Board of Directors | Ridership Committee
May 20, 2021 at 4:00 p.m. – via ZOOM
ZOOM: Attendee Link:
https://us02web.zoom.us/j/86513660231?pwd=N3BraXBLSlVjQmsyUXNrMmNLTVZzZz09
By phone: +1-646-558-8656
Webinar ID: 865 1366 0231 Passcode: 524650

MEETING AGENDA
AGENDA ITEM

PRESENTER

1. Call Meeting to Order (4:00)

Ed Suslovic,
Committee Chair

2. Public Comment (4:00-4:05)
Ed Suslovic,
The METRO Board’s Ridership Committee welcomes public Committee Chair
comment for items not listed on this agenda at this time. For
items listed on the agenda, the chair will allow members of the
public to comment following staff presentation. There is a
three-minute time limit per citizen at each point. (Comments
will be paraphrased in the meeting minutes)

ACTION or
INFORMATION
N/A
Information

3. Approval of Meeting Minutes (4:05-4:10)
Review and approve the minutes from the March 18, 2021
meeting of the Ridership Committee.

Ed Suslovic,
Committee Chair

ACTION

4. Ridership and Fare Revenue Update (4:10-4:25)
Staff will provide information on ridership and fare revenue
trends.

Greg Jordan,
Metro Executive
Director

Information

5. USM Portland Campus Development (4:25-4:45)
USM staff will present information on the scope, timeline and
potential transit impacts associated with new consutrction
underway on the Portland campus.

Aaron Witham,
USM Director of
Sustainability

Information

6. Metro Agency Safety Plan (4:45-5:15)
Staff will present the final version of Metro’s agency safety
plan which is the result of a new Federal Transit
Administration requirement.

Seth Page, Metro
Safety and
Training Manager

ACTION

7. Thompson Pointe Route Extensions (5:15-5:30)
Staff will present information on extensions of Route 1
(Congress) and Breez to serve new development on
Thompson’s Pointe.

Greg Jordan,
Metro Executive
Director

Information

8. PACTS Transit Together Project (5:30-5:45)
Staff will present a brief update on the status of the PACTS
Transit Together project.

Greg Jordan,
Metro Executive
Director

Information

9. Future Agenda Items (5:45-6:00)

Ed Suslovic,
Committee Chair

Information

Ed Suslovic,
Committee Chair

Information

Ed Suslovic,
Committee Chair

N/A

•
•
•
•
•
•
•
•
•

Regional Transit Marketing
Evaluation of Summer Cooling Centers
Implemeting PACTS Transit Tomorrow
PACTS Transit Together Project
Rapid Transit Study
Metro Strategic Plan
Bus Stop Improvement Project
Proposed UNE Medical Center
Rock Row Transit Service Development

10. Upcoming Meetings (5:45-6:00)
•
•
•
•

Board of Directors – May 27, 2021 at 4:00 p.m.
Finance Committee – June 2, 2021 at 4:00 p.m.
Executive Committee – June 9, 2021 at 3:30 p.m.
Ridership Committee – June 17, 2021 at 4:00 p.m.

11. Adjournment (6:00)
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AGENDA ITEM 3
Meeting of the Ridership Committee – via ZOOM
March 18, 2021 at 4:00 p.m.
DRAFT Meeting Minutes

ZOOM: Attendee Link: https://us02web.zoom.us/j/86513660231?pwd=N3BraXBLSlVjQmsyUXNrMmNLTVZzZz09
By phone: +1-646-558-8656
Webinar ID: 865 1366 0231 Passcode: 524650

Committee Members Present:
Ed Suslovic, Chair
Pious Ali, Vice Chair
Hope Cahan
John Thompson
Merrill Barter
Jeff Levine

Staff:
Greg Jordan
Glenn Fenton
Denise Beck
Lauren Shaw

Others:
Gwynne Williams
Roseanne Graef
Kimberly Sutton
“Spruceboy” – screen name

1.

With a quorum in place, the meeting was called to order at 4:02 p.m. by Ed Suslovic, Chairman.

2.

Public comment
No members of the public chose to comment at this time.

3.

Approval of Meeting Minutes
Motion made by John Thompson, seconded by Jeff Levine, to approve the minutes from the February
18, 2021, Ridership Committee Meeting as written. A roll call vote was taken by Ed Suslovic, Chair.
With approval by John Thompson, Merrill Barter, Hope Cahan, Jeff Levine, Pious Ali, and Ed Suslovic,
the motion passed unanimously by all members present.

4.

Transit Worker Appreciation Day
Today was Transit Worker Appreciation Day and the agency celebrated staff with food, flowers, and
signs thanking employees directly by name, for their hard work over the past year. The first All-Staff
Virtual meeting of 2021 was also held. The Committee, too, shared its thanks to Metro’s staff.

5.

Proposed Westbrook Service Adjustment
Abbott Labs acquired a location on Bradley Dr. in Westbrook when additional room was needed to
produce COVID testing supplies. Currently 1,600 employees work at this location, about 1,200 of
which will be retained as COVID needs diminish, with parking for 50; employees are shuttled from a
satellite lot. Abbott Labs wishes to pay for employee bus transportation through reimbursement or a
pass program. Shifting Route 4 to service Bradley Dr. is the most efficient way to meet this demand.
Other routes may be considered in the future. Metro can accommodate the overall cost, though there
may be a small increase to Westbrook’s assessment. It was suggested to explore whether FEMA
funds, or COVID funds Westbrook may have, can be diverted to alleviate the cost of this change.
John Thompson moved, seconded by Merrill Barter, to forward, with recommendation for approval,
the alteration of Route 4 service to extend to the Abbott Labs location on Bradley Dr. in Westbrook,
beginning in May, to the Board at its next meeting. A roll call vote was taken by Ed Suslovic, Chair.
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With approval by John Thompson, Merrill Barter, Hope Cahan, Jeff Levine, Pious Ali, and Ed Suslovic,
the motion passed unanimously by all members present.
6.

Regional Transit Marketing
Today was the kickoff of the regional marketing campaign and Transittogether.org, which GPCOG is
coordinating, to coincide with Transit Worker Appreciation Day. This mostly digital campaign, whose
purpose is to show how we’re working behind the scenes to keep our riders safe and all the different
transit options there are in the Cumberland and York county areas, will continue through May.

