AGENDA
Williamsburg Area Transit Authority Board of Directors
June 15, 2022
10:00 A.M.
Stryker Center City Council Chambers
412 N. Boundary Street, Williamsburg, VA 23185

A. Call to Order
B. Roll Call
C. Public Comment
D. Board Minutes
1. Minutes May 18, 2022, Regular Meeting
E. Reports
1. Executive Director Report
2. Transit Strategic Plan Consultant Presentation
−

Scudder Wagg, Jarrett Walker and Associates

F. Unfinished Business
G. New Business
1. Fiscal Year 2023 Budget Appropriation, Proposed Resolution #R22-23
2. Resolution – Approval of Public Transportation Agency Safety Plan Update, Proposed
Resolution #R22-24
3. Contract Award, CAD/AVL and Related ITS Components, Proposed Resolutions #R22-25 and
#R22-26
4. Contract Extension, Third-Party Vehicle Maintenance Services, Proposed Resolution #R22-27
H. Closed Session
Pursuant to Section 2.2-3711(A)(29) of the Code of Virginia, discussion of the award of a public
contract involving the expenditure of public funds, including interviews of bidders or offerors, and
discussion of the terms or scope of such contract, where discussion in an open session would
adversely affect the bargaining position or negotiating strategy of the public body, Proposed
Resolution #R22-28
I.

Board Requests

J.

Adjournment to July 20, 2022

AGENDA ITEM NO. D.1

AT THE MEETING OF THE BOARD OF DIRECTORS OF THE WILLIAMSBURG AREA TRANSIT AUTHORITY
(WATA), HELD ON THE 18TH DAY OF May 2022, AT 10:00 A.M. IN THE STRYKER CENTER, CITY COUNCIL
CHAMBERS, 412 BOUNDARY STREET, WILLIAMSBURG, VIRGINIA 23185.
A. CALL TO ORDER
Vice Chair, Paul Holt called the May 18, 2022, meeting of the WATA Board of Directors to order
at 10:16 A.M. when a quorum was established. Mr. Zach Trogdon, Executive Director/Secretary
to the Board, called the roll.
B. ROLL CALL
Members of the Board Present:

Staff Present:

Ms. Erin Burke, City of Williamsburg
Ms. Sarah Jones, CWF
Mr. Mark Bellamy, County of York
Mr. Paul Holt, James City County

Mr. Zach Trogdon, Executive Director
Ms. Karen Davis, Director of Operations
Ms. Barbara Creel, Budget/Grants Administrator
Mr. Ben Goodill, Transit Planner

Others Present:
Mr. Steven Hennessee, DRPT
Mr. Brent Haden, Pender & Coward
Ms. Linda Wheeler, Public Comment

Absent:
Ms. Denise Kirschbaum, James City County
Mr. Bill Horacio, William & Mary

C. PUBLIC COMMENT
Ms. Linda Wheeler representing Common Courtesy Hampton Roads LLC agency, spoke to the
Board about a potential partnership with WATA in providing rides for seniors. Ms. Wheeler
provided her contact information to staff. As there was no other members of the public present,
Mr. Holt closed this section of the meeting.
D. BOARD MINUTES
Mr. Holt requested a motion for approval of the minutes from the April 20, 2022, Board meeting.
Ms. Burke made the motion. Minutes were approved by a Board vote of 4‐0.
E. REPORTS
1. Executive Director Report
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Prior to a quorum being present, Mr. Trogdon updated the Board on staffing, stating that WATA
is still experiencing an operator shortage, but retention of operators is improving. Ms. Davis
stated she is exploring WATA holding its own job fair. Mr. Bellamy asked if WATA would consider
a sign‐on bonus. Mr. Trogdon said that is certainly that can be considered as a tool to discuss
further with the Board.
Mr. Trogdon updated the Board on the stop requests at Pierce’s BBQ and new location for FISH
at 2nd Street. Handouts of the stop proposals were provided. Discussion occurred about the
proposed plan. WATA staff is working with VDOT to ensure the stop plans will be safe before
implementing.

F. UNFINISHED BUSINESS
There was no Unfinished Business.
G. NEW BUSINESS
1. Contract Award‐ Consulting Services for WATA Transit Strategic Plan, Proposed Resolution
#R22‐21
Mr. Trogdon stated WATA staff recommends approval of Jarrett Walker and Associates for
completion of the Transit Strategic Plan. The firm has renowned reputation within the US and
overseas. The TSP is anticipated to be completed by September 2023. Mr. Bellamy asked if
this was the same firm that conducted the transportation study conducted by the City of
Williamsburg and Mr. Trogdon confirmed it was. Discussion occurred about the expectation
of the study. Mr. Trogdon stated the date for completion is intended to allow for
recommendations from the study to guide WATA’s application process with DRPT. He also
confirmed the guideline and requirements for the study are outlined by DRPT. Mr. Holt noted
this study will require a lot of work and was looking forward to monthly updates as the project
moves forward. Mr. Trogdon noted one of the sub‐contractors was the same firm that
completed WATA’s Transportation Development Plan and so is very familiar with WATA.
There being no further discussion, Mr. Holt asked for a motion to approve the resolution. Mr.
Bellamy made the motion. The resolution was adopted by a Board roll call vote:
Ms. Burke – AYE
Mr. Bellamy – AYE
Ms. Jones – AYE
Mr. Holt – AYE
RESOLUTION #R22‐21
CONTRACT AWARD ‐ TRANSIT STRATEGIC PLAN CONSULTING SERVICES
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WHEREAS, in 2018, the Virginia General Assembly adopted legislation that requires transit
agencies operating in urban areas to develop a Transit Strategic Plan (TSP) to ensure that transit services
are planned in a way that better meets the mobility needs of their communities;
WHEREAS, the TSP is intended to replace the previous requirement for a Transit Development
Plan, which was most recently completed by WATA in 2016;
WHEREAS, WATA staff has reviewed responses from firms and concluded that Jarrett Walker and
Associates is the most qualified offeror to assist WATA in completing the required TSP at a cost of
$299,441;
WHEREAS, staff also recommends retaining the services of Jarrett Walker and Associates for
annual assistance in completing required minor updates to the TSP;
NOW, THEREFORE BE IT RESOLVED that the Board of Directors hereby authorizes the Executive
Director to execute a contract with Jarrett Walker and Associates to complete WATA’s initial Transit
Strategic Plan at a cost of $299,441.
BE IT FURTHER RESOLVED that the Board of Directors authorizes the Executive Director to
negotiate costs for JWA to provide services as needed for annual minor updates to the TSP.

2.

Resolution – Eligibility of Executive Director for Compensation Increase, Proposed
Resolution#R22‐22
Mr. Holt stated the resolution was his request at the last meeting to include the Executive Director
in the recently approved employee compensation increase.
There being no further discussion, Mr. Holt asked for a motion to approve the resolution. Mr.
Bellamy made the motion; Ms. Burke seconded the motion. The resolution was adopted by a
Board roll call vote:
Ms. Burke – AYE
Mr. Bellamy – AYE
Ms. Jones – AYE
Mr. Holt – AYE
R E S O L U T I O N #R22‐22
ELIGIBILITY OF EXECUTIVE DIRECTOR FOR COMPENSATION INCREASE

WHEREAS, the Williamsburg Area Transit Authority (WATA) approved a compensation increase
for employees that was effective April 16, 2022;
WHEREAS, the Executive Director works under agreement with the Board of Directors and
compensation is determined by the Board according to terms of the agreement.
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NOW, THEREFORE, BE IT RESOLVED that the Executive Director is eligible for the salary increase
as adopted for all other eligible employees and effective as of April 16, 2022.
H. Board Requests
Mr. Bellamy announced Walmart Real Estate Trust submitted a request for an expansion of their
facility in York County located at the intersection of Route 17 and Victory Blvd. WATA may use
this location when it establishes the route along Route 17 in York County. He added the proposal
included allowances for bus stops.
Mr. Bellamy asked if WATA considered a revenue sharing partnership with VDOT. Mr. Trogdon
said he is aware of one possible current example in which VDOT may assist with installing new
pads at bus stop locations as part of the project to widen Longhill Road. Also, WATA has been
working with VDOT about shelter installations as part of the Pocahontas Trail improvement
project in the Grove area. Mr. Hennessee said the process for bus shelter work using both DRPT
and FTA funds has recently been changed to include additional environmental and site design
requirements. Mr. Trogdon noted that staff had been planning to complete two (2) shelter sites
per year but has experienced delays in that plan. Mr. Holt stated we should explore with VDOT
to possibly develop a template to get this work completed. Mr. Trogdon said WATA will explore
this further.
Mr. Bellamy commented about the WATA web site. He would like to see route maps on the web
site. Ms. Burke agreed having maps on the web site were not easy to access. Staff said they would
look to make sure that the site is user‐friendly and address any deficiencies.
Mr. Holt made a request from the Board, as a request from Ms. Kirschbaum, to meet regularly
with Mr. Trogdon and other Board members to obtain a better sense of direction for localities
regarding WATA services, especially more frequent service within the core of the City. He added
there has been several discussions and he would seek to provide better direction for the localities
and prepare a draft document with a plan.

J.

