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-- Upon commencing at 1:00 p. m

MR. MARI O GUERRA: AFFI RVED.

KATE MCGRANN: Good afternoon,

M. Guerra. M nane is Kate McGann. |'m one of
the co-lead counsel of the Qttawa Light Rai

Comm ssion inquiry and joined by a nenber of the
counsel team Carly Peddl e.

Before we get started, | want to
provide you with sone information about today's
I nterview. The purpose of today's interviewis to
obtai n your evidence under oath or solem
decl aration for use of the Conm ssion's public
hearings. This will be a coll aborative interview
such that ny co-counsel may intervene to ask
certain questions. |If tine permts, your counsel
may al so ask foll ow up question at the end of the
I ntervi ew.

This interview is being transcri bed,
and the Comm ssion intends to enter this transcript
I nto evidence at the Conm ssion's public hearings
either at the hearings or by way or procedural
order before the hearings commence.

The transcript will be posted to the
Comm ssion's public website along with any

corrections made to after it is entered into
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evi dence. The transcript along with any
corrections later nade to it wll be shared with
the Conm ssion's participants and their counsel on
a confidential basis before being entered into

evi dence.

You will be given the opportunity to
review your transcript and correct any typos or any
errors before the transcript is shared wwth the
participants or entered into evidence. Any non
t ypogr aphi cal corrections nade will be appended to
the end of the transcript.

Pursuant to section 36(6) of the Public
| nquiries Act, 2009, a witness at an inquiry shal
be deened to have objected to answer any questi on
asked himor her upon the ground that his or her
answer may tend to incrimnate the witness or may
tend to establish his or her liability to civil
proceedi ngs at the instance of the Crown or any
person, and no answer given and by a wtness at an
I nqui ry shall be used or be receivable in evidence
against himor her in any trail or other proceeding
agai nst himor her thereafter taking place other
than a prosecution for perjury in giving such
evi dence.

As required by section 33(7) of that
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Act, you are hereby advised that you have the right
to object to answer any questions under section 5
of the Canada Evi dence Act.

Do you have any questi ons about any of

t hat ?

MARI O GUERRA: | do not.

KATE MCGRANN: We are scheduled to sit
until 5. We'll plan to take a short break around

2. But if at any point during the interview
anybody needs to take break, please just let ne
know, and we'll stop.

To begin, M. CGuerra, we asked your
counsel to provide us with a copy of your CV. [|I'm
just going to show you a copy of what we received.
So | am show ng you on the screen a picture of -- |
think it's a three-page docunent. |'mgoing to
scroll through. Tell nme to slow down if you need
to. My mstake; it was a four-page docunent. Do
you need to see any part of that docunent again?

MARI O GUERRA:  No, I'mfine. Thank
you.

KATE MCGRANN: Do you recogni se this
docunent ?

MARI O GUERRA: | do.

KATE MCGRANN:  And what is it?
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MARI O GUERRA: This is the -- the CV

that | submtted.

KATE MCGRANN: Thank you very nuch.

| m going to stop sharing ny screen, and we'll

enter that as Exhibit 1 to your interview
EXH BI T 1:
CV of Mario Guerra

KATE MCGRANN: Woul d you, please,

descri be your professional experience as it's

relevant to the Otawa light rail transit project?

MARI O GUERRA: | started with the -- in

the transit industry in 1980 as an apprentice wth

the Toronto Transit Comm ssion, electrical

apprentice, and worked ny way up through the ranks

within the TTC, various roles: training

departnment, supervisor, and so on, and | cul m nated

that as a general superintendent in charge of rai

car mai ntenance of the TTC, which was the | ast

position | held with the TTC

| then went and worked in New York Cty

for approximately one and a half, two years,

al so

I n charge of vehicle maintenance. Qoviously a nuch

bi gger scope than the TTC.

After that, | cane back hone, didn't do

anything for a while, shut it down for a while.
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And then with the advent of the P3 transit
projects, | was able to get a job with EllisDon.
The position was nostly bidding various projects,

P3 transit projects.

And then | canme to SNC-Lavalin as the
vice president in charge of the rail projects and

since then have taken on progressively nore -- nore

responsibilities wthin SNC.

About al nost two years now -- | guess

it wll be two years in June -- |'ve also been

acting CEO and general nmnager of the Ri deau

Transit Maintenance as well as ny -- as having ny
position still within SNC has vice president there.

KATE MCGRANN:  And with respect to your

role as the acting CEO and general nmnager of

Ri deau Transit Mi ntenance, which I'lI|l refer to as

RTM goi ng forward, would you, please, describe to

me what your responsibilities were in that role?
MARI O GUERRA: Wl l, we've -- we've

subcontracted with RTG -- well, really

subcontracted with Cty of OGtawa. |n essence, we

are charged with the mai ntenance of all assets,

whet her that be vehicles or -- or |linear assets or

buil dings. So in essence, we maintain all the

assets on behalf of RTGfor the Cty of Qtawa.
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KATE MCGRANN: And when you say "RTG "
just so we've got that clear, that's R deau Transit
G oup?

MARI O GUERRA: Yeah, they would be --
in the P3 world, we work call them projectCo. They
woul d be the client facing organi sation.

KATE MCGRANN:  So | understand that RTM
Is charged with the mai ntenance of all assets. And
what is your role in executing those obligations?

MARI O GUERRA: So | -- | liaise with
the client, the Cty, as well as the -- the team
that we have here to ensure that this happens. And
| also liaise with -- alot of ny tine is spent
| iaising with our nmajor subcontractor Al stom as
wel | and ensuring that we neet the requirenents as
set in the project agreenent. | also report to the
board of directors for RTM as wel |.

KATE MCGRANN: W th respect to
reporting to the board of directors of RTM who
sits on that board?

MARI O GUERRA: So there's three
organi sations that nake up the JV. It's EllisDon,
ACS, and SNC-Lavalin, and they each have appoi nt ed
representatives to the board, various executives to

the board. So ultimately this position as the

neesonsreporting.com
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CEO GMreports to that board.

KATE MCGRANN: And what form does that
reporting take?

MARI O GUERRA:  So |'m del egated certain
responsibilities wwth the -- that things that |
am-- that |'m-- that's within ny scope that the
board has delegated to ne. But | neet with the
board nonthly now. W have been neeting nonthly
for quite a while, actually, just keeping abreast
of what's going on in situations, financial
I nplications, any HR issues that nay arise from
time to tine.

And so if at tines | need to take
action that's above ny purview, then | would have
to get -- seek board approval for that as well.

KATE MCGRANN: Ckay. Wth respect to
the neetings, are the reports that you' ve provided
the neetings oral only? O do you al so provide
witten reports to the board?

MARI O GUERRA: W mnute -- every
neeting is mnuted, and at tines, we wll provide
reports to the -- to the board on various issues.

KATE MCGRANN:  And in addition to the
neetings that you attend, are there any ot her

reporting obligations that you have to the board?

neesonsreporting.com
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1 MARI O GUERRA: | nean, there's infornmal
2 | discussions. Sonetines the board will contact ne
3| to seek clarification on certain things. So there
41 are informal discussions that take pl ace.

5 KATE MCGRANN: Ckay. Wth respect to
6| liaising wwth the GCty, what is the purpose of

7] that?

8 MARI O GUERRA: OCh. | nean, ultimately,
9| it's to keep them appri sed of what we're doi ng and
10 | providing themw th information related to

11| incidents as they happen. W have sone contract ual
12| neetings that we're required to have with the Gty
13| as well as per the contract, so we have to tend

14 | t hose.

15 Mostly, it's just to provide themwth
16 | informati on and update them on things that are

171 going on. W currently actually have been for a
18| while neeting daily every norning.

19 KATE MCGRANN: \Who attends the daily

20 | meetings”?

21 MARI O GUERRA: So it would be the Gty
22 | representatives, including -- including the GM and
23 | | would say naybe about six or seven of her staff.
24| Al my nmanagenent staff, Alstomstaff as well as
25

RTG and OLRTC. It's quite a |large group.
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KATE MCGRANN: And approxi mately how
| ong have those daily neetings been taking place?

MARI O GUERRA: Since the -- after the
| ast derail nent.

KATE MCGRANN: St epping back in tineg,
when did you first step into the role that you are
currently in as acting CEO and general nmanager of
RTM?

MARI O GUERRA: | believe it would have
been -- it'll be two years in June, so it would
have been June of 2020.

KATE MCGRANN: And was sonebody in your
role before --

MARI O GUERRA:  Yeah.

KATE MCGRANN: -- you took this role
on? W was that?

MARI O GUERRA: C aude Jacob.