7.

Update on DiriGo TouchPass Fare System
The last 2-3 weeks has shown a small uptick in ridership. Planning for the transition for the new UMO
brand and their app. UMO’s rebrand has begun, with icons and such, but Metro has not yet made the
transition. An education campaign focused on customers still unsure about the system, or who missed
the launch during the pandemic, will be put forth before final transition to UM in late summer or fall
2021. The Committee asked that they receive updates on the outreach and education efforts to
ensure no category of rider is left out. Zoey Miller, GPCOG, is willing to provide funding for this effort.

8.

Portland Peninsula Bus Service Redesign
Greg gave a brief background on this project. The full download of feedback received from public
meetings, stakeholders, customers, staff, and surveys, was just received. An analysis of the
information received will be presented to the Committee at its April meeting. Five “hot spots” were
highly commented on: 77 Pine St., 75 State St., 100 State St., direct access to Congress St., and Back
Bay Hannaford. The next step is to develop a revised concept that addresses these concerns and
present it to the Committee and to the public in April or May.
Public comment:
Gwynne Williams is on the West End Association board, whose members are upset that
they hadn’t been reached out to (or didn’t feel like they had been). Phase 1 was extensive,
and people felt heard. Phase 2 has felt rushed. They didn’t know about the public meetings
in December, both on the same day, and didn’t learn about the survey until just recently.
People were unable to connect through Zoom and only those tech savvy figured out how
to attend by phone. It is premature to present a final proposal without more time and
public outreach. COVID funding made $30m available to transit, so funding the project
should not be an issue. Metro needs to focus on the current ridership, many of which are
seniors, disabled, or have mobility challenges, who will not be able to access further stops.
We would hope that timelines could be re-adjusted given COVID. When people requested
bidirectionality they did not expect they would lose their stops to achieve it. People are
shocked. She asks that the current ridership truly be included in the process.
Rosanne Graef to All Panelists: (statement typed through the chat feature): The additional
public comment opportunity that Greg mentioned, to take place in April or May, after
adjustments are made to the “hot spots” will really be appreciated. We realize COVID
protocols have made this whole process incredibly difficult.
Greg Jordan said deadlines will be extended to allow for more outreach and a meeting with the West
End Association because Metro takes these concerns very seriously. We are not at a final plan.
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9.

Portland Transportation Center Study
This study, prepared by MeDOT, to evaluate existing and alternative locations for a Portland multimodal transportation center, was just released this week. The goal of the study was to collect data
and information and attempt to seek consensus on how to best address immediate and long-term
needs of intercity bus, rail, and related modes from a customer and regional system perspective.
Major stakeholders included in this were METRO, NNEPRA, Concord Coach Lines, the City of Portland,
and GPCOG. Greg is sharing the study’s conclusions today in preparation for a formal Committee
presentation in April by MeDOT.

10. Future Agenda Items:
• Potential Partnership with MTA & Biddeford-Saco-Old Orchard Beach Transit
• Evaluation of Summer Cooling Centers
• Metro 2025 Strategic Plan
• USM Proposed Portland Campus Addition
• Proposed UNE Medical Center
• Downeaster – Opportunity for cross-marketing with NNEPRA – Electronic Fare System
Recruitment for the position of Director of Transit Development will begin in 1-2 weeks.
11. Upcoming Meetings
Board of Directors – March 25, 2021 at 4:00 p.m.
Finance Committee – April 7, 2021 at 4:00 p.m.
Exec. Committee – April 14, 2021 at 3:30 p.m.
Ridership Committee – April 15, 2021 at 4:00 p.m.
12. Adjournment
John Thompson moved to adjourn, seconded by Merrill Barter. A roll call vote was taken by Ed
Suslovic, Chair. With approval by John Thompson, Merrill Barter, Jeff Levine, Hope Cahan, and Ed
Suslovic, the motion passed unanimously by all members present and the meeting adjourned at
5:20 p.m.
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Pedestrian Improvements
•

•

•

Traffic Impact Analysis shows
minimal increases in vehicle
trips due to the residential
nature of the demand
displacing commuters
Analysis suggests remediating
ped features at intersections
given higher anticipated foot
traffic
USM committing to sponsoring
Smart Corridor proposed
improvements:
–

–

Traffic signal improvements at
Bedford & Forest and Falmouth &
Forest to decrease wait times for
pedestrians
Bump outs at Forest at
Bedford/Baxter and Forest at
Falmouth/Preble
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Transportation Demand Management Plan
•
•
•
•
•

Incorporates extensive feedback from City Staff, Planning Board &
Neighborhood
Our more robust plan stretches goals from 3-10% reduction to 12-14%
reduction in peak parking demand
Adds goal of 3-6% reduction in peak hour trip reduction
Incorporates more frequent & quicker turnaround on data collection,
monitoring and analysis to track progress & make adjustments
One of the most aggressive TDM plans in Greater Portland Area
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TDM Initiatives
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Extra Slides
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Parking Need
• Developed a
formula for
minimum needs for
CSSC & Portland
Commons

-10

-41
-130

+ 115

• Accounts for
parking lost as a
result of the project
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Bike Parking Plan

•
•
•
•
•

Double APBP’s guidelines for short-term parking
Meets APBP’s recommend long-term spaces per bed guidelines
5.5x higher than City of Portland’s technical specs, campus-wide
Exceeds Washington D.C.’s covered parking per occupant per res hall
Double Cambridge, MA’s short-term space requirements & exceeds longterm space requirements
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10