ADJOURNMENT
There being no further business, Mr. Holt requested a motion to adjourn the meeting to June 15,
2022. Mr. Bellamy made the motion, and the Board approved by a vote of 4‐0. Meeting was
adjourned at 10:46 a.m.

________________________________
Paul Holt
Vice‐Chair
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MEMORANDUM

TO:

Board of Directors

DATE:

June 8, 2022

SUBJECT:

Executive Director Report

Please find below a few informational items for the Board.
−

Staff is currently engaged in value engineering on the Administration and Operations Facility
with the design team and the VE firm. Staff submitted an application to the Bus and Bus Facilities
Competitive Program at the end of May for additional funding for the project.

−

Staff continues to recruit and train new operators. An update on the status of staffing will be
presented at the meeting.

−

Staff has held a couple of meetings and has scheduled regular meetings with Jarrett Walker and
Associates, who was awarded the contract for completing the Transit Strategic Plan.

−

Please find enclosed the monthly ridership report for May 2022.

Williamsburg Area
Transit Authority

Ridership
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Does not include CWF, Yorktown Trolley or ADA
Data source: APC
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Trolley III, VI & V
Data source – York County
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MEMORANDUM

TO:

Board of Directors

FROM:

Zach Trogdon, Executive Director

DATE:

June 8, 2022

SUBJECT:

Fiscal Year 2023 Resolution of Appropriation, Proposed Resolution #R22-23

Staff has proposed an operating and capital budget for fiscal year 2023 and it is necessary to
appropriate the funds to carry out the proposed activities. A Resolution of Appropriation is
attached. A document with operating and capital planning details has been sent under separate
cover.
Recommendation: Adopt the Fiscal Year 2023 Resolution of Appropriation.

RESOLUTION #R22-23
FISCAL YEAR 2023 RESOLUTION OF APPROPRIATION
WHEREAS, the Executive Director has proposed an Operating Budget for the fiscal year beginning July
1, 2022, and ending June 30, 2023, and a FY 2023-2027 Capital Improvements Plan, of which
the first year is for appropriation and the final four years are for informational and fiscal
planning purposes only; and
WHEREAS, it is necessary to appropriate funds to carry out the activities proposed for the fiscal year
beginning July 1, 2022, and ending June 30, 2023, and to provide for certain revenue in
support of those appropriations.
NOW THEREFORE BE IT RESOLVED by the Board of Directors of the Williamsburg Area Transit
Authority that:
1. The following amounts are hereby appropriated in the Operating Fund for Authority operations and
activities for the fiscal year beginning July 1, 2022, and ending June 30, 2023:
Operating Revenues
Federal
State
Local
Total Revenues
Operating Expenditures
Administration
Operations - Fixed-Route
Operations - ADA
Rural Administration
Rural Operations
William and Mary
CWF Operations
Demonstration Route
Special Projects/Capital Outlay
Total Expenditures

FY 2023
$
$
$
$

3,865,726
2,221,590
2,070,341
8,157,657

FY 2023
$
$
$
$
$
$
$
$
$
$

881,653
4,125,582
737,999
192,176
966,243
226,541
499,517
447,946
80,000
8,157,657

2. An appropriation in the amount of $9,153,850 is hereby made in the Capital Fund as detailed below:
Current Capital Revenues
Federal
State
Local
Total

FY 2023
$
$
$
$

6,892,206
2,016,852
166,513
9,075,571

3. Funds for fiscal year 2022 are hereby appropriated for the purpose of liquidating encumbered
purchases transactions and for continuing capital and special projects as of June 30, 2022, and shall
be re-appropriated in the Operating Fund and the Capital Fund as an amendment to the FY 2023
budget to the same department code and account for which they were encumbered in the previous
year. The Executive Director shall advise the Board of Directors in writing of all such actions.
4. The Executive Director is hereby authorized to transfer appropriations within a department code
without limitation and a report of any such transfer shall be kept on file.
5. The Executive Director is hereby authorized to transfer appropriations between department codes
up to $10,000 per occurrence and a report of any such transfer shall be kept on file. Total transfers
for the fiscal year are not to exceed $50,000.
6. The Executive Director is hereby authorized to increase appropriations for non-budgeted revenue
that may occur during the fiscal year for reasons including, but not limited to:
a. Insurance recoveries for damage to Authority property for which Authority funds have
been expended to make repairs; and
b. Sale of surplus vehicles or equipment; and
c. Refunds or reimbursements made to the Authority for which the Authority has expended
funds directly related to that refund or reimbursement.
The Executive Director shall advise the Board of Directors in writing of all such actions.
7. The Executive Director is hereby authorized to adjust appropriations for federal and state grant
awards if and when additional federal or state funds become available or are reduced, not to exceed
$10,000 for each individual grant.
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MEMORANDUM

TO:

Board of Directors

FROM:

Zach Trogdon, Executive Director

DATE:

June 8, 2022

SUBJECT:

Public Transportation Agency Safety Plan (PTASP) Update

The Public Transportation Agency Safety Plan (PTASP) Final Rule requires certain operators of public
transportation systems that receive federal funds under FTA's Urbanized Area Formula Grants
(Section 5307) to develop safety plans. The PTASP rule was effective July 19, 2019. The Plan must
be updated and certified annually.
As a small public transportation provider, WATA is eligible to be covered under a state-drafted Plan
developed by the Virginia Department of Rail and Public Transportation. The DRPT Statewide PTASP
is structured so that it contains information relevant to all affected agencies while also including an
appendix for each specific agency. The information that is relevant to WATA is included in Appendix
N of the DRPT Plan.
For this annual update, WATA is being required to include both The Colonial Williamsburg
Foundation and York County. Both of these organizations utilize assets at least partially funded by
federal dollars. The update also appoints the Director of Operations as the Chief Safety Officer for
purposes of the PTASP. WATA has been assisted in this update by AECOM under contract with
DRPT.
Recommendation: Adopt the update to WATA’s Appendix N within DRPT’s Statewide Public
Transportation Agency Safety Plan (PTASP).

R E S O L U T I O N #R22-24
PUBLIC TRANSPORTATION AGENCY SAFETY PLAN UPDATE
WHEREAS, on July 19, 2018, FTA published the Public Transportation Agency Safety Plan
(PTASP) Final Rule, which requires certain operators of public transportation systems that receive
federal funds under FTA's Urbanized Area Formula Grants (Section 5307) to develop safety plans;
WHEREAS, as a small public transportation provider, WATA is eligible to be covered under
a state-drafted program developed by the Virginia Department of Rail and Public Transportation;
WHEREAS, Appendix N of the PTASP contains information such as current services and
programs that are specific to WATA;
WHEREAS, the PTASP must be updated and certified annually.
NOW, THEREFORE, BE IT RESOLVED that the Board of Directors of the Williamsburg Area
Transit Authority hereby adopts the proposed updates to Appendix N of the Statewide Public
Transportation Agency Safety Plan developed by the Virginia Department of Rail and Public
Transportation.
BE IT FURTHER RESOLVED that this update to the PTASP includes the addition of The
Colonial Williamsburg Foundation and York County, Virginia - as entities that utilize federallyfunded assets for transportation – to now be covered under the PTASP requirements.
___________________________
Denise Kirschbaum
Chair
__________________________
Zach Trogdon
Secretary
Adopted by the Board of Directors, Williamsburg Area Transit Authority this 15th
day of June 2022

APPENDIX N: WILLIAMSBURG AREA TRANSIT AUTHORITY
WILLIAMSBURG AREA TRANSIT AUTHORITY
N1.1 ABOUT WILLIAMSBURG AREA TRANSIT AUTHORITY
The Williamsburg Area Transit Authority (WATA) is a fixed-route public transportation provider,
serving the City of Williamsburg, James City County, York County, and a portion of the City of
Newport News. WATA operates with in-house personnel, while contracting maintenance to First
Transit. WATA also provides paratransit service, as well
as deviated fixed-route service permitted with a ¾-mile
WATA Fleet
radius along the Route 13, the Surry Line.
•
2 New Flyer 40-foot buses
WATA’s administrative offices, operations base, and
maintenance facility are located at a facility leased by
WATA, located at 7239 Pocahontas Trail in
Williamsburg.

•
•
•
•
•
•

The Executive Director of WATA is the WATA
Accountable Executive and has the ultimate authority to
allocate human and financial resources to address safety
issues. The WATA Director of Operations is the WATA
Chief Safety Officer (CSO). WATA has two subrecipient
agencies – Colonial Williamsburg Foundation (CWF) and
the County of York – which provide transit services with
leased WATA assets.

N1.2 ABOUT
FOUNDATION

COLONIAL

•
•
•
•

5 New Flyer 35-foot buses
2 Gillig 40-foot buses
6 Gillig 35-foot buses
5 Gillig 29-foot buses
1 Hometown Trolley body bus
1 Spirit of America Trolley body
bus
1 Startrans Cutaway
2 Champion Ford Cutaway
(paratransit)
1 Startrans Cutaway (paratransit)
3 Ford Cutaway (paratransit)

WILLIAMSBURG

The Colonial Williamsburg Foundation (CWF) is a subrecipient to WATA and leases its vehicles
from WATA. CWF provides transportation to key locations within Colonial Williamsburg through
a shuttle bus service. The shuttle bus service runs on one loop, and the 14 shuttle buses used by
CWF area leased from WATA. CWF also contracts maintenance to First Transit, which performs
the same services as it does for WATA.
CWF administration and dispatching is based out of the
Colonial Williamsburg Regional Visitor Center; CWF
also shares WATA’s facility at 7239 Pocahontas Trail
in Williamsburg where buses are staged overnight and
where maintenance is conducted.