KATE MCGRANN: Before you stepped into
the role that you have today, did you have any
I nvol venent in stage 1 of Otawa's LRT?

MARI O GUERRA: Yes, | sat on the board.

KATE MCGRANN: \What can you tell ne
about what RTMs role was in stage 1 of the Qtawa
LRT before the systementered revenue service?

MARI O GUERRA: So, ultimately, the --

neesonsreporting.com
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1| the work there is in -- in -- in nobilising to
2| ensure that we're ready to -- to start maintaining
3| the system when revenue service comrences. So the
4| activities are nobilising, getting enpl oyees on
5| board, getting enployees trained, entering into
6 | various subcontracts with various conpani es.
7| Basically laying the ground work to ensure the --
8| that the -- that RPMis ready once the -- once --
91 once the service starts.
10 Now, there's also -- in a contract, we
11} are required to deliver certain docunents as well
12| prior to revenue service, maintenance docunents and
13| things of that nature, asset managenent docunents.
14| So we al so woul d be working on those to ensure that
15| they're conpleted on tine as well.
16 KATE MCGRANN: To your know edge, was
171 there an overall plan put together for the pre
18 | revenue service phase of RTMs work, setting out
19| its obligations and the steps that need to be taken
20| to neet thenf
21 MARI O GUERRA: Yeah, we -- we had a
22 | pobilisation plan, things we needed to do. Yes.
23 KATE MCGRANN: As part of that
24 | nobilisation plan, | understand that RTM has
25

subcontractors and al so share obligations for the

neesonsreporting.com
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mai nt enance work that is to be done.

MARI O GUERRA: Ri ght.

KATE MCGRANN: What kind of work was
RTM doi ng, if anything, to assess the readi ness of
I ts mai ntenance subcontractors and prepared to do
that work with thenf

MARI O GUERRA: Wl |, sone -- sone nore
than others. | nean, sone conpanies -- for
exanple, we were contracted with the conpany for
escal ator mai ntenance. Wl|l established in the
I ndustry, really no need to really go into details
with them Ohers, such as Alstom who are
probably our main -- out biggest contractor, do the
mai nt enance of the vehicles and the infrastructure.
Qobvi ously we woul d have been nore involved with
themto ensure that they were staffed up to the
required levels, to ensure that their enpl oyees
were properly trained, they had good solid
managenent in place to nonitor it and -- and so on
of .

KATE MCGRANN: So - -

MARI O GUERRA: So dependi ng on the sub,
we woul d have had varyi ng degrees of invol venent
and -- and nobilisation.

KATE MCGRANN: Looking specifically at

neesonsreporting.com
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Al stom what can you tell ne about the work that
RTMdid wwth Alstomin the pre revenue service
phase to prepare for naintenance service?

MARI O GUERRA: Yeah, that woul d be
hard. | really was at the board | evel at that
point and not really involved in the -- in the
day-to-day operation. So | wouldn't want to
speculate in terns of the details.

KATE MCGRANN: Ckay. As a nenber of
the board -- let ne ask you this question. Wen
did the RTM begin working to prepare for revenue
service?

MARI O GUERRA:  Well, that work starts
as soon as we win the bid. W start -- we have to
start putting the managenent teamin place and
start -- and start planning. So it's imedi ate.

KATE MCGRANN: At sone point along the

way, did the board begin receiving reports about

RTM s readi ness process -- progress, | should say,
and the readiness of -- let's focus on Al stom --
MARI O GUERRA:  Yeah.
KATE MCGRANN: -- for revenue service?
Ckay.

MARI O GUERRA: Yes, that woul d have

been sonet hing that we woul d have been apprai sed

neesonsreporting.com
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11 of.
2 KATE MCGRANN: Around what tine would
3| the board start receiving reports about that?
4 MARI O GUERRA: | get -- soon after
S| we -- soon after we entered the contract with --
6| with Alstom you know, then -- then the staff would
7| have engaged, and it was -- would have started
8 | discussions with Alstomaround their plans. And --
9| and we woul d have probably been getting reports on
10| that right -- right then and there.
11 KATE MCGRANN: As a nenber of the
12 | board, were you notified at any point of any
13 | concerns about the readi ness of RTMor Al stomfor
14| revenue service?
15 MARI O GUERRA: | don't know that there
16 | were any concerns. There were things that we m ght
17| have asked, like, work force levels and things |ike
18| that to ensure that -- that they were ready to go.
19| But | don't knowif there were really any concerns
20 | at that point.
21 KATE MCGRANN: Can you speak to ne from
22| the information that was available to you as a
23 | nmenber of the board about what steps RTMtook to
24 | assess its own readiness in advance of the system
25 | handover ?

neesonsreporting.com
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1 MARI O GUERRA: | nean, ultimately,
2| we -- we would have benchmar ked agai nst ot her
3| projects in terns of what we saw, what we've seen
41 there. W -- we had people that were experienced
5| that had worked in the transit industry. And based
6| on the assunptions that were made during the bid,
7| that would have conme into play as well. So all of
8| that would have -- would have |l ed us to determ ne,
9| you know, our readiness for -- for revenue service.
10 Wth Alstom it would have been very
11| nuch the sane, you know, in terns of what are your
12| plans? There woul d have been a | ot around the
13| facilities, ensuring the facilities would have been
14| ready to -- to maintain the vehicles as well. So
15| that would have been a big focus of us. So things
16 | of that nature.
17 KATE MCGRANN:  You referenced
18 | assunptions nmade during the bid. Wuld you explain
19| to me what you were tal king about?
20 MARI O GUERRA: Well, | nean, when
21| you're bidding a project, you assume, for exanple,
22 | you know, a certain level of staff to be able to --
23| to do the work. So that woul d have been our
24 | starting point.
25

And then, you know, as -- as the assets
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are built and constructed and tested and
conm ssi oned, you need to make adjustnents to that
original -- to those original assunptions.

KATE MCGRANN: And what ki nd of
i nformation flow ng out of the construction or
manuf acturing of the assets and the testing and
comm ssi oni ng woul d you be | ooking for to assess
the levels of staff, for exanple, required?

MARI O GUERRA:  Yeah, so, | nean, we
have -- we have what's called an interface
agreenent. It sits between us and the constructor.
And that interface agreenent, you know, talks to
things that we are required to -- type of
information required to receive. |If there are any
changes to the assuned design, that we get
apprai sed, we get -- we be involved to ensure that
It doesn't affect the maintenance.

So we woul d have had sone oversi ght on
the design, for exanple, to ensure that, you know,
they said they were going to have five roons. D d
they build seven roons? O did they just build
five? So we would have had oversight to nmake sure
t hat our assunptions going in on design and
construction were, indeed, what's being done . And

that was so that we could protect ourselves in case
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of, you know, there were additional naintenance
costs going forward.

KATE MCGRANN:  You nentioned the
constructor. Are you referring to OLRTC?

MARI O GUERRA: Yes, | am

KATE MCGRANN:  You expl ai ned that RTM
woul d be notified along the way if, for exanple,
there was a change to the design so that it could
protect itself wth respect to costs. Have | got
that right?

MARI O GUERRA:  Yes.

KATE MCGRANN: Coul d you explain to ne
what you nean by that?

MARI O GUERRA: See, like, | -- so when
we -- when we go into one of these projects,
there's a concept -- reference concept design,
typically about 30 percent -- to the 30 percent
|l evel. But as -- as you go through, you know,
further design or even at the construction phase,
you know, there's val ue engi neering that happens,
there's opportunities. So we would be there to
ensure that any of these val ue engi neering
initiatives did not inpact our ability to -- to
mai ntain the system going forward over the -- over

t he 30-year period, you know, to ensure that we --
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that the nunbers were as they said. So if they
said 100 escalators, it was 100 escalators. To
make sure that we had access to maintenance to
various roons and things of that nature.

KATE MCGRANN: And to your know edge,
were there any changes to the design fromthe
30 percent reference design?

MARI O GUERRA: There are. There al ways
are,

KATE MCGRANN: That would, | think, be
an overly broad question. But to your know edge,
were there any changes to the design fromthe
30 percent reference design through to what was
actual ly constructed and nmanufactured that had a
material inpact on the assunptions that were nade
about the mai ntenance requirenents and what it
woul d take to neet that?

MARI O GUERRA: Yeah, to the best of ny
recollection, | don't think there's anything nmajor
from a nmai nt enance perspective, no.

KATE MCGRANN: | understand but | want
to confirmthis with you that at the tinme of the
certification of revenue service availability and
then as you head into revenue service, there were a

nunber of deficiencies. And by that, | nean there

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 21

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

were a series of retrofits that were required for
the vehicles. Is that right?

MARI O GUERRA:  Yes.