Bike Parking Locations

10

11

Traffic Impact Analysis

RIDERSHIP COMMITTEE

AGENDA ITEM 6

DATE
May 20, 2021
SUBJECT
Metro Agency Safety Plan
PURPOSE
Staff will present the final version of Metro’s agency safety plan which is the result of a new
Federal Transit Administration requirement.
BACKGROUND/ANALYSIS
The FTA is requiring all transit agencies that receiving federal funding to produce a Safety
Management System (SMS) for their organization. Part of this SMS is an Agency Safety Plan (ASP).
The ASP must meet FTA requirements and be submitted to the FTA no later than July 21, 2021.
Metro’s ASP has already been reviewed twice by the FTA, and is well on its way to being completed
on time. Utilizing an FTA blueprint, Metro’s Executive Director drafted the initial ASP before
handing it over to Metro’s Safety and Training Manager. From there, the ASP was fleshed out
using FTA guidelines, and the best practices from other agencies’ plans.
The ASP includes Metro’s safety management policy and Metros’ safety performance targets. It
also documents how safety risk management, safety assurance, and safety promotion are handled
from within the agency.
Metro’s safety management policy outlines Metro’s safety priorities and objectives. It explains the
authorities, accountabilities, and responsibilities of the different individuals involved. It also
explains how the Employee Safety Reporting Program (ESRP) works, and how everything gets
communicated throughout the agency.
Metro’s safety performance targets are based on our vehicle revenue miles and historical data.
This is a way for Metro to document, and show improvement, through the implementation of the
SMS.
Risk management explains how Metro staff identify hazards and safety risks to allow for proper
assessment, and the creation of effective mitigation strategies. This includes data analysis and
tend reviews, risk classification, and documentation with follow ups to ensure successful risk
elimination.

Safety assurance explains how Metro staff monitor the system for compliance, monitor risk
mitigations for effectiveness, and monitor Metro’s safety risk reporting programs. Assurance also
includes the oversight of safety performance as it attains to day to day operations (indicators)
versus safety goals (targets).
Safety promotion lays out the different pathways for keeping employees, contractors, and
passengers up to date with Metro’s safety goals. For example: Metro’s website, social media
accounts, and newsletters may address the public while trainings, emails, and the employee portal
may address employees.
The ASP is the foundation to a better, safer agency. The ASP allows for greater accountability in
regards to safety related issues and hazards as they arise. It also enhances the effectiveness of
data collection, and the management of ongoing issues. The ASP does not replace any previous
safety protocols that were in place, but rather brings them all together into a formal system.
FISCAL IMPACT
None
RECOMMENDATION
Approve the Agency Safety Plan and move it to the Board for review and acceptance.
CONTACT
Seth Page
Safety and Training Manager
spage@gpmetro.org
ATTACHMENTS
Attachment A – Public Transportation Agency Safety Plan Ver. 1.2

2

Public Transportation
Agency Safety Plan
-Version 1.2-

Seth Page, Safety and Training Manager, CSO

Under Part 673, Greater Portland Transit District (METRO) is required to maintain documents
that describe its Agency Safety Plan including those related to implementation and results from
processes and activities. METRO has existing outside documentation that describes processes,
procedures, and other information required in Part 673. This outside material may be
referenced in this ASP by specifying the document name and locations within the appropriate
sections of this plan.
Since METRO is considered a small public transportation provider not all requirements of Part
673 are applicable to METRO’s ASP. METRO may choose to provide additional information
beyond what is required if they so choose. Any documents related to METRO’s SMS will be
made available when requested by the FTA, or any other oversight agencies.
Version Numbers and Updates
Version
Number

Section/Pages Affected

Reason for Change

Date Issued

1.0

All

originating document

12/17/2020

1.1

All

draft document – out for
review by FTA

05/03/2021

1.2

Small changes made | Needs
updates for RTP

Suggestions made by FTA for
correction
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Safety Management Policy Statement
This document lays the framework for Great Portland Transit District’s Agency Safety Plan. The
policies and procedures chronicled within allow METRO to maintain a safe work environment
for its employees, its contractors, its passengers, and the public at large. Safety is a core value,
and managing safety is a core business function for METRO. METRO is committed to
developing, implementing, maintaining, and continuously improving our processes to provide
the highest level of safety performance while meeting, or exceeding, all established safety
standards.
All levels of METRO’s personnel are accountable for delivering the highest level of safety
performance, starting with METRO’s Executive Director.
METRO is committed to:
Executive Commitment to Safety: Executive Management will lead the development of an
organizational culture that promotes safe operations and provides appropriate resources to
supporting this core management function through fostering and ensuring safe practices,
improving safety when needed, and encouraging effective employee safety reporting and
communication. METRO will hold executives, managers, and employees accountable for safety
performance.
Communication and Training: Employee engagement is crucial to a functioning Safety
Management System.
Responsibility and Accountability: All levels of management will be responsible for delivering
safe and quality transit services that represent METRO’s performance of its Safety Management
System.
•
•

•

Managers will take an active role in Safety Risk Management process and ensure that
Safety Assurance functions are supported.
Managers are responsible for ensuring that Safety Risk Management is being performed
in their operational areas of control to assure that the safety risk associated with safety
hazards is assessed and mitigated.
Safety performance will be an important part of performance evaluations for METRO
managers and employees.

Responsibility of Employees and Contractors: All employees and contractors will support
safety management by ensuring that hazards are identified and reported.
Employee Reporting: Executive management will use METRO’s safety reporting program as a
viable tool for employees to voice their safety concerns. All frontline employees will be
responsible for utilizing this program as part of the Safety Management System. No action will
be taken against any employee who communicates a safety condition through the METRO
4

safety reporting program unless such a disclosure indicates the following: an illegal act, gross
misconduct or negligence, or a deliberate or willful disregard of METRO rules, policies, and
procedures.
Performance Monitoring and Measuring: METRO will use industry standards, and in-house
data, to establish realistic measures for safety performance, and to set safety performance
targets to ensure continual improvement in safety performance. Managers will verify that the
safety risk mitigations put in place are appropriate and effective.
Review and Evaluation: METRO will measure Safety Management System performance through
the Safety Risk Register. Analyzing key safety performance indicators, reviewing inspections,
investigations and corrective action reports, and auditing the processes that support the Safety
Management System will become the basis for revising and/or developing safety objectives,
safety performance targets, and safety improvement plans.
Key Objectives:
1. Executive staff and managers will communicate the purpose and benefits of the Safety
Management System to all staff, managers, supervisors, and employees through
METRO’s All Staff meetings, bulletin boards, emails, and newsletters.
2. Providing appropriate management involvement and the necessary resources to ensure
an effective Employee Safety Reporting Program (ESRP) that will encourage employees
to communicate and report and unsafe work conditions, hazards, or at-risk behavior to
the management team.
3. Nurturing a culture of open reporting of all safety concerns, ensuring that no action will
be taken against any employee who discloses a safety concern through METRO’s ESRP,
unless such disclosure indicates, beyond a reasonable doubt, an illegal act, gross
negligence, or a deliberate or willful disregard for regulations or procedures.
4. Utilizing data from the ESRP, historical data, and best industry practices, Operations will
develop processes and procedures to mitigate safety risk to an acceptable level.
5. Safety performance targets will be established that are realistic, measurable, and data
driven. Continuous improvement of METRO’s safety performance through management
processes that ensure appropriate safety management action is both taken and
effective.
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Definitions
Term
Accident

