Oroville and Marysville into two separate jobs to bid on.

Loco Problems

There were locomotive problems for the Oroville Job as well as the power on the Oakland Sweeper East. Both jobs did ultimately finish their work.

Locos used for Proto Ops should be certified, but this won’t help with electrical issues.
DCC issues in West Oakland aisle

The UP5 for DCC throttles was not working properly near Martinez. Potential DCC problems were also reported as well in the area. (MOW will investigate these issues)

Throttle to train communication continues to be a problem in the Martinez/Feather River chasm.  This needs a hardware fix.  Some options were discussed.

Tim will help Brenton swap the UR92 at Del Paso for the UP5 in Keddie.  

What worked:
The rest of the session was not lost as a result of the issues in 12th street. The two haulers coming from off line to 12th street did their block swaps with all the towns and the locals pulled outbound cars and spotted in bounds without knowing there was a problem. Of course the locals would have had more cars to spot if the other two haulers were sent. This proves that our system works well even when other parts of the railroad are not running well!

The new job aids/ train cards worked flawlessly. (
The new orange train master folder was nice in keeping everything organized for the train masters duties.  (
Oroville track work had no issues. (
Keddie yard/ Desert work great. (Thanks Tim) (
We now have track power indicators on the aisle panel by the Keddie Roundhouse.
Aprons for Proto Ops – Update from Tim Grover
Forgot them for the 9/6 session, but Tim brought them down for us to look at.   Both the Lowes and Home Depot ones look identical.   We will try these out in October.

Recommendations for the board meeting on 9/13:

Purchase 3 UT 4 Throttles for 12th Street and Keddie.  Bob will write up the proposal.  Tim will present this.

Keddie and 12th Street trackage changes.   Bob will write up a proposal including the justification for these.  We will defer this until a subsequent board meeting so we can get some costing estimates.

ACTION ITEMS:

· Everyone
· Chat with members to assess their interest in modeling Sierra Central equipment

· Norm

· Update the Line-Up to include Oakland Pier car handling for 12th Street (Done)

· Brenton
· Create cheat sheet for wireless phones.
· Tim

· Present UT4 proposal at 9/13 board meeting.
· Bob 

· Make name tags for new people.
· Create additional magnets for each of the trains to be assembled by 12th Street and Keddie
· Fix the call board to split Oroville and Marysville into two separate jobs to bid on
· Prepare UT4 throttle proposal for 9/13 board meeting
· Create proposal for 12th Street Yard and Keddie trackage improvements, research costing.