KATE MCGRANN: And then | believe there
were al so outstanding i ssues with respect to the
systeminfrastructure as well.

MARI O GUERRA: Fairly common for that
to happen. Yes, that's true.

KATE MCGRANN: Did those outstandi ng
I tens have any inpact on the preparation that RTM
made for nai ntenance?

MARI O GUERRA: On the preparation? |
woul d say probably not. Best -- from-- fromthe
board | evel, anyways, | don't think there were.

KATE MCGRANN:  And to your know edge --
and if you don't know, just let ne know But to
your know edge, were there any adjustnents nade to
t he assunptions about the resources that woul d be
required to maintain the systemeither froma work
force perspective or otherw se?

MARI O GUERRA: Let ne nmake sure -- can
you just repeat the question? | want to nmake sure
| understand it correctly.

KATE MCGRANN: | can try. It mght not

be word for word, though, so just bear with ne.
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|"'mtrying to understand the status of
the vehicles and the systemw th the deficiencies
that we just tal ked about generally had any i npact
on the assunptions that were nade about what would
be required for RTMto neet its naintenance
obligations, did changes need to be nade to the
approach that was being taken?

MARI O GUERRA: | -- so definitely the
answer is that we did have to adjust work force.
|"'mnot sure if | can make a direct link to any --
to the -- to the issues that were not resolved
going into revenue service. | think we -- | think
we just underestinmated what was required, and we
had to adjust for that by providi ng additi onal
resour ces, which we have.

KATE MCGRANN: At a high level, can you
hel p me understand how the origi nal assessnent of
mai nt enance needs was nmade? And I'll give you an
exanple that nmay be conpletely irrelevant, but, for
exanple, did RTMIl ook to simlar projects and use
that as a benchmark for what kind of resources
woul d be required? D d you do any sort of
forecasting or nodelling to try to determ ne what
resources would be required and neet the

mai nt enance requirenents? How do you go about
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pl anni ng for that?

MARI O GUERRA: | think all of the above
depending on -- we would -- we would | ook to other
projects. For exanple, we had the Canada Line
project out in Vancouver, which is a P3 SNC
project. So we would have | ooked there.

We woul d have done nodeli ng based on
CEM -- OCEM original equi pnment manufacture --
reconmendati ons for the equipnent. So we woul d
have used that.

We woul d have contacted subcontractors
as well to get sone -- sone base pricing fromthem
dependi ng, again, on what we were | ooking at.

Sorry, we would have done all of the
above to ensure that we had the right work force
and -- and material and dollars in place to be able
to deliver on the contract.

KATE MCGRANN: When you say that, that
there were changes to the work force required and
that there had been an underestimati on of what was
requi red, how did that underestinmation becone
clear? O how did RTMlearn that there had been an
under esti mati on?

MARI O GUERRA: | think we

underestimat ed the anount of oversight that woul d
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1| be required on -- on the various activities that we
2| needed to perform So we were required to build up
3| those resources and have sone nore subject natter
4| experts to be able to provide oversight.

S KATE MCGRANN: And about when did that
6| take pl ace?

7 MARI O GUERRA: It's -- it's -- it's

8 | gradually happened over the | ast few years.

9 KATE MCGRANN: Ckay. And are there any
10 | particul ar areas where nore oversight was required
11| than initially envisioned?

12 MARI O GUERRA: Yeah, in the vehicle and
13 | infrastructure side.

14 KATE MCGRANN: Can you give ne sone

15| nore informati on about what additional oversight

16 | was required on the vehicle side of things?

17 MARI O GUERRA:  So we now have -- are in
18 | the process -- well, have put sonething together, a
19| plan together to -- to audit the -- to ensure that

20 | inspections, all preventative maintenance
21| activities are done in a tinely and proper manner
22 | in an ongoi ng basi s.

23 KATE MCGRANN. And what will be the
24 | subject of that audit?

25 MARI O GUERRA: So, for exanple, the --
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1| you know, you're required to do -- to perform
2| inspections at various |levels; maybe at 25, 000
3| kilonetres, for exanple. So we would -- we audit
41 to ensure that the inspections are being done at
5| 25,000 kilonetres and that they're being done as is
6| required. That's the type of oversight that we now
7| provide.
8 KATE MCGRANN: Ckay. So if |I've got
9| this right, RTM has introduced audits of conpliance
10| with requirenments to conduct perfornance
11| inspections on the vehicl es?
12 MARI O GUERRA: That's part of it, yes.
13 KATE MCGRANN: And what else is
14| involved in the increased oversight that's been
15| introduced on the vehicle side of things?
16 MARI O GUERRA: W -- we al so now have
171 24/ 7 managenent of the operation to ensure that the
18 | work that gets schedul ed is executed as schedul ed
19| and to deal with any issues that may cone up.
20 KATE MCGRANN: \What does 24/7
21 | managenent of the operation involve?
22 MARI O GUERRA: W had to hire enough
23 | managers to ensure that we always had -- al ways
24 | have, sorry, at |east one nanager on duty at al
25 | tines.
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KATE MCGRANN: And is the nanager an
enpl oyee of RTM?

MARI O GUERRA:  Yes.

KATE MCGRANN: \Who are they nmanagi ng?

MARI O GUERRA: They' re managi ng al |
activities on that shift. That includes
subcontractors, our own technicians, any incidents
that may happen. They're, in essence, managi ng all
activities.

KATE MCGRANN: \When was the 24/7
managenent i ntroduced?

MARI O GUERRA: Just over the |ast four
nont hs.

KATE MCGRANN: And what led to the
I ntroducti on of that nanagenent?

MARI O GUERRA: Well, as -- as a result

of the |ast derailnent, you know, we -- we -- the
proverbial "we" -- subcontractors, everybody
including the Gty -- we eval uated our organi sation
and -- and when -- where the focus was, and we

determ ned that we needed to provide nore oversi ght
and nonitor all activities. So those incentives
were part of our return to service plan that we
commtted to with the Cty.

KATE MCGRANN:  And is the 24/7

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 27

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

oversight intended to stay in place for a specific
and defined period of tine, or is it in place just
general ly goi ng forward?
MARI O GUERRA: Ceneral |y going forward.
KATE MCGRANN: What was the nature of
t he managenent that was in place before the 24/7
managenent was i ntroduced?

MARI O GUERRA: W had -- we had

supervisors at a |lower |evel nmanaging, and -- and
our managers were on call if any incidents
happened.

KATE MCGRANN: And so when you say you
had supervisors at a |ower |level, were they
fulfilling the 24/ 7 conponent of --

MARI O GUERRA: Yeah, but they were
nore --

KATE MCGRANN: -- the oversight.

MARI O GUERRA: They were nore focussed
on RPMonly activities than we have, whereas these
are nore -- nore -- they're focusing on all aspects
of the busi ness.

KATE MCGRANN: | recognise that this
managenent has only been in place for a couple of
nonths, | think you said. |Is that right?

MARI O GUERRA:  Yes.
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KATE MCGRANN: From what you' ve seen of
It so far, what inpact has the introduction of this
new managenent had on the systenf

MARI O GUERRA: It's certainly inproved

the flow of information in terns of what is going

on. So that's -- and in doing so, it ensures
accountability when things maybe don't go as -- as
pl anned so that you can -- so that you can debri ef

and figure out why, what happened, and what do we
need to do to nake it better. So the flow of
I nformation then gives us the ability to -- to then
work with those involved to ensure that we
continuously better -- so there's kind of a
conti nuously inprovenent |oop, and that's all due
to the flow of information.
KATE MCGRANN:  And so | can envi sion
It, who is inplicated in the flow of information?
Li ke, the flow of information fromwhomto whon?
MARI O GUERRA: So, for exanple, we --
we have -- we will -- we would have several
activities planned for tonight. A lot of work is
done during the nights, because that's when the
systemis down. So it gives us the opportunity to
go out and do work. So we would | ook at the work

t hat was schedul ed and work that was executed, and
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1| then we would -- we would di scuss why the work that
2| was not executed wasn't executed, what was the
3| problem and then work to ensure that that doesn't
4| repeat itself going forward.

5 KATE MCGRANN: Ckay. And who is

6| involved in that sort of assessnent? W0 is

7| looking at the information, and who is involved in
8 | the conversations?

9 MARI O GUERRA: So ne and ny nanagers
10 | would I ook at the information, and then we woul d
11| communicate that to Alstomor our own interna

12 | peopl e, dependi ng on who -- who was invol ved.

13 Now we have a norning neeting. |

14| indicated earlier we have a neeting with the Gty
15| every day. Prior to that, we also have a neeting
16| with Alstomevery day as well. And if there was
17| any Alstomissues, it would be discussed at that
18 | neeti ng.

