Meeting Minutes
SMRHS Proto Ops Committee
November 5, 2013
Invitees:

Norm Alexander

Ron Fritz

Tim Grover

X-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 – 11/1 Op session review

Discuss what went well, what we should make better for the next session.  Review post-operations layout status.   

Staging and Layout Prep
Norm staged Desert Yard; Ron and Bob staged SLC/GN.   Bob and Mark P staged 12th Street.  There were an unusually large number of cars in SLC/GN for Oroville with few for elsewhere.    We are not sure how this happened.
Ops session notes

General Observations:
Despite few RSVPs (Norm only got 5) there was a crew of 10 for the op session.  

What went well:

Once Safety Meeting started, there were several operators in attendance.

Crewed all locals.

At 12th Street Yard, Ron F (Tm), Bill C (YO), Mark R (YO trainee),

At Keddie, Mike K (TM), Ed Z.

2 road crews to start

Some people used the vests.

12th Street Yard worked well.  Staging and better yard utilization must have helped.

Locals seemed to work OK without the need for much help.

Clearing the stack (several times) before session is a good practice.

More road crews were available later into the session.

Trainee worked well at 12th Street. Maybe extend this into off-session skills clinics?

Not so well:

Very little power was available before session.  Still putting on track after Safety Meeting.  Was not able to add power, ID Locos, consist, and move train card packs to front of layout before session.  This added to Keddie Yard confusion.

Could not run trains per schedule.  Crews unavailable or congestion at Keddie/Oakland.

Only half of Oakland Pier bound cars got there.

Did not run all trains.

Some trains ran overlength.  Too many cars added at Oroville.

Lots of cars arrived at Oroville on Sweeper.  Check industrial needs assessment.

Throttle problems at Quincy.  Determined to be dirty track.

Some confusion as to what trains were which at Oakland/Keddie.  Perhaps enhance ID cards and make more available?

Lack of locos could be attributed to several of our “regulars” who normally contribute power missing this op session.

Issues 

Few crew members arrived early.   No power was set up before the Safety meeting.
Traffic Flow

Some trains did not run, either due to lack of crews or no locos assigned.   This created the usual downstream issues about cars not getting to 12th Street for classification or out to local switchers.

Oroville was starved for cars early.  Then a massive Keddie Sweeper left about 25 cars at Oroville late in the session.  

Off Spot cards

Bob will make more of these, we apparently need more.

Train Lengths
Crews were not observing maximum train length limits.  This causes issues when reaching the staging yards. 
Interchange traffic
Examination of the inbound string at Oroville showed 10 of the 21 cars going to the SP Interchange.  We made a change a few months ago to always pull all the cars in the interchanges to replicate prototype practice.   However, this causes more outbound and inbound traffic than planned and swamps the Sweepers.  The traffic flow was designed based on leaving about ½ the cars on spot.   
We will try something new for December:   Put into practice our long-discussed plan to store excess interchange cars in cardboard rolling stock boxes.   When staging the layout, pull ½ the interchange cars off the layout.  This works the same has having them on the layout in “HOLD” status but they are not visible.  

Passenger Train

The Amtrak train had loco problems.  
Dirty Track

Quincy switcher had loco trouble that turned out to be dirty track left over from scenery work.  We had a long discussion about dirty track.  Mainline and passing tracks get cleaned regularly.   Local trackage hardly gets cleaned at all.  People doing scenery should be encouraged to clean up thoroughly when they are done.  Ops crew can also start a rotating local track cleaning effort the Tuesday before each op session.   Maybe do one or two communities per month.   When scenery work isn’t involved, local tracks can be good for 4-6 months.

Staged Train Identification

There was some confusion about identifying the trains in the staging yards.  We will consider making some permanent Train ID cards.   The disposable slips can then be used for loco numbers.  

Other Op Session Suggestions
Assign staged trains to specific tracks
We should look at always staging the same trains on the same staging tracks.   Then we’d all eventually learn that the GN Manifest West is always on SLC/GN track 1, Oakland Sweeper East is always on Desert Yard track 4, etc.   We could add this info to the train instruction cards.

Brake Blocks

We need a few of these to hold free-rolling cars on tracks with a grade.   Bob will look into this.   One idea was to use Pink Pearl erasers cut in half.  Push pins are harder to use when track has been ballasted.
Operations Clinics

We should hold some operations skills clinics.  Topics would be Local Switching, Running 12th Street Yard.  If we promote these as “clinics” rather than “training” they may be more successful at attracting participants.
Items for Future Op Sessions
Future Theme Nights

For 2014 we will do one theme night per quarter.  These will be announced in advance so members can be aware.

February – 1st Generation Night (Locos built prior to 1960)

May – UP and ATSF night

August – All Steam night
November – Modern Power (locos built 1960 to present)

December 6th Op session

Norm will be Trainmaster for December

November Open House points

We will have 4 club nights after the November op session to clear out the yards for the November Open House on 11/16.   We will do this in such a way that we can return all removed cars to the same yard tracks.

We will also have 4 club nights to return equipment to the layout and stage it for the December session.

ACTION ITEMS:

· Bob
· Create some brake blocks.
· Brenton
· Create a cheat sheet for wireless phones.