•
•

CWF Fleet
12 Orion 40-foot buses
2 Gillig 40-foot buses

The CWF Vice President of Operations is the Accountable Executive has the ultimate authority to
allocate human and financial resources to address safety issues. The CWF shuttle Operations
Director is the CSO.

N1.3 ABOUT COUNTY OF YORK

County of York Fleet

•
3 Hometown trolley body buses
The County of York (County) provides transportation
within Historic Yorktown through a trolley bus service.
The trolley bus runs on a 3.2-mile loop seasonally with
daily service April through mid-November, weekend service mid-November to the end of
December, and no service January through March.
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The County of York currently has three trolley bus vehicles; two of these trolley buses are leased
from WATA and one was purchased by the County of York.
The County’s administration and dispatching is based out of a facility located at 201 Operations
Drive in Yorktown. The County’s Risk Manager and Loss Administrator is the Accountable
Executive and has the ultimate authority and responsibility for implementing the safety program.

N2 REVISION HISTORY – WILLIAMSBURG AREA TRANSIT AUTHORITY
Each year, WATA will be required to work with DRPT to review and revise its portion of the
Statewide PTASP. WATA, CWF, and the County of York will meet at least once annually to review
the PTASP and coordinate on any necessary revisions prior to submitting to DRPT. DRPT will
work with each agency to initiate this process prior to release of a new revision of the Plan. The
following table shows the history of revisions solely for WATA’s PTASP sections.
Table N-1: Revision Table
Version

Notes

Rev. 0

Initial PTASP developed for all required bus agencies

Rev. 1

Addition of Colonial Williamsburg Foundation and County of York information
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N3 SAFETY MANAGEMENT POLICY
N3.1 Safety Policy Statement
Safety is a core value of the Williamsburg Area Transit Authority (WATA). WATA is committed
to providing safe, reliable transit service to the City of Williamsburg, James City County, York
County, and the City of Newport News. WATA is also committed to developing and
implementing the structures, roles and responsibilities, and providing the resources needed to
effectively manage safety risk using the principles of Safety Management Systems (SMS). The
Colonial Williamsburg Foundation (CWF) and the County of York (County) are also committed
to providing safe, reliable transit service within Colonial Williamsburg and the County,
respectively. WATA has established separate Lease and Purchase Agreements with CWF and
the County. Both CWF and the County are considered subrecipients of WATA and therefore
their safety processes are documented in this PTASP alongside WATA’s.
This PTASP is written in accordance with the requirements set forth by 49 CFR Part 673, the
National Public Transportation Safety Plan, and the Commonwealth of Virginia. This PTASP
defines the authorities and accountabilities and responsibilities, as well as the safety
management roles and responsibilities for key WATA, CWF, and County staff. All WATA, CWF,
and County employees and contractors are held accountable for the overall safety performance
of WATA, CWF, and County and for carrying out their individual safety roles and responsibilities.
With the execution of this PTASP, WATA, CWF, and County employees and contractors are
accountable for the delivery of the highest achievable levels of safety performance.
WATA will include the annual agency safety plan review as part of the existing Safety
Committee, which will include 50% of frontline staff reviews in addition to WATA management.
WATA, CWF, and County have established a culture of safety among its managers and
employees, such that safety is at the core of all operational and administrative decisions and
actions. WATA, CWF, and County passengers can count on our organization to provide the safe
and reliable service. Managers and executives must meet or exceed the minimum thresholds and
requirements set forth in all WATA plans, policies, and procedures. WATA also meets or exceed
all local, state, and federal regulations and requirements related to the safety of the transit system.
To achieve these safety goals, WATA, CWF, and County have established measurable safety
performance targets, outlined in this PTASP, in accordance with the National Public
Transportation Safety Plan. Using the SMS processes described in this PTASP, WATA, CWF,
and County continuously measures and assesses the achievement of its safety performance
targets through its Safety Management Policies, Safety Risk Management processes, Safety
Assurance activities, and Safety Promotion, including, but not limited to:
•
•
•
•
•
•
•

Ensuring consistent communication and awareness of WATA’s safety policies
throughout the organization
Clearly defining the safety roles, responsibilities, and accountabilities of WATA
personnel
Communicating safety policies and safety information throughout the organization
Identifying, analyzing, and mitigating safety risks
Measuring and monitoring safety performance
Providing employees with key safety competencies and training
Providing all employees with the ability to identify and report safety concerns
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As the Executive Director of the WATA, I am the Accountable Executive and have ultimate
authority and responsibility for the safety of WATA. With this plan, all WATA staff and contractors
are hereby accountable and responsible for the implementation of the SMS activities described
herein.
_______________________________________

________________

WATA Executive Director/Accountable Executive

Date

_______________________________________
Chair, WATA Board of Directors

________________
Date
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N3.2 Safety Goals, Objectives, and Targets
WATA, CWF, and County have established the following measurable Safety Performance Targets as a benchmark for the overall
safety performance of the agency. The activities used to measure the achievement of these targets generally include information
collected and provided to the National Transit Database (NTD). In accordance with the Infrastructure Investment and Jobs Act, WATA
will develop a risk reduction program for transit operations to improve safety by reducing the number and rates of accidents, injuries,
and assaults on transit workers based on data submitted to the NTD.
Table N-1: WATA, CWF, and County of York Safety Performance Targets
Fatalities (total
number of
reportable
fatalities per
year)

Fatalities
(rate per
total vehicle
revenue
miles by
mode)

Injuries (total
number of
reportable
injuries per
year)

Injuries (rate per
total vehicle
revenue miles by
mode)

Safety
events
(total
number of
safety
events per
year)

Safety events (rate
per total vehicle
revenue miles by
mode)

12

Less than 1
reportable event per
100,000 vehicle
revenue miles

10,000
miles

3,200
miles

1

Less than 1
reportable event per
100,000 vehicle
revenue miles

10,000
miles

3,200
miles

1

Less than .1
reportable event per
10,000 vehicle
revenue miles

10,000
miles

3,200
miles

1

Less than .1
reportable event per
10,000 vehicle
revenue miles

10,000
miles

1,500
miles

Distance
between
Major
Failures

Distance
between
Minor
Failures

WATA
Fixed Route
0
Paratransit/
Demand
Response

0

0

0

6

Less than .5
injuries per
100,000 vehicle
revenue miles

0

Less than .5
injuries per
100,000 vehicle
revenue miles
CWF

Fixed Route
0

0

1

Less than .05
injuries per 10,000
vehicle revenue
miles
County of York

Fixed Route
0

0

1

Less than .05
injuries per 10,000
vehicle revenue
miles
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NTD defines the above categories as follows:
Reportable Event (Major)
A safety or security event occurring on a transit right-of-way or infrastructure, at a transit revenue facility, or at a transit maintenance
facility during a transit-related maintenance activity or involving a transit revenue vehicle that results in one of more of the following
conditions:
•
•
•
•
•

A fatality confirmed within 30 days of the event
An injury requiring immediate medical attention away from the scene for one or more person
Property damage equal to or exceeding $25,000
Collisions involving transit revenue vehicles that require towing away from the scene for a transit roadway vehicle or other nontransit roadway vehicle
An evacuation for life safety reasons

Appendix N | 6

APPENDIX N: WILLIAMSBURG AREA TRANSIT AUTHORITY
Non-Major Summary Incident/Event (Minor)
Less severe incidents or events that do not meet the requirements of Reportable Events listed
above, such as:
•
•

Other injuries or safety occurrences not otherwise classified
Fires

Major Mechanical System Failures
NTD defines these as failures that limit actual vehicle movement or create safety issues, including
but not limited to:
•
•
•
•

Brakes
Doors
Engine cooling systems
Steering, axles, and suspension

Minor Mechanical System Failures
Minor failures could include some other mechanical element of a revenue vehicle not caused by
a collision, natural disaster, or vandalism, but, because of WATA policy, prevents the revenue
vehicle from completing a scheduled revenue trip or from starting the next scheduled revenue trip
even though the vehicle is physically able to continue in revenue service, such as, but not limited
to:
•
•
•

Fareboxes
Wheelchair lifts
Heating, ventilation, and air conditioning (HVAC) systems

WATA, CWF, and/or County may elect to add additional measurable safety performance targets
in the future, depending on data trends collected through its Safety Assurance and Safety Risk
Management activities. The WATA Executive Director, CWF Vice President of Operations, and
County Risk Manager are responsible for ensuring that WATA, CWF, and County managers are
performing the SMS activities needed to collect and analyze the safety data needed to measure
safety performance, and for periodically reporting on the agency’s safety performance to the
Executive Director and Board of Directors. The WATA Executive Director, CWF Vice President,
and County Risk Manager and Loss Administrator and key WATA/CWF/County managers are
responsible for periodically evaluating the safety performance targets and determining whether
they require revision, alongside all of the other SMS processes as part of the annual PTASP
review and revision process, alongside DRPT.
Working with DRPT, WATA is responsible for annually providing own Safety Performance
Targets, as well as those of its two subrecipients to the Hampton Roads Transportation Planning
Organization (HRTPO), the Metropolitan Planning Organization (MPO) for the region, to help aid
in the transportation planning process. The details of this process are documented in Article 7 of
Memorandum of Understanding on Metropolitan Transportation Planning Responsibilities for the
Hampton Roads Metropolitan Planning Area agreement DRPT may help facilitate the
communication of performance targets to the MPOs.
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N3.3 Employee Safety Reporting

N3.3.1 WATA
WATA employees can report safety issues to their immediate supervisors; the Director of
Operations (CSO). Employees may also report safety issues by completing a Daily Vehicle
Inspection Report (DVIR, for issues with vehicles), or placing an anonymous note in the
suggestion box. WATA employees can also raise safety-related concerns, particularly for routerelated hazards, to the Transit Planner.
WATA has a formally-constituted Driver’s Council that raises concerns to the Director of
Operations. Employees are also required to attend safety meetings every other month, conducted
by the Director of Operations Specialist (CSO). This is another avenue for reporting safety
concerns. WATA is currently evaluating additional methods for facilitating a formal program for
employee safety reporting.