19 KATE MCGRANN:  And so just to be sure
20| that I've got it clear in ny head, you said prior
21| to that, | think you're referring to the order of

22 | meetings during the day. So is it the case that

23| first there's a neeting with Alstom and then

24| there's a norning neeting with the Gty as you

25| described to us?
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MARI O GUERRA: Yes. That's correct.

KATE MCGRANN: And the daily neetings
with Alstom when did those start?

MARI O GUERRA: Sane tinme as the Gty
ones after the derail nent.

KATE MCGRANN: Before the introduction
of the daily neetings wwth Alstom-- bear with ne
for a second.

When you started in your current role
I n or about June of 2020, what kind of regular
I nteractions was RTM having with Alstomin
repent ance of the maintenance work that was being
done?

MARI O GUERRA: | nean, regular -- there
were weekly neetings, but nost of the neetings were
I nformal .

KATE MCGRANN: And by that, do you nean
there were regularly schedul ed weekly neetings and,
In addition to that, there would be neetings as
needed?

MARI O GUERRA: As needed, yes. But
we're so close to -- | nean, their office is right
next door here, so there's a lot of interaction
t hr oughout t he day.

KATE MCGRANN: And when you say it's
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ri ght next door, within the sane building or it's
in the building that's next to the building you're
I n?

MARI O GUERRA: Sane buil di ng, sane
fl oor.

KATE MCGRANN: So when you joined in or
about June of 2020, what was your view on the
sufficiency of the communication between RTM and
Alstomas it related to nmai ntenance?

MARI O GUERRA: | think it -- it needed
| nprovenent. It needed to be nore fornalised.

KATE MCGRANN: And when you say it
needed to be nore fornalised, what do you nean by
t hat ?

MARI O GUERRA: It needed better tools
to comruni cate so that we are -- we are a --
up-to-date on everything that's ongoing and
prepared to -- so that we can provide the Gty with
the information that they need as well.

KATE MCGRANN: When you say you nheed
better tools, | assune you don't nean a better
t el ephone line or --

MARI O GUERRA:  No.

KATE MCGRANN: -- better pens. Wat do

you nean by better tools?
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MARI O GUERRA: Wl l, for exanple, in
the norning, you would need information on if there
were any incidents on the line, any del ays, any
failures, vehicle failures. You would need that
i nformation to be able to -- to conmuni cate and
answer any questions that m ght come up throughout
t he day.

KATE MCGRANN: Okay. So that sounds to
me |like there was -- |like, was it the case that
there wasn't a regular flow of the necessary
i nformation to RTM from Al st onf?

MARI O GUERRA: | think there was fl ow.
| think -- | think it just needed to be formalised
a bit nore. That's all.

KATE MCGRANN: And what steps did you
take to formalise the information flow from Al stom
to RTM?

MARI O GUERRA: Wl l, we've -- we've
formalised reports, and we've agreed on what sort
of information's contained in the reports. W
brought Alstomin and -- and offered nore
visibility on sone of the reports that we generated
as well so that they're aware of it. W brought
theminto sone neetings that maybe they didn't go

to before with the Cty. So they're now nuch nore
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1| visible to the Cty as well, you know, just to show
2| full transparency.

3 So we've done a |ot of that over the

41 |ast couple years to ensure that -- that people

S| are -- are aware of what's going on and -- and

6| therefore we can work together to find solutions a
7| 1ot quicker than -- than operating in sil os.

8 KATE MCGRANN:  When you joined in July
9| of 2020, was there a siloed nature in your viewto
10 | sone of the work that was being done by the Cty,

11| RTM Alstom sone or all of the above?

12 MARI O GUERRA: To a certain extent

13 | because of the way the contract is stipulated, |

14 | woul d say the answer to that is probably yes. Mich
15| nore contractual relationship, | would say.

16 KATE MCGRANN: Can you explain to nme in
171 a little bit nore detail what you nean by that?

18 MARI O GUERRA: What's a good exanpl e?
191 So, | nmean, so Alstomis a subcontract with RTM

20| So Al stom shouldn't have any direct contract with

21| the City. That would -- that would be one

22 | prevailing theory. Today, Al stom attends neetings

23| with us in front of the Gty so that the Cty can

24 | hear directly fromthem So that whole sort of

25

m ndset has shifted quite a bit over the |ast
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coupl e years.

KATE MCGRANN: \What was the theory or
t hi nki ng that supported keeping Alstomand the Cty
fromneeting directly, fromnot having them neet
directly?

MARI O GUERRA: | -- | don't know. |
don't know. It's hard for nme to speak to that.

You -- you have contracts, and you tend to go, you

know, based on what the contract stipulates, so --

but I -- | don't know why. It just -- | guess it's
j ust how t hi ngs happened.

KATE MCGRANN: And what notivated the
change i n approach such that we now see Al stom
attending neetings with the Cty, things like that?

MARI O GUERRA:  Well, | nean, we had a
few high profile incidents. As nost people would
be aware, we had two derail nents, we had an
I nci dent of cracked wheels. So three fairly major
I ncidents. So we needed to becone nore fluid. W
needed open and honest conmuni cati on novi ng
f orwar d.

And the way to do that, | felt at the
time -- especially after the second derail nent --
was just to get everybody in the roomand let's

tal k about what the issues are and let's -- and
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let's plan how we could fix it to make sure it
doesn't happen again. So | think, you know, having
everybody in the sane room hel ped to expedite

that -- that process.

KATE MCGRANN: So you've told ne a
little bit about the nature of the relationship
with Al stom when you joined in June 2020 and the
weekly neetings and then informal neetings and
things like that. Wat were the interactions |ike
with the Gty when you joi ned?

MARI O GUERRA: Just trying to figure
out how to characterise it accurately. It depends
on -- depends on varying | evels dependi ng on what
we were dealing with the Gty.

In many ways, we felt is Gty was being
very punitive in the assessnent of the project
agreenent. So fromthat -- fromthat perspective,
you know, it wasn't exactly a wonderful
rel ati onshi p.

And in other ways, we worked well
together to try and resolve issues. So | think it
was a m xed bag of things. To a |arge extent,
today still sonmewhat the sane thing.

KATE MCGRANN: When you | oi ned, what

kind of, if any, regular interactions with the Gty

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 36

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

took place in the day-to-day operations?

MARI O GUERRA: So there are norning
neetings -- contractual norning neetings to
decide -- to evaluate the incidents that have
happened and, in essence, to deci de who bears
responsibility for those incidents. So we woul d
have daily neetings with the City to -- to -- to
di scuss those -- those matters.

KATE MCGRANN: Ckay. And that was the
case when you j oi ned?

MARI O GUERRA:  Yes.

KATE MCGRANN: And have those daily
nmeetings continued in the sane fashi on throughout
your tinme?

MARI O GUERRA: They're now three tines

a week.
KATE MCGRANN: Three tinmes a week?
MARI O GUERRA: No | onger daily. \Wen |
say daily, | nean weekdays, sorry. Not weekends.
But we al so now have -- we added additi onal
neetings in as well, so...

KATE MCGRANN: Ckay. So what wll be
the best way to describe the neetings that were
once daily and now happen three tinmes a week to

assess and evaluate incidents froma prior day?
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MARI O GUERRA: So every norni ng, we
generate a report, and the report | ooks at the
i ncidents fromthe previous day and speaks to what
happened. So, for exanple, we had a door incident
at such and such a tinme at such and such a station.
And it could be a failure, or it could have been a
cust oner hol ding the door open causing it -- so the
pur pose of those discussions is to determ ne who
bears responsibility for it.

If it's us, then obviously we -- we get
assessed the penalties, if any, associated with
that incident. And if it's the Gty, then
obviously -- or public or anything |like that,
anyt hi ng beyond our control, then obviously we
don't get penalised for it.

So those the types of discussions that
woul d take place in those neetings.

KATE MCGRANN: Ckay. And what woul d
qualify as an incident? How does sonething becone
recogni sed as an incident?

MARI O GUERRA: So it depends. |If
you' re tal king about, for exanple, vehicle
availability, then if there was | oss of kilonetres
or a delay to service, that would qualify as an

I ncident that we would have to | ook at.
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1 If it's -- could be a -- a work order
2 | where sonet hing happened, and there would be sone
3| debate over which KPI applies and how it gets
4| applied and, again, whether it's -- the terns that
5| are used is projectal fault or non projectal fault.
6| So projectal fault nmeans it's our fault, and non
7| projectal fault nmeans it's theirs. So there would
8 | be an assessnent around that.
9 KATE MCGRANN: What sources of
10 | information are used to generate the daily report?
11 MARI O GUERRA: The -- the -- the
12 | vehicle kilonetres is all based on the train
13| control system which automatically cal cul ates how
14| many kilonetres were -- were -- were |lost and the
15| length of the delay.
16 A work order, we have what's called a
171 help desk. So anything that's reported on the line
18 | gets reported to the hel p desk. They open a work
19 | order, and then, in essence, they would assign the
20 KPI to it based on their best know edge. And then
21| we would respond accordingly. And depending on
22 | which KPI is signed, there are tinme limts that you
23 | have to respond and rectify within. And if you
24| don't neet those, then you' re assessed penalties
25| based on that.
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KATE MCGRANN: \What does the acronym
"KPI" stand for?