Accountable Executive

Employee Safety Reporting
Program
Equivalent Authority
Event
Hazard

Incident

Investigation

Definition
An event that involves any of the following: a loss of life, a report of a
serious injury to a person, a collision of public transportation vehicles,
a runaway vehicle, or an evacuation for life safety reasons.
A single, identifiable person who has ultimate responsibility for
carrying out the Public Transportation Agency Safety Plan of a public
transportation agency; responsible for carrying out the agency’s
Transit Asset Management Plan; and control or direction over the
human and capital resources needed to develop and maintain both the
agency’s PTASP, in accordance with 49 USC 5329(d), and the agency’s
Transit Asset Management Plan, in accordance with 49 USC 5326.
A program that gives all METRO employees and contractors the ability
to report safety concerns and issues to management.
An entity that carries out duties similar to that of a Board of Directors
for a recipient or sub recipient of FTA funds under 49 USC Chapter 53,
including sufficient authority to review and approve a recipient or sub
recipient’s Public Transportation Agency Safety Plan.
An accident, incident, or occurrence.
Any real or potential condition that can cause injury, illness, or death;
damage to or loss of the facilities, equipment, rolling stock, or
infrastructure of a public transportation system; or damage to the
environment.
An event that involves any of the following: a personal injury that is not
a serious injury; one or more injuries requiring medical transport; or
damage to facilities, equipment, rolling stock, or infrastructure that
disrupts the operations of a transit agency.
The process of determining the causal and contributing factors of an
accident, incident, or hazard, for the purpose of preventing recurrence
and mitigating risk.

METRO

The public facing name for Greater Portland Transit District.

National Public
Transportation Safety Plan

The plan to improve the safety of all public transportation systems that
receive Federal financial assistance under 49 USC Chapter 53.

Near Miss

A future event that could take place due to a hazard.

Occurrence
Operator
Performance Measure

AN event without any personal injury in which any damages to
facilities, equipment, rolling stock, or infrastructure does not disrupt
the operations of a transit agency.
A public transportation system means a provider of public
transportation as defined under 49 USC 5302.
An expression based on a quantifiable indicator of performance or
condition that is used to establish targets ad to assess progress toward
meeting the established targets.
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Performance Target
Public Transportation Agency
Safety Plan (or Agency Safety
Plan)

A quantifiable level of performance or condition, expressed as a value
for the measure, to be achieved within a time period required by the
FTA.
The documented comprehensive Agency Safety Plan for a transit
agency that is required by 49 USC 5329 and Part 673.

Risk

The composite of predicted severity and likelihood of the potential
effect of a hazard.

Risk Mitigation

A method or methods to eliminate or reduce the effects of hazards.

Safety Assurance

Processes within a transit agency’s Safety Management System that
function to ensure the implementation and effectiveness of safety risk
mitigation, and to ensure that the transit agency meets or exceeds its
safety objectives through the collection, analysis, and assessment of
information.

Safety Committee

Responsible for reviewing any and all hazards on a bimonthly basis.

Safety Management Policy

Safety Management System
Safety Performance Target
Safety Promotion
Safety Risk Assessment
Safety Risk Management
Safety Risk Register

Serious Injury

Transit Agency

A transit agency’s documented commitment to safety, which defines
the transit agency’s safety objectives and the accountabilities and
responsibilities of its employees in regard to safety.
The formal, top-down, organization-wide approach to managing safety
risk and assuring the effectiveness of a transit agency’s safety risk
mitigation. SMS includes systematic procedures, practices, and policies
for managing risks and hazards.
A performance target related to safety management activities.
A combination of training and communication of safety information to
support SMS as applied to the transit agency’s public transportation
system.
The formal activity whereby a transit agency determines Safety Risk
Management priorities by establishing the significance or value of its
safety risks.
A process within a transit agency’s Agency Safety Plan for identifying
hazards and analyzing, assessing, and mitigating safety risk.
A record of identified hazards and their potential consequences. Used
to record their safety risk ratings, mitigations, monitoring measures,
implementation, and effectiveness of such actions.
• Hospitalization for more than 48 hours, commencing within 7 days
from the date when the injury was received.
• Results in a fracture of any bone (except for simple fractures of
fingers, toes, or noses).
• Causes severe hemorrhages, nerve, muscle, or tendon damage.
• Involves any internal organ.
• Involves second or third degree burns, or any burns affecting more
than 5 percent of the body surface.
An operator of a public transportation system.
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The strategic and systematic practice of procuring, operating,
inspecting, maintaining, rehabilitating, and replacing transit capital
Transit Asset management
assets to manage their performance, risks, and costs over their life
Plan
cycles, for the purpose of providing safe, cost-effective, and reliable
public transportation, as required by 49 USC 5326 and 49 CFR Part 625.

Commonly Used Acronyms
Acronym

Phrase

ADA

American’s with Disabilities Act of 1990

ASP

Agency Safety Plan

CFR

Code of Federal Regulations

CSO

Chief Safety Officer

ESRP

Employee Safety Reporting Program

FTA

Federal Transit Administration

GPCOG

Greater Portland Council of Governments (MPO)

GPTD

Greater Portland Transit District (METRO)

MPO

Metropolitan Planning Organization

PACTS

Portland Area Comprehensive Transportation System

PTAC

State of Maine’s Public Transit Advisory Council

SMS

Safety Management System

SOP

Standard Operating Procedure

SRM

Safety Risk Management

USC

United States Code

VRM

Vehicle Revenue Miles
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1. Transit Agency Information
Transit Agency Name

Greater Portland Transit District

Transit Agency Address

114 Valley Street, Portland Maine 04102

Name and Title of
Accountable Executive

Greg Jordan, Executive Director

Name of Chief Safety
Officer or SMS Executive

Seth Page, Safety and Training Manager

Modes of Service Covered
by This Plan

Fixed Route Bus
Paratransit

List All FTA Funding Types

5309, 5339

Modes of Service Provided
Fixed Route Bus is directly operated; Paratransit is contracted
by the Transit Agency
Does this agency provide
transit service for another
agency or entity?