N3.3.2 CWF
CWF employees can report safety issues to their immediate supervisors or through an
anonymous reporting line. CWF employees also raise safety-related concerns seen along the
transportation route via radio calls to supervisors and dispatchers. Additionally, at the beginning
of shifts, CWF holds daily briefings which is an opportunity for leadership to convey changes in
operating conditions and another opportunity for employees to share safety concerns. Operators
are required to complete pre-trip forms of vehicles before the beginning of a trip. If the operator
identifies any defects, they bring the defect form to the supervisor or Lead Bus Coordinator for
the maintenance group to correct.

N3.3.3 COUNTY OF YORK
County employees can report safety issues to their immediate supervisors and to the Safety
Committee members. Employees can also raise safety-related concerns seen along the
transportation route via phone/radio calls to supervisors. The Waterfront and Operations Manager
and the Waterfront Operations Coordinator both have a direct line of communication to other
County departments to report hazards and work together for mitigation.

N3.4 SAFETY POLICY COMMUNICATION
N3.4.1 WATA
It is the policy of WATA to communicate the safety policies in this PTASP with all affected
employees and contractors throughout the agency. The WATA Director of Operations (CSO) is
responsible for ensuring that WATA safety policies are disseminated through training, formal and
informal meetings, and verbal and written communication with employees.
WATA safety policies are provided to every new employee alongside printed training material.
WATA managers and executive staff have access to the complete PTASP both in hard copy and
electronically.
WATA can also communicate safety messages to its own employees using email, as well as
through in-person interactions between the Director of Operations, Transit Supervisors, Transit
Dispatchers, with front-line employees. WATA also communicates safety messages to employees
via bimonthly safety meetings. First Transit communicates safety messages to employees on-site
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at WATA in written form; First Transit employees are responsible for reviewing and signing off on
safety messages, even for those that are distributed on days off. First Transit employees are
empowered to bring safety concerns to the attention of the First Transit General Manager at
WATA.
The Director of Operations compiles safety data for analysis and reporting, particularly on
accident and injury trends.

N3.4.2 CWF
CWF conducts daily safety briefings with employees, where safety-related changes and/or
concerns are addressed. Written memos complement these daily briefings; the written memos
are posted in a communal employee area. Employees initial the memo once they have fully
reviewed it. During the daily briefings, employees have the opportunity to raise safety-related
concerns to supervisors. CWF uses the briefings with employees to communicate the safety
policy on a regular basis. If the Safety Policy must be changed, CWF will convey any changes to
WATA to be incorporated into this plan.

N3.4.3 COUNTY OF YORK
The County holds annual meetings to orient frontline employees to their safety responsibilities,
which are complemented by written memos that are distributed with updates on any hazard and/or
safety risk information. These memos are distributed on an as needed basis. The County uses
these memos to regularly communicate the Safety Policy to frontline personnel. If the Safety
Policy must be changed, the County will convey any changes to WATA to be incorporated into
this plan.
There is also a Safety Committee that is headed by the Risk Manager and Loss Administrator
that meets quarterly. This committee consists of members from all County departments, including
the Waterfront Operations and Events Manager. The members from safety-related departments
inform safety supervisors of relevant items.
The County regularly communicates with WATA through monthly reports and monthly oversight
meetings.

N3.5 SAFETY ACCOUNTABILITIES AND RESPONSIBILITIES
N3.5.1 WATA
Following are detailed safety accountabilities and responsibilities for relevant WATA positions.
Complete position descriptions are maintained for all WATA positions by James City County
Human Resources for WATA staff and First Transit for their staff. (Note: WATA is an independent
authority, though James City County handles human resources functions on WATA’s behalf.)
WATA Executive Director. The Executive Director leads WATA and is the agency’s Accountable
Executive. The Executive Director is responsible for overseeing the safety program and for
maintaining safe working conditions and practices for all WATA personnel. The Executive Director
is responsible for ensuring that the SMS is effectively implemented throughout the organization,
and for holding managers and employees accountable for fulfilling their respective safety roles
and responsibilities. In accordance with 49 CFR Part 673.23(d), the Executive Director has the
authority and responsibility to allocate human and capital resources to address safety risks.
Overall, the Executive Director is responsible for the following specific activities:
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•
•
•
•
•
•

Ensuring WATA is moving towards Safety Targets set by the organization
Ensuring the development of plans, policies, and procedures throughout the organization
that clearly define management and employee safety roles and responsibilities
Ensuring WATA meets or exceeds minimum local, state, and federal regulatory
requirements
Holding managers and employees accountable for safety performance
Ensuring compliance with the safety activities described in this PTASP
Instilling a culture of safety throughout the organization

WATA Director of Operations. The Director of Operations reports to the WATA Executive
Director and has primary day-to-day responsibility for safety, security, and training at WATA. This
individual has been designated by the WATA as its Chief Safety Officer (CSO). Due to the small
size of WATA’s operations, the Director of Operations also serves as the (CSO). Additionally, the
Director of Operations delegates SMS and other safety-related responsibilities to other staff,
however, is ultimately accountable as the CSO. The Director of Operations is responsible for
overseeing the following activities:
•
•
•
•
•
•
•
•
•
•
•
•

Monitoring operational and maintenance safety hazards
All safety-related WATA employee training
Accident investigation and reporting
Collecting safety data for WATA operations for analysis
After collection from First Transit, analyzing safety data for WATA maintenance (Note:
First Transit submits safety data for its WATA work to the WATA Director of Operations)
Manages Workers’ Compensation program and insurance claims
Regular review and update of WATA plans, policies, and procedures related to safety
Periodic inspection of WATA facilities and vehicles
Liaison with local first responder agencies
Security liaison with the William & Mary
Reporting safety data to the National Transit Database (NTD) data
Reporting drug and alcohol testing program data to FTA for WATA, Colonial
Williamsburg bus operations, and the Yorktown Trolley (York County)

The Director of Operations manages day-to-day bus operations and oversees the Transit
Supervisors and the Customer Service staff. The Transit Supervisors, in turn, oversee the
Transit Operators and Transit Dispatchers. All WATA employees are responsible for
understanding their SMS responsibilities, including Safety Risk Management and Safety
Assurance activities.
The First Transit General Manager oversees monitoring the performance of preventive and
corrective maintenance of the WATA fleet and ensures work is performed safely by First Transit
employees. The First Transit General Manager oversees First Transit Maintenance
Technicians, who perform all the preventive and corrective maintenance of the WATA fleet.
Transit Supervisors are responsible for leading on-scene accident investigation activities and
for completing associated investigation reports. Transit Supervisors routinely observe Transit
Operators to manage and enforce operating rule compliance. The Transit Dispatchers are in
direct contact with local police, fire, and emergency medical services (EMS), and the Dispatcher
on duty is responsible for clear and compliant radio communications. The Transit Supervisors and
Dispatcher are trained in “reasonable suspicion” in accordance with 49 CFR Part 655 and are
responsible for assessing the fitness-for-duty of Transit Operators as they report for their shifts.
Transit Operators are responsible for exercising maximum care and good judgment at all times
while driving WATA vehicles, and for following all WATA rules and procedures in the execution of
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their duties. Operators must maintain and have in their possession a valid Virginia operator’s
license or Commercial Driver’s License (CDL) as required by law at all times while operating
WATA vehicles. Drivers must also maintain and have in their possession a valid Department of
Transportation medical examiners certificate, as required by law or regulation, at all times while
operating a WATA vehicle. Other duties include, but are not limited to, reporting safety hazards
and accidents to dispatch or a supervisor, and completing pre-trip inspections and DVIRs.
WATA operations personnel can give safety-related feedback to the Director of Operations,
Chief Safety Officer, Transit Supervisors, and Transit Planner. In some cases, the Transit
Planner will work with operations personnel to make adjustments as necessary to WATA routes
to account for safety issues or concerns.
All WATA personnel are responsible for performing key SMS activities, including, but not limited
to, immediately reporting safety hazards to the Director of Operations (CSO) or to their immediate
supervisor, completing all training required for the safety performance of their duties, and for
performing their duties in a safe manner.