MARI O GUERRA: Key performance
I ndi cators.

KATE MCGRANN:  You nentioned that, |
think at the tinme you joined, there was a sense
that the Gty was being punitive in its view of the
project agreenent. First of all, have |I described
that accurately?

MARI O GUERRA:  Yes.

KATE MCGRANN: Can you explain to ne
what you nean by that?

MARI O GUERRA: | nean, that's still the
case today. For exanple, as | told you, when an
I nci dent happens -- | nean, let's ne use an
exanple. That's probably the best way to -- a
door. So we have a door in the station, and maybe
the door isn't latching properly. So there's a
work order that's generated for that. W would
apply a KPI to that work order. And dependi ng on
your interpretation of that incident, there's
varying KPl's, sone nore punitive than others.

So, for exanple, sone KPls would
require you to respond within four hours and repair

within 24 hours, for exanple. Sonme KPIs woul d
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require you to respond within half hour and rectify
wi thin an hour.

And in our experience, the Cty tends
to apply the nost punitive of those to the work
orders. And as a result, we are not always able to
respond within that half hour, hour, and,
therefore, we are assessed huge penalties as a
result of it.

Sonetimes we would code it as one KPI
or we believe it was a non KPI event, and the Cty
woul d cone back and apply a KPI to it at a |later
date. And -- and those situations, you could end
up with sonme work orders in the hundreds of
t housands of dollars, because if you think about --
we open up a work order, and let's say it's a work
order that you get half hour response and an hour
expectation tine. It's roughly $1,000 every tine
you m ss one of those. So in essence for every
hour you m ss that, you' re being assessed about
$3, 000 per -- per hour.

So, you know, when -- when the Gty
cones back after you submt your invoice and
assesses that as a KPI worthy, if that was out
there, you say $24,000 a day tinmes 20 days, you can

see how the nunbers start to creep up. Right? And
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that's exactly what happened.

W were assessed $16 million penalties
for the nonth of Septenber because of that, their
interpretation of the -- it's unheard of.

So we have a fundanental disagreenent
with the Gty on the interpretation of the KPI.

KATE MCGRANN:  Sept enber of what year
in terns of --

MARI O GUERRA:  20109.

KATE MCGRANN: | just want to
understand a little bit nore. "Mechanics" isn't
the right word, but the way in which KPIs are first
assigned and then |ater potentially reassessed and
changed.

MARI O GUERRA:  Sur e.

KATE MCGRANN:  So how are KPIs assigned
when a work order is first placed or an issue is
first identified?

MARI O GUERRA:  So an issue was -- 1S
comuni cated to our help desk. Qur hel p desk opens
a work order, and they have, you know, criteria
that we put together. And they will determne if
and what type of KPI will apply to that type of
work order. And then depending on that, it

prioritises the work order. CQbviously the -- the
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ones with the nore stringent tines get prioritised
first.

| f on certain occasions the help desk
didn't believe there was a KPI type work order or
believed it was a | esser KPI, |lesser punitive KPI,
t hey would assign that, we would do the work, the
wor k order would get closed in the system And
when we invoice the Cty for paynent, we have to
attach a list of work orders and the anpbunts. So
we woul d have -- submt that to the Gty.

The City would then conme back and
say -- they would review each work order, and they
woul d say this work order here that you opened, in
our opinion, it should have had a KPI assignhed to
it. You did not have a KPI assigned to it. So
we're going to assess the full anount for that
period. And that's where you get these crazy, you
know, $100,000 for a KPI, because they're doing it
after the fact.

| don't know if that explains it to
you.

KATE MCGRANN: That was hel pful. Thank
you. A followup question | have for you is I'm
trying to understand if this ties in to the

neetings that you were having on a daily basis to
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assess incidents that | understand are now
happening thrice weekly. So it sounds to ne based
on the description that you just gave that the
feedback fromthe Gty on whether the
characterisation of the KPI that was assigned is
accurate happens after the Gty receives the

I nvoi ce.

MARI O GUERRA: Sonetines. Sonetines it
happens in real tine, dependi ng.

KATE MCGRANN: | f it happens in real
time, is it happening the next norning at that
neeting, or is it happening faster than that?

MARI O GUERRA: It woul d happen probably
the next norning, and then it woul d happen agai n,
because, contractually, we also have a nonthly
neeti ng where we again go through di sputed anounts
to try to resolve those as well. So it would
happen tw ce.

KATE MCGRANN:  And | nmay cone back with
sone nore detailed questions, but stepping back for
a second, | just -- what inpact, if any, has the
Cty's approach to the KPIs under the contract had
on RTMs ability to neet its naintenance
requi renents under the contract?

MARI O GUERRA: Well, | nean, it's hard
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1| to--it's hard to quantify that. | nean,
2| obviously it -- it does take the focus away from --
3| fromother areas. You know, when you're busy
41 fighting a KPI over a door, you know, it takes the
5| focus away from you know, making sure the vehicles
6| are working. | don't know. \What | believe are
7|1 client facing service and safety critical issues.
8| So it does take the focus away fromthat.
9 At the sane tine, you' re not getting
10| paid. So that's not a very good thing -- situation
11| either. You know, we didn't get paid, | don't
12| think, for the first -- we got one paynent, and
13| then we didn't get paid for five or six nonths.
14 You know, luckily, we had three
15| organisations that were commtted to this to nake
16 | it work, and we kept doing everything we could to
17| deliver service, despite not being paid. But it's
18| not a very -- it's not a very good situation when
19| you're providing service and you' re not being paid
20| for it because of sonebody's interpretation of the
21| contract.
22 Agai n, you know, not a very good
23 | situation. It's hard for ne to quantify that as a
24 | result of that, this happened, but | can say it
25

certainly did take away fromthe focus el sewhere.
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KATE MCGRANN: To the extent that you

feel you can answer this, what would you say to

sonebody who said, I'mlooking at the situation
fromthe outside. | see that you are working, and
paynents are not being made. |s that leading to a

reduction in the service that's being offered or a
change in the I evel of services being offered,
because you're not getting the paynents you were
expecti ng?

MARI O GUERRA: It's hard for ne to nake
that direct link. You know, it certainly was
sonet hing that was front and centre on people's
m nds. Absent that, then you' re probably able to
focus on other things a lot better. But it's hard
to make a direct link fromone to the other.

KATE MCGRANN: How woul d the renoval of
this particular factor allow for better focus or

nmore focus?

MARI O GUERRA: Wl |, | nean, sonebody
| i ke me would be able to -- you know, to focus a
| ot better on the work that's being -- trying to
nove the -- the work forward. You know, trying to

| nprove things rather than fighting the Gty over
deductions all the tinme. So it certainly would

allow ne to focus a | ot better on the busi ness of
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1| trying to nove forward as well as sonme of ny -- ny
2| key people here. That's for sure.

3 KATE MCGRANN: | am going to define

41 this for you now, and your counsel wll junp in

5| wherever he feels necessary, but | just want to say
6| at the front end of this, the questions that |'m

7| asking you, |I'mnot |ooking for you to share any

8 | |legal advice that has been provided to RTG RTM

9| nor am | asking you to describe any | egal advice

10 | that you have sought, just to clarify before we go
11| forward.

12 What kind of efforts have been nade to
13| streamine or otherw se reduce the requirenents

14| com ng out of these ongoing discussions with the

15| City about the application of the project agreenent
16 | and the proper characterisation of the KPls and

17| things like that? It sounds like it's taking up a
18| |ot of tinme and effort. \Wat efforts have been

19| nade to try to mnimse that or streamine it?

20 MARI O GUERRA: At one tine, we were in

21 | discussions with the City about possibly |ooking at

22 | the interpretation and the -- of the paynent

23 | mechanism W did have a couple of neetings. But

24| then | believe the derail nent happened, and

25

everything kind of grounded to a halt. W're
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hopi ng to resurrect those discussions.

KATE MCGRANN: And from where you're
sitting right now, if you can answer that, do you
have a sense of how likely it mght be that those

di scussi ons coul d be picked up agai n?