NO

Description of
Arrangement(s)

n/a

Name and address of
Agencies/Entities for
which service is provided?

n/a
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2. Plan Development and Approval
Name of Entity That
Drafted This Plan

Greater Portland Transit District

Signature of Accountable Executive

Approval be the Board of
Directors or an Equivalent
Authority

Date

Name of Entity That Approved This Plan

Date

Board of Directors

12/17/2020

Relevant Documentation (Title and Location)
Draft meeting minutes associated with Dec. 17, 2020 Board meeting

Annual Review and Update of the Agency Safety Plan
METRO’s ASP meets all applicable requirements and standards set forth in FTA’s Public
Transportation Safety Program and the National Public Transportation Safety Plan. The CSO will
keep a written record of any changes that take place in the requirements from the FTA. These
requirement changes will be crafted into METRO’s ASP in a timely manner to meet or exceed any
deadlines set forth by the FTA.
METRO’s ASP will be jointly reviewed and updated by METRO’s Director of Operations, Chief
Safety Officer, and the Executive Director (Accountable Executive) starting no later than October
1st of each year. The parties will review and approve any changes, sign the new ASP, and submit
it to the Board of Directors for review and approval. The updated AP will be distributed to GPCOG
and Maine’s Department of Transportation for reference no later than January 31st of the
upcoming year.
Revisions will be given a new version number, and documented in the table located at the front
of this safety plan.
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3. Safety Performance Targets
Safety Performance Targets
Mode of
Transit
Service

Fixed Route
Bus (DO)
Paratransit
(PT)

Fatalities Fatalities Injuries
(Total)
(Rate)
(Total)

Injuries
(Rate)

Safety
Events
(Total)

Safety
Events
(Rate)

System
Reliability
(VRM/failures)

0

0

1

0.07

3

0.2

22000

0

0

TBD

TBD

TBD

TBD

TBD

Safety Performance Target Coordination
METRO generates its safety performance targets in coordination with the State of Maine’s DOT
and with their MPO.
METRO shares the PTASP, including safety performance targets, with the Portland Area
Comprehensive Transportation System (PACTS) which serves as the region’s Metropolitan
Planning Organization (MPO), and the State of Maine’s Department of Transportation each year
after its formal adoption by METRO’s executive staff and Board of Directors. METRO will also
provide updates to the State of Maine’s Public Transit Advisory Council (PTAC) on an annual basis.

Targets transmitted to the State
State Entity Name

Date Targets Transmitted

Maine Department of Transportation

January 2nd

Targets Transmitted to the Metropolitan Planning Organization(s)
Metropolitan Planning Organization Name

Date Targets Transmitted

Portland Area Comprehensive Transportation System

January 2nd
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4. Safety Management Policy
Safety Management Policy Statement
Full Safety Management Policy Statement is at the beginning of this plan. The following
represents an excerpt and includes the introduction and objectives:
This document lays the framework for Great Portland Transit District’s Agency Safety Plan. The
policies and procedures chronicled within allow METRO to maintain a safe work environment
for its employees, its contractors, its passengers, and the public at large. Safety is a core value,
and managing safety is a core business function for METRO. METRO is committed to
developing, implementing, maintaining, and continuously improving our processes to provide
the highest level of safety performance while meeting, or exceeding, all established safety
standards.
All levels of METRO’s personnel are accountable for delivering the highest level of safety
performance, starting with METRO’s Executive Director.
Key Objectives:
1. Executive staff and managers will communicate the purpose and benefits of the Safety
Management System to all staff, managers, supervisors, and employees through
METRO’s All Staff meetings, bulletin boards, emails, and newsletters.
2. Providing appropriate management involvement and the necessary resources to ensure
an effective Employee Safety Reporting Program (ESRP) that will encourage employees
to communicate and report and unsafe work conditions, hazards, or at-risk behavior to
the management team.
3. Nurturing a culture of open reporting of all safety concerns, ensuring that no action will
be taken against any employee who discloses a safety concern through METRO’s ESRP,
unless such disclosure indicates, beyond a reasonable doubt, an illegal act, gross
negligence, or a deliberate or willful disregard for regulations or procedures.
4. Utilizing data from the ESRP, historical data, and best industry practices, Operations will
develop processes and procedures to mitigate safety risk to an acceptable level.
5. Safety performance targets will be established that are realistic, measurable, and data
driven. Continuous improvement of METRO’s safety performance through management
processes that ensure appropriate safety management action is both taken and
effective.
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Safety Management Policy Communication
The Safety Management Policy Statement will be distributed to each employee by the CSO.
Copies of the Safety Management Policy Statement will be posted on the Safety Communication
Boards in the Operations, Maintenance, and Administrative common areas.
New-hire training and annual refresher training for all METRO employees will include
information on the Safety Management Policy Statement. Any changes or updates made to the
policy will be distributed and explained by the CSO to all METRO employees in a timely manner.