N3.5.2 CWF
Following are detailed safety accountabilities and responsibilities for relevant CWF positions.
CWF Vice President of Operations. The Vice President of Operations is CWF’s Accountable
Executive. The Vice President is responsible for overseeing the safety program and for
maintaining safe working conditions for all CWF employees. The Vice President reports to the
President of CWF and Board of Directors. The Vice President is responsible for overseeing safety
communications to frontline staff alongside the Manager of Bus Operations and communicates
safety concerns with other CWF departments.
Manager of Bus Operations. The Manager of Bus Operations reports to the Vice President of
Operations. This individual oversees all bus operations and manages the following positions: lead
bus coordinator, operator, dispatcher, and supervisor. This individual helps to oversee
maintenance, recordkeeping, and development of the CWF budget. This individual acts as the
CSO for CWF and reports safety events to WATA for NTD tracking. As the CSO, this individual
regularly communicates all SMS updates with frontline personnel during briefings.
Lead Bus Coordinator. The Lead Bus Coordinator reports to the Manager of Bus Operations.
This individual fuels, washes, and sanitizes buses. This individual also coordinates with First
Transit on pre-trip checks and follows up with minor repairs.
Supervisors are responsible for training operators, documenting training and other safety-related
items, entry of passenger count data, timekeeping, scheduling, and operating when needed.
Supervisors are also trained to respond to accidents and conduct investigations.
Operators are responsible for providing service to guests in a safe and timely manner. These
individuals record the number of passengers on each ride, complete pre-trip inspections, and
assist passengers with wheelchairs and/or scooters, and report lost items. Operators must
maintain and have in their possession a valid Virginia operator’s license or CDL as required by
law at all times while operating WATA vehicles.
Transit Dispatchers are responsible for assigning buses to each transit operator, monitoring the
flow of traffic, answering questions from the public, assisting drivers with movement of
wheelchairs and/or scooters for guests.
See further details on maintenance responsibilities under the WATA section.
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N3.5.3 COUNTY OF YORK
County of York Risk Manager and Loss Administrator. The Risk Manager and Loss
Administrator is responsible for coordinating the County’s safety program. This coordination
includes assisting various departments with training, overseeing Virginia Occupational Safety and
Health (VOSH) inspections, and ensuring safety programs remain up to date.
•
•
•
•
•
•
•
•
•

The following is a list of relevant safety-related positions at the County:
Waterfront Operations and Event Manager
Waterfront Operations Coordinator
Fleet and Maintenance Superintendent
Fleet Manager
Operators
Maintenance Technician
Senior Maintenance Technician
Human Resource Analyst II

The Waterfront Operations and Event Manager. The Waterfront Operations and Event
Manager Primarily oversees the York County trolley operations and is a direct line of
communication with the Fleet Manager and operators throughout shifts. This person provides
representation for the trolley operations during the Safety Committee meetings. Alongside the
Operations Coordinator, the Manager is responsible for conveying the Safety Policy with frontline
staff and regularly communicates with frontline personnel as a primary contact for safety issues.
The Waterfront Operations Coordinator. The Waterfront Operations Coordinator is responsible
for the oversight of the seasonal York County trolley operations and coordinates between other
York County departments. Alongside the Waterfront Operations and Event Manager, the
Coordinator is responsible for conveying the Safety Policy with frontline staff and regularly
communicates with frontline personnel as a primary contact for safety issues.
Fleet and Maintenance Superintendent. The York County Trolley Fleet and Maintenance
Superintendent is responsible for overseeing ongoing preventive and corrective maintenance of
the trolleys. The Superintendent monitors any ongoing issues with the trolleys and reports to the
Waterfront Operations and Events Manager and the Waterfront Operations Coordinator regarding
any maintenance issues or hazards that may arise.

N3.6 SAFETY MEETINGS
N3.6.1 WATA
WATA holds safety meetings with its operations staff every other month; CSO conducts the
meeting. Required attendees include transit operators, transit dispatchers, the Director of
Operations. The Deputy Executive Director and Transit Planner attend as needed. First Transit
holds safety meetings as needed, and First Transit employees are required to sign off on safety
notices that have been distributed, even if the meeting took place on their day off.
In addition to the safety meetings described above, WATA personnel interface with the CSO,
Operations Director, Transit Supervisors, and Transit Dispatchers while executing their duties,
during which safety issues are also discussed as appropriate.
WATA also has a Drivers’ Council that meets monthly to discuss topics that include safety, among
other issues affecting operations. Quarterly and the Council devotes the meeting entirely to safety.
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N3.6.2 CWF
CWF holds a daily safety briefing discussion between the operators, dispatchers, and supervisors
to review safety updates for the day. These briefings are also opportunities for frontline personnel
to communicate any safety concerns and operational hazards throughout the system.

N3.6.3 COUNTY OF YORK
The County Safety Committee meets quarterly to discuss event and accidents investigations. The
committee analyses any events, specifically looking for casual factors and mitigations of future
events and/or hazards.

N3.7 DOCUMENTATION AND RECORDKEEPING
N3.7.1 WATA
WATA safety is governed by this PTASP as well as referenced standalone documents. This
includes WATA Professional Driver’s Handbook. This document includes a series of detailed
policies, procedures and requirements for WATA Transit Operators. Some of these are
referenced in this PTASP, while others may be repeated in the PTASP. First Transit maintenance
employees at WATA are governed by First Transit policies and procedures.
WATA records developed and maintained by the agency to document the SMS and to measure
its effectiveness are described in the Safety Risk Management and Safety Assurance sections
below, and generally include accident reports, pre-trip inspections, drug and alcohol testing
program records, training records, and maintenance work orders. WATA must comply with its
own document retention policy. The WATA Director of Operations is responsible for the
maintenance of all documents and records developed in the implementation of the SMS. At a
minimum, WATA retains all records related to the implementation of the SMS for a minimum of
three years. All such documentation will be made available upon request to the FTA, DRPT, or
any other entities having jurisdiction.

N3.7.2 CWF
CWF safety is governed by this PTASP as well as a maintained rulebook, which details
procedures and requirements for CWF Operators.
•
•
•
•
•

Pre-trip inspection and vehicle defect documents are kept in a locked environment in the
Colonial Williamsburg Regional Visitor Center and maintained for three years.
Training records are maintained at the Colonial Williamsburg Visitor Center for three
years.
Drug and alcohol testing documents are sent to the Environmental Safety Department and
kept for five years in a locked environment separate from the CWF location.
First Transit maintains its own copies of work orders, while CWF retains copies of both
daily reports and completed defect sheet work orders from First Transit.
Accidents and reported hazards are tracked through an excel spreadsheet.
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N3.7.3 COUNTY OF YORK
All County documents are maintained in accordance with the Library of Virginia retention
requirements. All safety-related documentation must be maintained for at least three years.

N4 SAFETY RISK MANAGEMENT
This section of the PTASP establishes formal processes for the identification, analysis, and
mitigation of safety hazards. Safety hazards are any real or potential condition that can cause
injury, illness, or death; damage to or loss of the facilities, equipment, vehicles, or infrastructure
of a public transportation system; or damage to the environment.

N4.1 HAZARD IDENTIFICATION
N4.1.1 WATA
WATA managers and front-line employees identify safety hazards using a variety of methods,
including but not necessarily limited to:
•
•
•
•
•
•
•
•

Transit Operator reports to CSO; Transit Supervisor; Dispatcher; Director of
Operations; and/or the Director of Planning and Administration
Near miss reporting by Transit Operators
Formal and informal safety meetings
Informal discussions with CSO; Transit Supervisors; Transit Dispatchers; Director of
Operations; and/or the Director of Planning and Administration
Bus driver pre-trip inspections, reported via DVIRs
Maintenance Technician reports to the First Transit General Manager
Public complaints
Informal reporting from Transit Operators to the Transit Planner

The WATA CSO; Director of Operations; and Director of Planning and Administration are
responsible for regularly monitoring these sources of hazard data to determine whether safety
hazards require further action or analysis. The CSO is responsible for working with Operations
and regularly monitoring each of the above sources of safety data and for systematically tracking
them in a database.
As appropriate, WATA will incorporate any relevant safety data provided by local, state, and
federal oversight and regulatory bodies into the safety risk management process.

N4.1.2 CWF
CWF mangers and front-line employees identify hazards using a variety of methods, including but
not necessarily limited to:
•
•
•
•
•
•
•

Daily safety briefings
Radio communication of hazardous conditions along bus route
Operator pre-trip inspection forms
Vehicle defect forms
Operator hazard forms
Informal discussions between operations department and other relevant departments
Public complaints
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N4.1.3 COUNTY OF YORK
County operators perform pre-trip inspections of the vehicles during which a daily log is completed
to identify any potential hazards and/or maintenance needs; weather conditions are also noted in
the daily log. There is an open line of communication between operators and supervisors to report
hazards along the transportation route; hazards are called in to supervisors. If a hazard is
identified along the route, the Waterfront Operations Coordinator works with other departments
such as Public Works to attempt to mitigate the issue as soon as possible.