MARI O GUERRA: | think it's nore than
likely they will. | nmean, how far we'll get, who
knows. | nean, we do have other projects we can

conpare it to, and this project is very unique in
Its interpretation of the contract, | can tell you
that. We're hopeful that we can -- we can sit down
and work together to try resol ve sone of these

| ssues.

KATE MCGRANN: Ckay. When you say that
this project is unique as conpared to others that
you' re aware of with respect to its interpretation
of the contract, you've described here a specific
approach that the Cty has taken to KPI's, which |I'm
going to summari se, and then you can tell nme if
|"ve got it right or not. But it sound |ike
there's a tendency on the part of the Gty to
characterise any incident in a way that requires
t he nost stringent response fromRTM |s that
fair?

MARI O GUERRA: That's fair.
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KATE MCGRANN: Ot her than that aspect
of the City's approach to the project agreenent,
are there other parts of the City's approach to the
proj ect agreenent that are unique in your
experi ence?

MARI O GUERRA: Yes. Yes. One specific
one | can -- | can -- | can speak to is the dispute
that we have wwth the Gty over their ability to
carry forward deductions. |'ll explain to you what
t hat neans.

So we have a nonthly paynent, typically
Is fixed usually. A part portion of our paynent is
fixed. | can say that. The other portion is based
on the nunber of kilonmetres. So renenber | said
that we were assessed that huge -- the huge
deductions early on in 2019? The Gty would take
anyt hi ng over our fixed anmount for that nonth. So
let's say our fixed anmount is 2 mllion, and the
Cty assesses 4 mllion in penalties. The Gty
woul d assess 2 mllion this nonth and then the
other 2 mllion next nonth. So in essence, we
woul d not get paid for two consecutive nonths. W
believe that that -- the deductions should be
capped at our nonthly paynent.

On anot her project with the sane exact
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1| paynent, the paynent we have here was -- was
2| initially put together by infrastructure Ontario.
3| They're the ones that developed this. On that
41 project, when we -- which is not in operation yet,
5| but we were very concerned about the sane sort of
6| situation happening there where we asked about
7| that. W were told that in the nodel, absolutely
8| they do not have the ability to carry forward --
9| that our service paynents capped nonthly, and
10| there's no ability in this nodel to carry forward
11| deducti ons.
12 Two conpletely different views on the
13 | sane exact issue. The people telling ne that were
14| from1QO the people that designed the system
15| That's an exanple of where we are.
16 Anot her, | think, good exanple that --
17| that we have one other project, another P3
18 | projects, whether that be, you know, hospitals or
19 | whatever, you know, at the -- at the start of the
20| project, | don't know -- | don't know if you call
21| it a bedding-in period or a soft start, there's
22 | various terns for that. You have the ability to --
23| to define the interpretation of these KPIs so that
24 | everybody's on the sane page noving forward.
25 Once again, on this project, we did not
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1| have the ability to do that. It was sinply from
2| day one, this is what it is, and that's what it's
3| been since then.
4 So just a couple of exanples where, on
5| other projects we -- things are nuch different.
6 KATE MCGRANN:  Coupl e of foll ow up
7| questions about that. The other project that you
8| referenced that also has the 1O nonthly paynent
9| terns that we've been tal king about --
10 MARI O GUERRA:  Yeah.
11 KATE MCGRANN: -- what is that project?
12 MARI O GUERRA: | guess | could tell
13 | you.
14 Any problemw th telling them Gordon?
15| Ckay. Eglinton LRT.
16 KATE MCGRANN: And who are the people
171 at 10 that gave you the information about how those
18 | ternms would be interpreted?
19 MARI O GUERRA: | don't knowif | can --
20 | Gordon?
21 MR. CAPERN. Kate, can we get back to
22 | you about that? | just -- I"'mnot clear on the
23 | circunstances in which that conversation took
24| place. |Is that all right with you?
25 M5. MCGRANN:  Yeah, we'll make a note
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of that as sonething you're going to take away and
cone back to us on.

MR. CAPERN. Yeah. Thank you.

KATE MCGRANN: |1'd like to understand
what you said about a bedding-in period and the way
that KPls have worked in other ways. |Is it the
case that in the other projects that you're
referencing, the KPIs are set fromthe outset at a
certain |level, but as you begin the project,
parties agree to change how they wll be treated at
the front of the project and then slowy ranp up
towards the level that they were intended to be at?
| s that the kind of situation you're talking about?

MARI O GUERRA: Yeah, | think that --
that -- that's accurate in terns of -- you're --
basically, you're testing the systemfor
functionality. But at the sane tine, you're --
you're testing the -- the project agreenent as well
to see if it's being applied correctly, because
these are 30-year projects. You need to nake sure
that you're alined. O herw se, you know, life is
going to be very difficult as a result of it. So,
yeah. There -- | think it's twofold. You're
testing the system you're |oading the system but

you're also testing that your -- your KPlIs or your
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proj ect agreenent is also, you know -- it's set up
right for the project.
KATE MCGRANN: Wth respect to testing

the systemon the front end, you said that the

attitude was -- you know, it is what it is from--
fromthe get go. Is that fair?
MARI O GUERRA: Yeah. | nean, yeah.

Yeah. Pretty nuch.

KATE MCGRANN: And then was that the
attitude of the GCty?

MARI O GUERRA: The Cty's
representatives, yes.

KATE MCGRANN: To the extent that you
can speak to this, were there any discussions wth
the Gty prior to full revenue service about
starting revenue service wth | ess than everything
requi red froma service perspective under the
proj ect agreenent?

MARI O GUERRA: | woul dn't have been
party to those discussions. Sorry.

KATE MCGRANN: |It's okay. Even though
you weren't part of them were you aware of any
di scussi ons that took place by virtue of your role
on the board or otherw se?

MARI O GUERRA: Those di scussi ons woul d
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have taken place between RTG or RTC and the Gty.
RTM woul dn't have had that.

KATE MCGRANN: And when you say they
woul d have taken place, I'mjust trying to
under st and whet her you were aware of any
di scussi ons that took place.

MARI O GUERRA:  |' m not .

KATE MCGRANN: And since the
commencenent of revenue service, have there been
any instances -- leaving aside the derailnents for
a second, have there been any instances in which
the service offered was taken down from ful
service as required under the project agreenent to
allow for the kind of testing of the system
response to i ssues that have arising fromthe
system al ong the way?

MARI O GUERRA:  Yeah, we've had sone.
W' ve had sone -- sone extensive maintenance. |
mean, the PA allows for us to do shut downs
periodically. W're allowed so many. So we have
had shut downs of the systemto allow for
mai nt enance that otherw se couldn't be done while
the systemis running. So | can think of at |east
two i nstances where that's happened.

KATE MCGRANN: And the two i nstances
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that you think of, what are those?

MARI O GUERRA: So, initially, there was
a -- what we call a renedial plan, where we went
out and did sone work on the track and on the OCS.
| can't renenber the exact tinme for that one, to be
honest with you.

And then subsequent to that, | believe
| ast year, the systemwas shut down so that we
could do rail grinding and add nore ballast to the
system and what not .

Soit's -- it's normal. This is why
the contract allows for us to shut down for a
period of hours every year if required.

KATE MCGRANN:  You use the acronym OCS.
What does that stand for?

MARI O GUERRA: Overhead cantenary
system It's the power I|ine.

KATE MCGRANN: And both of those
shut downs you descri bed, were both of those within
what the project agreenent contenplates as a shut

down opportunities, to your understandi ng?

MARI O GUERRA: | believe so, but |I'm
not 100 percent sure. One -- one of them nmay have
exceeded -- exceeded the allotted hours. | can't

remenber, to be honest with you.
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KATE MCGRANN: And then have there been

any requests fromRTM or its subcontractors for
reductions in the service required by the Cty
ot her than those instances in order to address
| ssues that have arisen or issues that were carried
over from pre revenue service?

MARI O GUERRA: O her than the
derai |l ments?

KATE MCGRANN: Ot her than the
derail nents.

MARI O GUERRA: (O her than those two

shut down periods, none that | can think of.

KATE MCGRANN: And just to naeke sure

that |'ve got that answer clearly, other than those

two periods, RTM has not asked for any concessions

fromthe City in terns of nunber of trains run,

hours of the services avail abl e,
MARI O GUERRA: That --

KATE MCGRANN: - -

or anything --

that's in order to --

MARI O GUERRA: | don't --

KATE MCGRANN: -- allow for additional
work to be done?

MARI O GUERRA: Yeah, | nean, ultimtely

that's dictated by the Cty.

t hat are ongoi ng all

the tinme in terns of,

There are di scussi ons

you
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know, how many trains are put in service. But the
decision, ultimately, is done by the Cty.