13

Authorities, Accountabilities, and Responsibilities
METRO’s Executive Director is the Accountable Executive.
Controls and directs human and capital resources needed to develop and
maintain the ASP and SMS.
• Designates an adequately trained CSO who is a direct report.
• Ensures that METRO’s SMS is effectively implemented.
• Ensures action is taken to address substandard performance in METRO’s
SMS.
• Assumes ultimate responsibility for carrying out METRO’s ASP and SMS.
• Maintains responsibility for carrying out METRO’s Transit Asset
Management Plan.
• The CSO is currently the Safety and Training Manager.
• Develops METRO’s ASP and SMS policies and procedures.
• Ensures and oversees day-to-day implementation and operation of
METRO’s SMS.
• Manages and coordinates the activities of METRO’s Safety Committee.
• Advises the Accountable Executive on SMS progress and status.
• Identifies substandard performance in METRO’s SMS and develops action
plans for approval by the Accountable Executive.
• Ensures METRO’s policies are consistent with METRO’s safety objectives.
• Provides Safety Risk Management (SRM) expertise and support for other
METRO personnel who conduct and oversee Safety Assurance activities.
• Responsible for day-to-day SMS implementation and operation of
METRO’s SMS under this plan.
METRO Agency Leadership and Executive Management include:
• Executive Director (Accountable Executive)
• Director of Operations
• Safety and Training Manager (Chief Safety Officer)
• Operations Manager
• Maintenance Manager
• Director of Human Resources
• Operations Supervisors (Dispatchers and Road Supervisor)
METRO uses the Safety Committee, as well as All-Staff Meetings, to support its
SMS and safety programs:
• Safety Committee: Any hazards reported will be evaluated by the Safety
Committee and the Chief Safety Officer during their bimonthly meeting.
• Operators’ Meeting: A permanent agenda item in all monthly Operators’
Meetings is dedicated to safety. Safety issues are discussed and
documented.
• All-Staff Meetings: Hazard reports and mitigations will be shared, safety
topics will be brought up for open discussion, further feedback solicited,
and hazard self-reporting further encouraged. Information discussed in
these will be documented.
•
•

Accountable
Executive

Chief Safety Officer
SMS Executive

Agency Leadership
Executive
Management

Key Staff
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Employee Safety Reporting Program
METRO’s Employee Safety Reporting Program (ESRP) encourages employees who identify safety concerns
in their day-to-day duties to report them to senior management in good faith without fear of retribution.
A Safety Risk – Hazard Report form is available for employees to report safety conditions. These forms
should be turned in to:
•
•
•
•

The on-duty dispatcher
Anonymously via a locked Safety Reporting box in the drivers’ lobby
Via email at Safety@gpmetro.org
Directly to any supervisor, manager, director, or the CSO

Examples of information typically reported include:
•
•
•
•

Safety concerns in the environment (for example, county or city road conditions or the condition of
facilities or vehicles)
Policies and procedures that are not working as intended (for example, insufficient time to complete
pre-trip inspections)
Events that senior managers might not otherwise know about (for example, near misses)
Information about why a safety event occurred (for example, radio communication challenges)

The CSO checks the Safety Reporting box, the Safety@gpmetro.org email address, and meets with
dispatch to review any and all safety issues on a daily basis. All reported hazards are documented in the
Safety Risk Register. The CSO reviews and addresses each employee report, ensuring that hazards and
their consequences are appropriately identified and resolved through METRO’s Safety Risk Management
Process. All verified deficiencies, and confirmed acts of non-compliance with rules and procedures, are
handled through METRO’s Safety Assurance Process. When needed, the CSO can utilize the Safety
Committee for additional support.
METRO’s CSO discusses actions taken to address reported and verified safety conditions during All-Staff
Meetings. Additionally, if the reporting employee provided their name during the reporting process, the
CSO follows up directly with the employee once appropriate action has been determined and after any
mitigations are implemented.
The CSO may designate a stand-in when needed.
METRO encourages participation in the ESRP by protecting employees that report safety conditions in
good faith (Appendix H in METRO’s Bus Operator Handbook and pages 13 – 14 in the Non-Union Policy
Manual). However, METRO may take disciplinary action if the report involves any of the following:
•
•
•

Willful participation in illegal activity, such as assault or theft
Gross negligence, such as knowingly utilizing METRO equipment for purposes other than intended
such that people, property, or the environment are put at risk
Deliberate or willful disregard of regulations or procedures, such as reporting to work under the
influence of controlled substances.

15

5. Safety Risk Management
Safety Risk Management
METRO uses the SRM process as a primary method to ensure the safety of our operations,
passengers, employees, vehicles, and facilities. This process identifies hazards and their
consequences, assesses them for potential safety risk, and resolves them in a manner acceptable
to METRO’s leadership. The SRM process allows METRO to carefully examine what could cause
harm, determine whether we have taken sufficient precautions to minimize the harm, and if
further mitigations are necessary.
The CSO leads METRO’s SRM process, working with the Safety Committee to identify hazards and
consequences, assess safety risk of potential consequences, and mitigate safety risk. The results
of the SRM process are documented in METRO’s Safety Risk Register and referenced materials.
The SRM process applies to all elements of METRO’s system including our operations and
maintenance; facilities and vehicles; and personnel recruitment, training, and supervision.
In carrying out the SRM process, METRO uses the following items:
•
•

•
•
•

Safety Event – Any accident, incident, or occurrence.
Hazard – Any real or potential condition that can cause injury, illness, or death; damage to or
loss of the facilities, equipment, rolling stock, or infrastructure belonging to GPTD; or damage
to the environment.
Risk – Composite of predicted severity and likelihood of the potential effect of a hazard.
Risk Management – Method(s) to eliminate or reduce the effects of hazards.
Consequence – An effect of a hazard involving injury, illness, death, or damage to GPTD
property or the environment.

Safety Hazard Identification
The safety hazard identification process provides METRO with the ability to identify hazards and
potential consequences in the operation and maintenance of our system. Hazards can be
identified through a variety of sources, including:
•
•
•
•
•
•
•

ESRP
Review of vehicle camera footage
Review of monthly performance data and safety performance targets
Observations from supervisors
Maintenance reports
Comments from customers, passengers, and third parties, including METRO’s transit
insurance pool and vendors
Safety Committee. Drivers, and All-Staff Meetings
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•
•
•
•

Results of audits and inspections of vehicles and facilities
Results of training assessments
Investigations into safety events, incidents, and occurrences
Federal Transit Administration (FTA) and other oversight authorities (mandatory information
source).