N4.2 HAZARD ANALYSIS AND EVALUATION
N4.2.1 WATA
WATA analyzes and evaluates potential safety hazards identified through the above-listed
information sources using a variety of methods:
•
•
•

•
•

During WATA staff/safety meetings, managers and employees have the opportunity to
discuss and review safety hazards.
During First Transit staff/safety meetings, the General Manager and employees have the
opportunity to discuss and review safety hazards.
The WATA Director of Operations is responsible for continually monitoring the sources
of safety data under his/her authority and responsibility, and for using the principles of
Safety Risk Management to help evaluate and prioritize the mitigation of those safety
hazards.
The Director of Operations is responsible for compiling reports on safety performance,
including accidents and incidents, for disseminating information on safety hazards, and
key performance indicators to the WATA Executive Director and Board of Directors.
The WATA CSO is responsible for working closely with WATA employees and the First
Transit General Manager to review and evaluate potential safety hazards in accordance
with Safety Risk Management principles.

WATA is committed to the analysis and evaluation of hazards for the purpose of prioritizing the
management and mitigation of safety risk. WATA management is responsible for receiving and
evaluating hazards based on severity and probability through a formal hazard analysis process.
WATA uses a hazard assessment process based off of Military Standard 882E to evaluate
identified hazards as described in the DRPT PTASP section 3.1: Safety Risk Management
Processes. See more detail on the process for rating hazards for all small transit providers
covered by the DRPT PTASP in section 3.1 of the Statewide PTASP introduction.
The WATA CSO is responsible for ensuring the review of all unacceptable hazards reported by
WATA employees and the First Transit General Manager. Through both the safety meetings and
informal leadership meetings, WATA management is responsible for overseeing the development
and implementation of mitigations for such unacceptable hazards. WATA management has the
discretion to prioritize hazards of a lower risk level and determine whether mitigation is needed.
All such decisions are documented in meeting minutes, tracking logs, or other means deemed
appropriate by WATA managers. All such documentation must be preserved for posterity for a
minimum of three years in accordance with WATA requirements for SMS-related documentation.

N4.2.2 CWF
Safety-related hazards are addressed at the bus operations level. The Manager of Bus
Operations works together with supervisors from other CWF departments, such as maintenance
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and facilities to mitigate potential hazards. If needed, the Manager of Bus Operations will follow
up with the Vice President of Operations for mitigation assistance. Hazards reported by operators
are tracked in a hazard log so that any trends can be identified, and necessary mitigation
measures are implemented.

N4.2.3 COUNTY OF YORK
Hazard analyses are completed at the trolley bus operations level. Operators call in hazards to
supervisors who then report to other relevant County departments, such as Public Works, so that
the hazard can be addressed. The County Risk Manager and Loss Administrator meet with the
insurance and safety consultants on a regular basis to help identify hazards and make mitigation
suggestions.

N4.3 SAFETY RISK MITIGATIONS
WATA’s safety risk mitigation strategies include the development of corrective or preventive
actions to help reduce the likelihood that safety hazards will reappear in the future. The CSO is
responsible for developing and implementing such mitigations. WATA management is
responsible for obtaining relevant input and feedback from Transit Supervisors, Transit
Dispatchers, Transit Operators, the Transit Planner, First Transit, and other outside experts as
necessary in the creation of mitigations. The primary forum for the formal discussion and
documentation of such mitigations is quarterly at the WATA Safety Committee meetings.

N4.4 HAZARD TRACKING AND RECORDKEEPING
N4.4.1 WATA
The WATA Director of Operations is ultimately responsible for the documentation, tracking, and
monitoring of safety hazards and any associated mitigations or corrective actions. The primary
tracking mechanism for hazards and their associated mitigations will be a database that serves
as a central repository of information that captures, at a minimum, the following information:
•
•
•
•
•
•
•

Date of identification or discovery of the safety hazard
Source of the information
Brief description of the hazard
Potential Consequence
Description of any associated mitigations or corrective actions to address the hazard
Person(s) responsible for implementation of the mitigation
Current status

This database also captures information related to mitigations developed to address the results
of event investigations, inspections, and audits. The CSO is ultimately responsible for the regular,
ongoing maintenance and update of this spreadsheet.
A sample Risk Register for tracking hazards has been included in the DRPT PTASP section 3.2:
Safety Risk Register.
WATA management, including through coordination with the First Transit General Manager, is
responsible for regularly reviewing and evaluating the safety mitigations to determine their
effectiveness, and to consider alternative approaches as needed.

Appendix N | 16

APPENDIX N: WILLIAMSBURG AREA TRANSIT AUTHORITY
N4.4.2 CWF
Hazards reported by operators are tracked in a hazard log so that any trends can be identified
and necessary mitigation measures will be implemented.

N4.4.3 COUNTY OF YORK
County employees are expected to report hazards to supervisors either verbally in-person,
through a call, or through the use of the daily log during a pre-trip inspection.

N5 SAFETY ASSURANCE
N5.1 SAFETY PERFORMANCE MONITORING
N5.1.1 WATA
WATA uses a variety of formal and informal processes to monitor and measure safety
performance, both proactively and reactively. The WATA CSO and Executive Director regularly
monitor safety performance through monthly meetings; the CSO also conducts investigations,
and frequent, ongoing conversations with supervisory and front-line employees. The Director of
Operations and Transit Supervisors are responsible for regularly reviewing and monitoring safetyrelated information that is produced by the respective groups and employees under their purview.
As described in the Safety Risk Management section above, the CSO, Director of Operations,
and First Transit General Manager are responsible for reviewing safety-related data for potential
safety hazards, and for evaluating those hazards to determine whether mitigation is needed.
These individuals are also responsible for communicating information regarding safety
performance to the Accountable Executive through meetings and reports.
The CSO submits a Safety and Security Report to the WATA Board of Directors twice a year.
The CSO also submits a monthly written safety update to the Executive Director, who in turn
submits the update to the Board of Directors.

Operations
The Director of Operations is responsible for ongoing evaluation and observation of Bus Driver
safety performance. The Director of Operations assigns transit supervisors to monitor assigned
groups of Transit Operators via a variety of methods. This includes periodic ride-alongs and
follow-behind observations. Any such observations are documented. The Director of Operations
responsible for determining what follow up is needed with individual employees. This includes
delivering retraining, as well as observing patterns or trends suggesting more systemic safety
issues. In such cases, the Director of Operations or their designee, working with the CSO, is
responsible for evaluating potential alternative mitigations, such as training or re-training, review
or update of policies, procedures, or training programs, or addressing physical or operational
issues that may be the responsibility of entities outside of WATA, such as the City of Williamsburg
Public Works and Utilities, or James City County, York County, or the Virginia Department of
Transportation.
The WATA Professional Driver’s Handbook details Transit Operators’ roles and responsibilities,
including those safety-related. The WATA Professional Driver’s Handbook also details operating
rules and procedures.
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Transit Operators are responsible for completing DVIRs to document vehicle defects before
beginning their routes, as well as after the vehicle leaves revenue service for the day, and for
providing the completed forms to First Transit maintenance staff.

Maintenance
The First Transit General Manager is responsible for the overall maintenance of WATA and CWF
vehicles. As stated in WATA vehicles have preventive maintenance (PM) inspections performed
in accordance with manufacturer-specified PM schedules and procedures. Facility maintenance
issues are tracked by First Transit on facility tickets and then either remediated by First Transit or
are submitted to the owner of the WATA facility (7239 Pocahontas Trail, Williamsburg, VA). First
Transit performs the same maintenance practices across WATA and CWF vehicles.

N5.1.2 CWF
The CWF Vice President of Operations reports to the CWF Board. CWF reports accident/event
investigations to WATA.

Operations
Throughout the year, CWF supervisors perform ride-alongs to observe operators during service
and any potential safety-related hazards along the route. The supervisor who conducts the ridealong complete a written report with any actions for follow up. These ride-along reports are kept
in internal files, maintained annually, and used during operator evaluations.

N5.1.3 COUNTY OF YORK
Operations
County staff periodically conduct ride-alongs performed by administration or operations staff to
ensure rules compliance of the operators. If actions of non-compliance are observed during a
ride-along, corrective action will be immediately taken through a verbal warning.

Maintenance
County senior technicians train and oversee other technicians to ensure compliance.
Maintenance checklists are used, and technicians have access to the trolley bus maintenance
manuals. County maintenance staff may also work with the original equipment manufacturers
(OEM) to identify a solution to an ongoing issue with the trolley buses.

N5.2 OTHER SAFETY PERFORMANCE MONITORING ACTIVITIES AND DATA
COLLECTION
N5.2.1 WATA
WATA administers a United States Department of Transportation (USDOT)-compliant drug and
alcohol testing program. The WATA CSO is responsible for the administration of the program for
WATA employees, working with WATA’s collection vendor to facilitate all types of testing,
including pre-employment, random, post-accident, return-to-duty, and follow-up testing. The CSO
also works with a third-party vendor and James City County Human Resources to receive the
names of employees selected for random testing. The CSO is responsible for the administration
of required drug and alcohol awareness training to covered employees, as well as training in
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reasonable suspicion to supervisors and affected managers. WATA’s drug and alcohol testing
program is described in detail in the WATA Drug and Alcohol Testing Policy. The CSO reports
WATA drug and alcohol testing program data to FTA for WATA, as well as on behalf of Colonial
Williamsburg bus operations and the Yorktown Trolley (York County).
The CSO is responsible for reporting safety events, as required, to the National Transit Database,
in consultation with WATA managers and First Transit. The CSO is responsible for issuance of
reports on WATA employee injuries and accidents.