KATE MCGRANN: Ckay. So | take it that
the Gty hasn't agreed to any further reductions,
but have any been sought?

MARI O GUERRA: The City has -- we
currently are in reduced service state currently,
but that's -- | think that's a mutual deci sion.
It's not -- it's sonething that we discussed, and
the service levels are such that the ridership
isn't there. So as a result of that, there's | ess
trains in service. But it's a nutual decision. |
don't think it's driven by any particular party.

KATE MCGRANN: Just going to take a
mnute to ook at ny notes and reposition nyself.
Wiile I"'mdoing that, I'll turn to ny co-counsel
and ask, Ms. Peddl e, do you have any questions on
anyt hing that we have di scussed so far?

M5. PEDDLE: Not so far.

KATE MCGRANN: |'m goi ng to bounce
around here a little bit in the chronol ogy of
events for a bit, and | apol ogise for that.

In the steps taken prior to revenue
service, to your know edge, did RTM have any role

in the integration of Al stom on the manufacturing
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side, Thal es, and/or Al stonml s maintenance arnf

MARI O GUERRA: That wasn't part of our
scope.

KATE MCGRANN: \What can you tell ne
about RTMs work with OC Transpo prior to revenue
service?

MARI O GUERRA: | nean, we woul d have
I nteracted around -- nostly around the deliverabl es
we had with regards to the PA, so our naintenance
manual .  So we woul d have been providi ng
information to the Gty, and they woul d have been
provi di ng feedback and coments back to us. So
that was definitely a point of interaction.

KATE MCGRANN:  And do you have any
I nformati on about how those interactions went in
terns of tineliness of manual s provided, any
f eedback provided back fromthe Gty?

MARI O GUERRA: | think it was --
overall, it was fairly positive.

KATE MCGRANN:  WAs RTM i nvol ved i n any
training provided to OC Transpo staff prior to --

MARI O GUERRA: That woul d have been --
the constructor was in charge, providing the
train the trainer, | believe, was the concept that

was used.
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KATE MCGRANN: So that fell to the
whol e RTC?

MARI O GUERRA:  Yes.

KATE MCGRANN: Any preparatory work
done together by the RTMand the City to prepare
for revenue service?

MARI O GUERRA: | nean, there would have
been di scussions and neetings around -- | nean, the
Cty would have been updated on the things that we
were doing to get ready for -- for -- |like,
nmobi |l i sation plan activities. So the Gty would
have been involved in discussing as there woul d
have been regul ar updates to the Gty to ensure
that, you know, things were -- were being prepared
so that we woul d be ready, yes.

| woul dn't have been invol ved, though.
| woul d have been nore at the board | evel at that
poi nt .

KATE MCGRANN: From where you're
sitting now today, is there anything that RTM could
have done to be better prepared froma nmai ntenance
perspective for revenue service?

MARI O GUERRA: Yeah, that's very
difficult to answer. | nean, | think froma board

perspective, at that tinme, you know, every
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1| indication was that we were ready. | don't think
2| we were ready for the GCity's interpretation of the
3| PA, as | said earlier. | don't think we were ready
41 for howinvolved the City would be on a day-to-day
5| basis. W certainly weren't ready for that.
6 You know, | think froman overall
7| systemliability, you know, ny experience over a
8| long tine is that you're going to have issues wth
9| the vehicles. That's just -- it's a brand new
10 | system brand new cars. You're going to have
11| issues. So | think that was expected.
12 | think the |Ievel of involvenent by the
13| CGity, | think, caught us off guard. No way -- in
14| no way did we contenpl ate that.
15 KATE MCGRANN: And when you say the
16 | | evel of involvenent of the City, what are you
17 referring to?
18 MARI O GUERRA: | nean, the Cty had an
19 | arny of people on the system-- consultants, staff
20 | menbers -- and their sole purpose was to find
21| sonething that was wong and report it, and that's
22 | what they did. And in essence, we don't believe
23| that's within the spirit of -- of the system of
24| the PA. Certainly where we need to respond to
25| jssues, but if you send, you know -- | don't know
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how many people they had out there, goodness, but
it felt like, you know, a lot. Wen you send t hat
many peopl e out | ooking for sonething, they're
going to find sonething, and they're going to
report it back, as mnute as it mght be. So |
don't think we were ready for that.

And the -- and the Gty is still very
much invol ved today in the day-to-day business.
Very nuch.

KATE MCGRANN: \When you tal k about the
Cty having an arny of people on the systemwho are
| ooking to find things that are wong and report
them over what period of tinme was that exercise
t aki ng pl ace?

MARI O GUERRA: | would say it was in
the first few nonths of operation, nore so the
first nonth, and then it kind of tapered off.

KATE MCGRANN:  And with respect to the
goal s of the people who were riding the systemthat
you' re describing, the people who formpart of this
arny, how did you cone to understand what it was
t hey had been told to do, to go find things that
were wong and report?

MARI O GUERRA: They were told to find

any little thing that was wong with the system and
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report it back. And that's -- that's when they
started opening all these work orders, you know,
all these batches of work orders. And we coul dn't
keep up. There was no way.

KATE MCGRANN: How do know t hat they
are told to do that?

MARI O GUERRA: | spoke to a few of
t hem

KATE MCGRANN:. And what did they tell
you?

MARI O GUERRA: That, We're out here
| ooking to find things and report them back. That
was their goal. A lot of themwere consultants,
sone of themwere -- were City enpl oyees.

KATE MCGRANN: Do you renenber --

MARI O GUERRA: | --

KATE MCGRANN:  Sorry. | didn't nean to
cut you off. Please, go ahead.

MARI O GUERRA: No, no, the vol une of
work orders was just insane in those -- in that
first month. It was just crazy.

KATE MCGRANN: Do you renenber the
nanmes of anybody that you spoke to about the
I nstructions that were provided?

MARI O GUERRA: | don't, no.
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KATE MCGRANN:  And so | understand that
t he nunber of work orders that were being | ogged by
the Gty and its consultants decreased. |Is it that
t he nunber of work orders decreased after the first
coupl e nonths or the nunber of people riding the
system | ooking for things to --

MARI O GUERRA: | think both.

KATE MCGRANN:  Bot h?

MARI O GUERRA:  Bot h.

KATE MCGRANN: You said that the Cty's
I nvol venent in day-to-day operations continues to
be quite high. Wat --

MARI O GUERRA:  Yeabh.

KATE MCGRANN: -- does that | ook
like -- what did it look |ike after the nunber of
peopl e riding the system | ooking for issues went
down?

MARI O GUERRA: Just a level of -- |
nmean, it's gotten progressively nore and nore as
time has gone on, especially after the derail nents.
It's the level of the information they asked for,

the level of detail they ask for, you know, it's

just -- it's at tines insurnountable, and we have a
hard ti ne keeping up. Just -- they just want all
the details, every single detail. They go through
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1| every single work order, they question everything.

2| |t's just -- ny -- mcronanagenent is what | would
3| call it at this point.
4 KATE MCGRANN:  And has it been the case

5| that the | evel of m cromanagenent, as you descri be
6| it, has stayed relatively steady since you joi ned?

7| O have there been changes to it?

8 MARI O GUERRA: It's increased.

9 KATE MCGRANN: | ncreased?

10 MARI O GUERRA: Especially in light of

11| the derail nents.

12 KATE MCGRANN: Is it still increasing,
13| |ike, over the last nonth or two? Has it continued

14| to increase, fromyour view, or has it --

15 MARI O GUERRA: Yes, now we have

16 | consultants -- TRA consultants as well. Fromthat
17| perspective, it's continued to increase.

18 KATE MCGRANN: And - -

19 MARI O GUERRA:  Well, as well as other
20 | consultants, by the way, not just TRA

21 KATE MCGRANN: What ot her consultants
22 | are involved in the --

23 MARI O GUERRA: They had -- Mott

24 | McDonal d's been in. They' ve done sone studies.

25| \What else? There's probably a few others that |
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1] can't renenber, but it's been -- been a | ot of
2| consultants here. But currently, it's been -- TRA
3| and Mott McDonal d have been two that. ..
4 KATE MCGRANN: \What inpact has this
5| mcromanagenent of the Gty and its consultants
6| have on RTM and its subcontracts ability to fulfil
7| their maintenance obligations?
8 MARI O GUERRA: Wl |, again, it takes
9| away from focus on the business, right? Because
10 | you're out there trying to gather, you know, every
11| single inspection report that they want or, you
12 | know, responding to why this work order had this
13| comrent on it or -- you know, | have people here
14 | whose jobs it is just to do that. You know? It
15| just takes away fromthe focus el sewhere in the
16 | business. At sone point, you know, there's gotta
17| be sonme -- as | think people around here like to
18 | say, at sone point, please just |let us do our jobs,
19| which is to maintain the system Let us do our
20 | j obs.
21 KATE MCGRANN: So | asked you, you
22 | know, sitting here today, what your views were on
23| RTM s readi ness for its maintenance obligations
24 | after revenue service started. Do you have a view
25

on the City's readi ness for revenue service
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operations and things |ike that?