When a safety concern is observed by management or supervisory personnel, whatever the
source, it is reported to the CSO. Procedures for reporting hazards to the CSO are reviewed during
All-Staff Meetings and in the Safety Committee. METRO’s CSO also receives employee reports
from the ESRP, customer comments related to safety, and from dispatch. The CSO reviews these
sources for hazards and documents them in the Safety Risk Register.
METRO’s CSO also may enter hazards into the Safety Risk Register based on their review of
METRO’s operations and maintenance, the results of audits and observations, and information
received from FTA and other oversight authorities, as well as the National Transportation Safety
Board.
The CSO may conduct further analyses of hazards and consequences entered into the Safety Risk
Register to collect information and identify additional consequences and to inform which hazards
should be prioritized for safety risk assessment. In following up on identified hazards, METRO’s
Chief Safety Officer may:
•
•

•
•
•
•
•

Reach out to the reporting party, if available, to gather all known information about the
reported hazard
Conduct a walkthrough of the affected area, assessing the possible hazardous condition,
generating visual documentation (photographs and/or video), and taking any measurements
deemed necessary
Conduct interviews with employees in the area to gather potentially relevant information on
the reported hazard
Review any documentation associated with the hazard (records, reports, procedures,
inspections, technical documents, etc.)
Contact other departments that may have association with or technical knowledge relevant
to the reported hazard
Review any past reported hazards of a similar nature
Evaluate tasks and/or processes associated with the reported hazard

METRO’s Chief Safety Officer will then prepare an agenda to discuss identified hazards and
consequences with the Safety Committee during bimonthly meetings. This agenda may include
additional background on the hazards and consequences, such as the results of trend analyses,
vehicle camera footage, vendor documentation, reports and observations, or information
supplied by FTA or other oversight authorities. Any identified hazard that poses a real and
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immediate threat to life, property, or the environment must immediately be brought to the
attention of the Accountable Executive and addressed through the SRM.
Safety Risk Assessment
METRO uses its safety risk assessment process to determine the safety risk associated with
identified safety hazards. This includes an assessment of the likelihood and severity of the
consequences of hazards, including existing mitigations, and prioritizing hazards based on safety
risk.
The CSO and Safety Committee assess prioritized hazards using the Safety Risk Matrix. This matrix
expresses assessed risk as a combination of one severity category and one likelihood level, also
referred to as a hazard rating. For example, a risk may be assessed as “1A” or the combination of
a Catastrophic (1) severity category and a Frequent (A) probability level.
•
•
•

“High” hazard ratings will be considered unacceptable and require action from METRO to
mitigate the safety risk.
“Medium” hazard ratings will be considered undesirable and require METRO’s Safety
Committee to make a decision regarding tier acceptability.
“Low” hazard ratings may be accepted by the CSO without additional review.

Using a categorization of High, Medium, and Low allows for hazards to be prioritized for
mitigation based on their associated safety risk.
The CSO schedules safety risk assessment activities on the Safety Committee agenda and
prepares a Safety Risk Assessment Package. This package is distributed at least one week in
advance of the Safety Committee meeting. During the meeting, the CSO reviews the hazard and
its consequences and reviews available information distributed in the Safety Risk Assessment
Package on severity and likelihood. The CSO will document the Safety Committee’s safety risk
assessment, including hazard rating and mitigation options for each assessed safety hazard in the
Safety Risk Register. The CSO will maintain on file Safety Committee agendas, Safety Risk
Assessment Packages, additional information collection, and completed Safety Risk Register
sections for a period of three years from the date of generation.
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Table 1: Risk Assessment Matrix
Risk Assessment Matrix
Likelihood –
Severity

Catastrophic (1)

Critical (2)

Marginal (3)

Negligible (4)

Frequent (A)

1A

2A

3A

4A

Probable (B)

1B

2B

3B

4B

Occasional (C)

1C

2C

3C

4C

Remote (D)

1D

2D

3D

4D

Improbable (E)

1E

2E

3E

4E

Table 2: Safety Risk Criteria
Safety Risk Criteria
Safety Risk

Criteria by Index
Unacceptable under the existing circumstances.
Acceptable based upon mitigations.
Acceptable with CSO approval.
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Table 3: Severity Categories for Hazard Assessment
Severity Categories
Description

Value

Catastrophic

1

Critical

2

Marginal

3

Negligible

4

Criteria
Could result in one or more of the following:
• death
• permanent total disability
• high monetary loss and/or property damage
• irreversible and severe environmental impact
Could result in one of more of the following:
• permanent partial disability
• injury, or occupational illness that may result in
hospitalization of at least three people
• moderate monetary loss and/or property damage
• reversible environmental impact
Could result in one or more of the following:
• injury or occupational illness resulting in one or more
lost workdays
• minor monetary loss and/or property damage
• mitigatable environmental impact
Could result in one or more of the following:
• injury or occupational illness with no loss in work
• little or no monetary loss and/or property damage
• minimal environmental impact

Table 4: Likelihood Levels for Hazard Assessment
Likelihood Levels
Description

Value

Frequent

A
B
C
D
E

Probable
Occasional
Remote
Improbable

Definition
Repeat occurrences will happen often.
Repeat occurrences will happen sometimes.
Repeat occurrences may happen.
Occurrence unlikely to happen, and/or be repeated.
Occurrence is highly unlikely to happen, and/or be repeated.
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Safety Mitigation
METRO’s Accountable Executive and CSO review the current methods of safety risk mitigation
and establish methods or procedures to mitigate or eliminate safety risk associated with specific
hazards based on recommendations from the Safety Committee. METRO can reduce safety risk
by reducing the likelihood and/or severity of potential consequences of hazards.
Prioritization of safety risk mitigations is based on the results of safety risk assessments. METRO’s
CSO tracks and updates safety risk mitigation information in the Safety Risk Register and makes
the Register available to the Safety Committee during bimonthly meetings and to the METRO
staff upon request. In the Safety Risk Register, the CSO will also document any specific measures
or activities, such as reviews, observations, or audits that will be conducted to monitor the
effectiveness of mitigations once implemented.