N5.2.2 CWF
CWF has an independent drug and alcohol testing pool from WATA and retains its own FTA drug
and alcohol testing policy, compliant with United States Department of Transportation
requirements.
WATA is responsible for reporting safety events, as required, to the NTD on behalf of CWF. The
CWF Lead Bus Coordinator relays all reportable safety events to WATA for this purpose.

N5.2.3 COUNTY OF YORK
The County has an independent FTA drug and alcohol testing pool from WATA; the trolley bus
employees are included in a pool with all CDL employees county-wide. The County of York
maintains its own drug and alcohol prevention policy, which is compliant with the United States
Department of Transportation requirements.
WATA is responsible for reporting safety events, as required, to the NTD on behalf of the County.
The County Waterfront Operations and Event Manager relays all reportable safety events to
WATA for this purpose.

N5.3 PROCESS EVALUATION
N5.3.1 WATA
The CSO is responsible for working with the Director of Transit or their designees to ensure that
they are regularly evaluating safety performance and the effectiveness of the safety mitigations
described above in the Safety Risk Management section. The managers are responsible for
evaluating alternative mitigations or approaches in the event that they determine a given
mitigation to be ineffective.
The CSO is also responsible for regularly monitoring the effectiveness of WATA employee safety
reporting. These activities include regular coordination with WATA management. This includes,
but is not necessarily limited to, the effective and candid reporting of safety concerns to
supervision, management, and discussion during monthly meetings between the CSO and the
Executive Director. The CSO will, as needed, work with management to evaluate any needed
changes to the employee safety reporting process.

N5.3.2 CWF
The CWF Lead Bus Coordinator alongside the VP of Operations regularly reviews its safety policy
and respective SMS programs to assess opportunities for improvement in the effectiveness of its
safety processes and mitigations. As necessary, CWF may identify improvements to be reflected
in the safety policy as well as existing SMS-related policies and procedures.
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N5.3.3 COUNTY OF YORK
The County Waterfront Operations and Event Manager and Waterfront Operations Coordinator
County of York Risk Manager and Loss Coordinator regularly reviews its safety policy and
respective SMS programs to assess opportunities for improvement in the effectiveness of its
safety processes and mitigations. As necessary, the County may identify improvements to be
reflected in the safety policy as well as existing SMS-related policies and procedures.

N5.4 EVENT INVESTIGATIONS
N5.4.1 WATA
WATA investigates safety events including accidents, incidents, and injuries. Transit Supervisors
are primarily responsible for responding to and investigating safety events, and for performing
accident investigation activities, in accordance with the WATA Accident Investigation Standard
Operating Procedure (SOP). The First Transit General Manager or his/her designee is
responsible for evaluating the condition of vehicle maintenance and damage during
investigations. Transit Supervisors administer the post-accident drug and alcohol testing protocol
to the involved Transit Operator. Transit supervisors complete a James City County/James City
Service Authority-issued accident report form and submit to the CSO.
The CSO logs all safety events into a database and produces accident investigation reports. The
CSO is responsible for distributing accident investigation reports as appropriate, including to the
Director of Operations and Deputy Executive Director.

N5.4.2 CWF
CWF investigates safety events including accidents, incidents, and injuries. If an event occurs, an
investigation is completed at the time of the event. The Public Safety Department is notified of an
event by the dispatcher; Public Safety will call emergency responders. The event investigation
aims to identify the root cause of the event, whether that be mechanical failure, operator-related,
or factors beyond the operator’s control. Event investigation documentation is completed, which
will include the following information:
•
•
•
•
•
•
•
•

Time
Date
Vehicle number
Operator name
Operator statement
Witness statement(s)
Supervisor observation(s)
Public Safety observation(s)

The Public Safety Department will collect witness cards, which are kept with the event
investigation documentation for three years. A post-event meeting is held with the operator the
day of or following the event to review the event; this meeting is documented kept with the event
investigation documentation.

N5.4.2 COUNTY OF YORK
The County investigates safety events including accidents, incidents, and injuries. If an event
occurs, an investigation is completed at the time of the event. Operators immediately checks the
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scene of the event and are able to call emergency responders if needed. Supervisors are notified
immediately as well and respond to the scene; other County departments, such as Human
Resources and Risk Management are notified as well. If the event occurred with a WATA leased
vehicle, WATA is notified of the occurrence.

N6 SAFETY PROMOTION
N6.1 SAFETY COMMUNICATION
N6.1.1 WATA
As discussed earlier in the Safety Policy Communication section, WATA uses a variety of
methods to communicate safety information to ensure that all employees are aware of the Safety
Management Policy, as well as the processes, activities, and tools that are relevant to their
responsibilities. The agency’s safety policies and other information related to employee safety
and SMS responsibilities provided to each WATA employee as part of new employee orientation.
This PTASP and referenced plans, policies, and procedures are available to all affected
employees either digitally or in hard copy.
Individual managers, or their designees, are responsible for posting safety-related bulletins and
other messages in areas visible to frontline operations and maintenance employees, such as on
bulletin boards and video monitors at the WATA facility (7239 Pocahontas Trail, Williamsburg). If
necessary, management will ensure that safety-related materials are directly distributed to
individual employees. Management may require employees to acknowledge, in writing, their
receipt and understanding of safety-related information.
WATA front-line employees and managers discuss hazards and safety performance information
through formal and informal meetings, including the safety meetings with operations personnel
every other month. Management uses the safety meetings to discuss hazard and safety risk
information relevant to employees’ responsibilities, and to explain why safety actions have been
taken, or why safety procedures may have been introduced or changed, in response to reports
received through formal employee safety reporting or informal safety reporting and discussions
with WATA management.

N6.1.2 CWF
As described in the Safety Policy Communications section, CWF conducts daily safety briefings
with employees, where safety-related changes and/or concerns are addressed. Written memos
complement these daily briefings; the written memos are posted in a communal employee area.
Employees initial the memo once they have fully reviewed it. During the daily briefings, employees
have the opportunity to raise safety-related concerns to supervisors.
Additionally, CWF receives external information, such as environmental conditions, that it includes
in daily briefings and in the written memos so that all safety-related employees review and
acknowledge the information.

N6.1.3 COUNTY OF YORK
As described in the Safety Policy Communications section, the County has an open line of
communication between operators and supervisors to report any safety-related items or concerns.
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Supervisors between various County departments also have open lines of communication to be
informed of and assist in the mitigation of hazards.

N6.2 COMPETENCIES AND TRAINING
N6.2.1 WATA
WATA has a formal process in place to ensure that employees receive the appropriate
competencies and training to safely perform their duties. WATA uses a combination of in-house
and vendor-created training materials. The CSO is responsible for providing safety-related
training to all WATA employees, and for working with outside vendors, as needed, to provide
topic-specific training as-needed. For example, WATA provides initial training to operations
employees from materials developed by the Transit and Paratransit Company (TAPTCO), the
National Transit Institute (NTI), and in-house training modules (e.g. wheelchair securements). In
accordance with WATA policy, Transit Operators must undergo an annual USDOT physical
examination. WATA will develop de-escalation training for all frontline staff.
Operations training consists of classroom time with the CSO, CDL training and examination, and
on-the-road training with an incumbent operator. New WATA employees are also trained on:
1. Bloodborne pathogens
2. Drugs in the workplace
3. Fire safety
4. Information security
5. Driving policy
6. Personnel policy
7. Health and safety
8. OSHA exposure control
9. Social media policy
10. Sexual harassment
11. Workplace violence
12. HIPAA
13. Active shooter
14. Human rights
15. Incident reporting
16. Infections control & prevention
First Transit delivers its own training for its employees. First Transit maintenance technicians are
required to earn two certifications within their first year of employment (e.g. compressed natural
gas [CNG]; and heating, ventilation, and air conditioning [HVAC]). The First Transit General
Manager is responsible for ensuring that maintenance employees are sufficiently trained and
competent to perform their job duties in a safe manner.

N6.2.2 CWF
CWF also has a formal process to ensure that employees receive adequate competencies and
trainings to safely perform their duties. In addition to operator training and certification, CWF
trainings include:
17. Fire safety
18. Accident investigation
19. Active shooter
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20. Drug and alcohol prevention
21. Information security
22. Bloodborne pathogens
23. Site specific emergency
Operators must obtain their CDL prior to obtaining employment at CWF and continue to maintain
it.
Following an accident, CWF operators may also be required to complete post-accident training
depending on if the event was preventable.