6. Safety Assurance
Safety Performance Monitoring and Measurement
METRO utilizes many different processes to monitor its entire transit system for compliance with
operations and maintenance procedures, including:
•
•
•
•
•
•
•
•
•

Safety audits
Informal inspections
Regular review of onboard camera footage to assess drivers and specific incidents
Safety surveys
ESRP
Investigation of safety occurrences
Safety review prior to the launch or modification of any facet of service
Daily data gathering and monitoring of data related to the delivery of service
Regular vehicle inspections and preventative maintenance

Results from the above processes are compared against recent performance trends quarterly and
annually by the CSO to determine where action needs to be taken. The CSO enters any identified
non-compliant or ineffective activities, including mitigations, back into the SRM process for
reevaluation by the Safety Committee.
METRO monitors safety risk mitigations to determine if they have been implemented and are
effective, appropriate, and working as intended. The CSO maintains a list of safety risk mitigations
in the Safety Risk Register. The mechanism for monitoring safety risk mitigations varies
depending on the mitigation.
The CSO establishes one or more mechanisms for monitoring safety risk mitigations as part of
the mitigation implementation process, and assigns monitoring activates to the appropriate
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director, manager, or supervisor. These monitoring mechanisms may include tracking a specific
metric on daily, weekly, or monthly logs or reports; conducting job performance observations; or
other activities. The CSO will endeavor to make use of existing METRO processes and activities
before assigning new information collection activities.
The CSO and Safety Committee review the performance of individual safety risk mitigations
during bimonthly Safety Committee meetings, based on the reporting schedule determined for
each mitigation, and determine if a specific safety risk mitigation is not implemented or
performing as intended. If the mitigation is not implemented or performed as intended, the
Safety Committee will propose a course of action to modify the mitigation or take other action
to manage the safety risk. The CSO will approve or modify this proposed course of action and
oversee its execution.
The CSO and Safety Committee also monitor METRO’s operations on a large scale to identify
mitigations that may be ineffective, inappropriate, or not implemented as intended by:
•
•
•
•

Reviewing results from accidents, incidents, and occurrence investigations
Monitoring employee safety reporting
Reviewing results of internal safety audits and inspections
Analyzing operational and safety data to identify emerging safety concerns

The CSO works with the Safety Committee and Accountable Executive to carry out and document
all monitoring activities.
METRO maintains documented procedures for conducting safety investigations of events
(accidents, incidents, and occurrences, as defined by FTA) to find causal and contributing factors
and review the existing mitigations in place at the time of the event. These procedures also reflect
all traffic safety reporting and investigation requirements established by State of Maine’s
Department of Motor Vehicles. The CSO maintains all documentation of METRO’s investigation
policies, processes, forms, checklists, activities, and results.
The CSO and Safety Committee routinely review safety data captured in employee safety
reports, safety meeting minutes, customer complaints, and other safety communication
channels. When necessary, the CSO and Safety Committee ensure that the concerns are
investigated and/or analyzed through METRO’s SRM process.
The CSO and Safety Committee verify internal and external reviews, including audits and
assessments, with findings concerning METRO’s safety performance, compliance with
operations and maintenance procedures, or the effectiveness of safety risk mitigations.
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7. Safety Promotion
Competencies and Training
METRO’s comprehensive safety training program applies to all METRO employees directly
responsible for safety, including:
•
•
•
•
•
•
•
•
•

Bus operators
Mechanics
Building technicians
Utility workers
Fleet care workers
Managers and supervisors
Agency leadership and executive managers
Chief Safety Officer
Accountable Executive

METRO has a comprehensive safety training program as well as in-depth training on SMS roles
and responsibilities. The scope of the training, including annual refresher training, is appropriate
to each employee’s individual safety-related job requirements and their role in the SMS.
Basic training requirements for METRO employees, including frequencies and refresher training,
are documented in METRO’s Safety Training Matrix and the METRO Employee Handbook.
Operations safety-related skill training includes the following:
•
•
•
•
•

New-hire operator classroom and hands-on training for buses
Operator retraining (recertification or return to work) for buses
Classroom and on-the-job training for dispatchers
Classroom and on-the-job training for operations supervisors and managers
Accident investigation training for operations supervisors and managers

Vehicle maintenance safety-related skill training includes the following:
•
•
•
•

Ongoing vehicle maintenance technician skill training
Ongoing skill training for vehicle maintenance supervisors
Accident investigation training for vehicle maintenance technicians and supervisors
Training provided by vendors

Safety Communication
METRO’s CSO and Director of Human Resources coordinate METRO’s safety communication
activates for the SMS. METRO’s activities focus on the three categories of communication activity
established in 49 CFR Part 673 (Part 673):
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•

•

•

Communicating safety and safety performance information throughout the agency:
METRO communicates information on safety performance in its quarterly newsletter and
during All-Staff meetings. METRO also has a permanent agenda item in all monthly Labor
Management meetings dedicated to safety. Information typically conveyed during these
meetings includes safety performance statistics, lessons learned from recent occurrences,
upcoming events that may impact METRO’s service or safety performance, and updates
regarding SMS implementation. METRO also requests information from employees during
these meetings which is recorded in meeting minutes. Finally, the Director of Human
Resources, or the CSO, posts safety bulletins and flyers on the bulletin boards located in all
bus operator and maintenance technician break rooms advertising safety messages and
promoting awareness of safety issues.
Communicating information on hazards and safety risks relevant to employees’ roles and
responsibilities throughout the agency:
As part of new-hire training, METRO distributes safety policies and procedures, included in
the METRO Bus Operator Manual and Personnel Policies, to all employees. METRO provides
training on these policies and procedures, and discusses them during safety talks between
supervisors and bus operators, and supervisors and mechanics. For newly emerging issues,
or safety events at the agency, the CSO issues bulletins or messages that are reinforced by
supervisors in one-on-one or group discussions with employees.
Informing employees of safety actions taken in response to reports submitted through the
ESRP:
Including handouts and flyers, safety talks, updates to bulletins, and one-on-one discussions
between employees and supervisors.

24

8. Safety Groups and Meetings
Group

All Staff

Safety
Committee

Labor
Management

Staff

Frequency

All METRO employees

Once every month

Operators

Once every month

Maintenance AM

Once every month

Maintenance PM

Once every month

•
•
•
•
•
•

•
•
•
•
•
•

•
•
•
Management
•
•
•

Director of Operations
Operations Manager
Maintenance Manager
Chief Safety Officer
Human Resources
Representatives from:
o Dispatch
o Operators
o Maintenance
o Paratransit
o Admin
o Customer Service
Director of Operations
Operations Manager
Maintenance Manager
Chief Safety Officer
Human Resources
Representatives from:
o Dispatch
o Operators
o Maintenance
o Paratransit
o Admin
o Customer Service
Director of Operations
Safety and training Manager
Operations Manager
Maintenance Manager
Customer Service Manager
IT

When

Once every 2 months

Once every month

Weekly
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9. Safety Training Schedule
Group

Frequency

Staff

Annually

Operators

Annually

Maintenance

Annually

Dispatch

Annually

Date
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