N6.2.3 COUNTY OF YORK
County operators are required to take an online training course that includes the topics of road
safety, drug and alcohol usage and testing, and other basic safety topics. This online course is
then taken annually as the refresher training by all operators. Currently, operators must obtain
their CDL prior to obtaining employment at the County and continue to maintain it.
County maintenance technicians are trained by senior technicians and have the opportunity to
reference maintenance manuals that are available in the county library. Additionally, maintenance
employees periodically participate in external training courses for specific maintenance topics.

N6.3 TRAINING PROGRAM EVALUATION
N6.3.1 WATA
The WATA Director of Operations is responsible for periodically analyzing all employee training
programs for WATA employees to determine whether changes or updates are necessary. The
WATA CSO is responsible for documenting these reviews and reporting to WATA, at least
annually, on any proposed changes or updates. These analyses are intended to ensure that the
agency has identified and provided all necessary skills and competencies related to the safe
performance of WATA job functions. Changes or updates could include, but are not limited to:
•
•
•
•

New training techniques or technology
Changes based on the results of accident investigations
Changes based on identified safety hazards or deficiencies
Changes based on local, state, or federal regulations or guidance

N6.3.2 CWF
CWF annually discusses the required trainings with employees and collects feedback from them.
CWF attempts to incorporate this feedback into future trainings.
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WATA Organization Chart
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CWF Bus Operations Organization Chart
Vice President
Robert Underwood
Manager
Sarah Jones

Supervisors

Lead Support

Leonard Price

Herman Lee

Herman Robinson

Operators
Donna Hard
Osville Isaac
Jeffrey Jones
David Marciniak
John Seraydarien
Roy Spruel
Candice Berkley
Willie Linton
Joseph McClallen
James Nowin
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County of York Operations Organization Chart
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MEMORANDUM

TO:

Board of Directors

FROM:

Zach Trogdon, Executive Director

DATE:

June 8, 2022

SUBJECT:

Contract Award – CAD/AVL and related ITS components, Proposed Resolutions #R22-25
and #R22-26

WATA issued RFP #20-22220 to solicit for a computer-aided dispatch (CAD)/automated vehicle location (AVL)
system. The previous system was implemented starting in 2012 and was no longer meeting WATA’s needs.
The RFP was developed subsequent to an IT assessment that clarified a number of objectives related to
passenger convenience and operational efficiencies. The previous CAD/AVL system had revealed a potential
weakness in having an entire system comprised of one vendor’s products and WATA sought to evaluate
system components from a number of vendors that could then be integrated to optimize a new system.
WATA solicited for the following components for integration into the final system:
•
•
•
•
•
•
•
•

Fixed-Route Computer Aided Dispatch (CAD)/Automatic Vehicle Location (AVL)
Paratransit Computer Aided Dispatch (CAD)/ Automatic Vehicle Location (AVL)
Automated Vehicle Announcements (AVA)
Real Time General Transit Feed Specifications (GTFS-RT)
Fare Collection (utilizing both cash and mobile solutions)
Infotainment & Passenger Information
Mobile Video Surveillance
Scheduling/ General Transit Feed Specifications Manager

Each of these components, with the exception of the mobile video surveillance system, will integrate and
share data with the main CAD/AVL to improve overall functionality of the system. Proposers were
interviewed by an evaluation team and scored on their product offerings. Proposals were not evaluated on
the basis of price only, but on what offering would be the best solution for WATA.
Staff is recommending that the contract for the CAD/AVL system be awarded to Ineo Systrans USA, Inc., doing
business under the name Equans. Equans will be the prime contractor for the CAD/AVL system and will be
responsible for management of any subcontractors, which include Masabi,LLC and Via Mobility, LLC. The
contract estimate for the two-year base period is $1,082,305. Staff recommends that the contract for a new
mobile video surveillance system be awarded to AngelTrax with an estimated two-year base period cost of
$166,237. This contract will be managed by WATA directly.

The Board was sent under separate cover a detailed breakdown of the costs and implementation plan for
each component to be managed by Equans and the cost for the AngelTrax system. Staff chose not to
recommend at this time the procurement of the Scheduling/ General Transit Feed Specifications Manager
component, however this may be procured at a later date.
Recommendation: The Board of Directors authorize the Executive Director to negotiate and execute a
contract with Equans and AngelTrax for CAD/AVL components and a mobile video surveillance system,
respectively, in accordance with the best and final offer submitted in response to RFP #20-22220.

R E S O L U T I O N #R22-25
CONTRACT AWARD – CAD/AVL AND RELATED ITS COMPONENTS
WHEREAS, information technology is critical to public transit agencies as it assists in
improving the passenger experience, operator safety, and operational efficiency;
WHEREAS, when WATA determined that it needed a new solution for its CAD/AVL and
associated systems, it undertook a process to solicit a wide range of offerors in order to find the
best solution(s);
WHEREAS, after an extensive evaluation of proposals, staff is recommending that Ineo
Systrans USA, Inc., doing business under the name Equans, be selected as the prime contractor to
implement a nee CAD/AVL system;
WHEREAS, Equans will be the prime contractor and will be responsible for the
management of any subcontractors whose solutions will integrate with the primary CAD/AVL,
including Masabi, LLC and Via Mobility, LLC;
NOW, THEREFORE, BE IT RESOLVED that the Board of Directors of the Williamsburg Area
Transit Authority hereby authorizes the Executive Director to negotiate and execute a contract
with Equans for CAD/AVL and related ITS components in accordance with the best and final offer
submitted in response to RFP #20-22220

________________________________
Denise Kirschbaum
Chair
ATTEST:
________________________________
Zach Trogdon
Secretary
Adopted by the Board of Directors, Williamsburg Area Transit Authority this 15th
day of June 2022.

R E S O L U T I O N #R22-26
CONTRACT AWARD – MOBILE VIDEO SURVEILLANCE SYSTEM
WHEREAS, information technology is critical to public transit agencies as it assists in
improving the passenger experience, operator safety, and operational efficiency;
WHEREAS, WATA determined that it needs a new solution for its mobile video
surveillance system and undertook a process to solicit a wide range of offerors in order to find the
best solution For WATA’s needs;
WHEREAS, after an extensive evaluation of proposals, staff is recommending that the
award for a new mobile video surveillance system be made to AngelTrax;
NOW, THEREFORE, BE IT RESOLVED that the Board of Directors of the Williamsburg Area
Transit Authority hereby authorizes the Executive Director to negotiate and execute a contract
with AngelTrax for a mobile video surveillance system in accordance with the best and final offer
submitted in response to RFP #20-22220

________________________________
Denise Kirschbaum
Chair
ATTEST:
________________________________
Zach Trogdon
Secretary
Adopted by the Board of Directors, Williamsburg Area Transit Authority this 15th
day of June 2022.
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MEMORANDUM

TO:

Board of Directors

FROM:

Zach Trogdon, Executive Director

DATE:

June 8, 2022

SUBJECT:

Contract CII-001 Renewal Authorization – Vehicle Maintenance Services, First
Transit, Inc., Proposed Resolution #R22-27

The Williamsburg Area Transit Authority (WATA) entered into Contract CII-001 with First Transit, Inc., to
provide and furnish all labor, materials, necessary tools, expendable equipment, utility, and
transportation services required for the maintenance of all WATA vehicles. Staff has been working
through the process to procure a new vehicle maintenance contract that was anticipated to begin on
July 1, 2022. The process to finalize the new contract has not yet been concluded as costs are still being
analyzed within such a rapidly changing environment.
Staff has requested an extension of the current contract through July 31,2022 in order to finalize
negotiations. The terms of this renewal period will be the same as the current contract and include any
necessary items such as the current facility lease. WATA staff has estimated costs to arrive at a
stipulated ceiling price of $141,915 based on the following:
Fixed Fees:
Labor:
Vehicle Washes:
Parts:
Fuel:

$29,253
$18,207
$4,455
$20,000
$70,000

Recommendation: The Board of Directors adopt the attached resolution to authorize the Executive
Director to execute renewal for the period of July 1, 2022, to July 31, 2022, under the terms of Contract
CII-001 with First Transit, Inc. and with a stipulated contract ceiling price of $141,915.

RESOLUTION #R22-27
CONTRACT CII-001 EXTENSION AUTHORIZATION
VEHICLE MAINTENANCE SERVICES - FIRST TRANSIT, INC.

WHEREAS, the Board of Directors (the “Board”) of the Williamsburg Area Transit
Authority (WATA) approved a renewal of Contract CII-001 with First Transit, Inc., for
vehicle maintenance services for a term through June 30, 2022;
WHEREAS, WATA is currently in the process of evaluating providers for a new
third-party vehicle maintenance services contract;
WHEREAS, additional time is needed in considering proposals for the new vehicle
maintenance service contract;
WHEREAS, WATA agrees to extend the current contract with First Transit for the
period of July 1, 2022, to July 31, 2022, under the same terms and with the stipulated
contract ceiling price of $141,915.
NOW, THEREFORE BE IT RESOLVED that the Board of Directors hereby authorizes
the Executive Director to execute a renewal of Contract CII-001 with First Transit, Inc., for
the period of July 1, 2022, to July 31, 2022, with a stipulated contract ceiling price of
$141,915.

___________________________
Denise Kirschbaum
Chair
__________________________
Zach Trogdon
Secretary

Adopted by the Board of Directors, Williamsburg Area Transit Authority this 15th day of
June 2022