MARI O GUERRA: | nean, | can give
you -- | nean, | wasn't intimately involved at the
start, but | can say that, fromny board
perspective, you know, | think they were as ready
as they could be, you know, absent any beddi ng-in
period or soft start, whatever. You have to
understand, it's a brand new system |It's not a
| egacy system You have brand new people, not, you
know, w dely experienced in rail systens. So, you
know, | would say they're a | ot better today than
they were two years ago, for sure.

But | would say that | don't know if
there was anything -- and | know | keep -- keep
comng into this bedding period. Sorry. | really
think that that would have added in a | ot of val ue.
Absent that, you know, | think they were as ready
as anybody.

KATE MCGRANN: You say that the Cty's
a | ot better today than they were at the start.
Better how?

MARI O GUERRA:  Well, in ternms of -- for
exanple, in the way that -- that they wll react to
I ncidents on the Iine. The operators are now nuch

nore experienced; they're able to isolate faults a
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| ot qui cker. You know, the control centre is now

able to -- to deal with issues that cone up with
di versions a lot quicker. It's just they gained

t hat experience over two and a half years that

they're able to apply now. So an incident does not

cause as nmuch disruption today as it may have

caused two, two and a half years ago.

KATE MCGRANN: And woul d that be just

as a result of the natural |earning curve of
working wth the system and operation over tine?

MARI O GUERRA: | think so, yeah.

KATE MCGRANN: Any specific steps taken

to try contribute to that sort |earning curve by

MARI O GUERRA: Yeah, sure.

KATE MCGRANN: -- the Gty over tine?
MARI O GUERRA: Sure. | nean, you know,

every tinme there's an incident, there's a debrief,

and all the stakeholders are present at the

debrief. And we discuss the i1 ncident, what could

have been done differently, what could have been

done better so that we can apply those | essons

going forward. So, you know, those happen for just

about every -- any significant incident.

THE COURT REPORTER: Can | just ask you

to wait until the question is over?
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MARI O GUERRA:  Sorry.

KATE MCGRANN: W th respect to debrief
neetings, what's the nature of the relationship as
It's displayed at those neetings? Are the neetings
col | aborative? Do you find themto be largely
productive? Are there things that could be done to

make t hem better?

MARI O GUERRA: | woul d say nostly
col | aborative. And -- and -- and in terns of
determ ni ng next steps as well, collaborative. |
think the -- the mndset is to -- is to learn and

apply those | essons going forward so things can
| npr ove.
KATE MCGRANN: And the nostly

col | aborative nature of those neetings, has that

been is case since you joined -- have there been
any changes to the -- let nme ask one question at a
time.

Has it been the case that those
neeti ngs have been largely collaborative in your
experience since you joined as acting as CEO and
general manager ?

MARI O GUERRA:  Yes.

KATE MCGRANN: Have there been any

changes to the tone or output of those neetings
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since you joi ned?

MARI O GUERRA: | think, as | said
earlier, there's a |lot nore experience now, so |
think we're able to sort through issues a | ot
qui cker than we did before.

KATE MCGRANN: Any ot her changes?

MARI O GUERRA: Wth respect to the
debriefs?

KATE MCGRANN:  Yeah.

MARI O GUERRA: No. | nean, there's
nore accountability around the actions required, so
they're tracked a |l ot closer now than they were
bef ore.

KATE MCGRANN: And is that closer
tracking the result of the introduction of new
nmet hods or systemtracki ng outcones? O how has
t hat changed?

MARI O GUERRA: No, just | think we're
better at it than we were before. That's all.

KATE MCGRANN: And when you say "we're
better at it," who are you referring to?

MARI O GUERRA: AIl of us collectively.

KATE MCGRANN: I n terns of preparing
for revenue service and the start of naintenance

service, what inpact did the delays in achieving
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RSA fromwhat was originally contenplated in the
proj ect agreenent to when RSA was achi eved have on
RTM s ability to prepare and the steps it took to
pr epare?

MARI O GUERRA: Yeah, we -- we had to
conti nuously adjust our nobilisation plan as a
result of it. | think the -- the biggest inpact at
tinmes was the uncertainty of what that date was
going to be -- fromour perspective, anyways,
because we didn't have -- obviously we weren't part
of those conversations. So, obviously, we were
trying as nuch as we can to defer costs so that --
so | think the uncertainty of that date really
caused us to -- to at tines nmake deci sions w thout
really know ng, you know, what that start date was
going to be.

KATE MCGRANN: Wiat ki nd of deci sions
are you maki ng wi thout knowi ng what the start
date's going to be?

MARI O GUERRA: Hiring the people,
getting them-- ensured that they're -- typically,
you know, depending on the job classification, sone
positions require a lot of training, because you
can't just hire people off the street that have

that skillset. So you would require, you know,
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sone cases up to three nonths of training. So you
woul d typically hire those people, you know, four,
even five nonths to ensure that they're fully

t rai ned.

So the shifting of that date, you know,
and the uncertainty of it, sonetines we just had to
hire people early because of it, and that ended up,
you know, costing nore noney. It also -- | think
because people are hired into a role and they're
not in areal live operation, it's possible that
they would | ose sone of that as well. So it -- we
needed to keep people fresh, keep themtrained to
ensure that we were all set going into our new
servi ce.

KATE MCGRANN: Ckay. Wth respect to
the hiring of people, was it the case that you
engaged in hiring or rounds of hiring and then
ultimately had to | et those people go because
revenue service wasn't achieved on tine for themto
wor K?

MARI O GUERRA: No, we kept everybody.

KATE MCGRANN: Kept everybody? Ckay.

MARI O GUERRA:  And it just resulted in
addi ti onal costs that otherw se woul dn't have been

I ncurred.
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KATE MCGRANN: Who bore the cost of
that work force that wasn't able to get started as
envi si oned?

MARI O GUERRA: So we have -- through
our interface agreenent with OLRTC, they woul d bear
the cost of those |iquidated damages associ at ed
wth the [ate start.

KATE MCGRANN:  And with respect to the
notion that you would provide training and then if
the people receiving the training didn't get to use
it on the job in a certain anount of tinme, that the
training wouldn't be as fresh, how did you deal
with that?

MARI O GUERRA: Yeah, that's a good
question. In sone instances, they would -- we had
themdo work within the facility here. So, sorry,
let me back up a little bit to give you sone
context if I can.

The majority of the work that we do is
subcontracted out to various subcontractors, but we
do self-performthe mai ntenance on facilities and
things of that nature. So fromthat perspective,
we were able to have people go out there and do
sonme of that work as well as do sone of that work

within the shop as well. So we did do sone work,
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1] just not to the extent that we normally -- to try
2| and keep people fresh as we can.
3 Those are al so positions that we could
4| probably afford to defer hiring, because they're
5| nore general type skills, facility nmaintenance
6| technicians. Oher aspects, we are actually -- for
7| exanple, we have what's called the yard control
8| downstairs, which is where we nonitor the novenent
9| of trains inthe yard. So that's all done. So
10 | those people were actually already in place prior
11| to revenue service because of the novenents in the
12 | yards.
13 KATE MCGRANN:  And what information was
14| avail able to you about how the del ays i npacted
15| Al stom s readi ness for naintenance?
16 MARI O GUERRA: Al stomwas in the sane
17| boat as we were. (Qbviously the -- they would be
18 | nmade whol e through |iquidated damages as well. But
19| they already had vehicles here. They had staff
20 | that was provide -- that were providi ng maintenance
21| on the cars already, and they were doing warranty
22 | work. So there was work there for themin that
23 | perspective.
24 KATE MCGRANN: Just comi ng up on 2: 30,
25

and this is a good point in my questions to stop,

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission

Mario Guerra on 4/14/2022 73
1| so | suggest that we take a break. Is 15 m nutes
2| sufficient for everybody?
3 MARI O GUERRA:  Sure.
4 KATE MCGRANN. Ckay. So we will --
S MR. CAPERN. Good here.
6 KATE MCGRANN: -- go off the record and
7| come back at 2:45.
8 MR. CAPERN. Thank you, Kate.
9 ( ADJ OURNIVENT)
10 MR. CAPERN. If it's okay, Kate, | can
11| address the issue. Madamreporter, are we back on
12 | already?
13 THE COURT REPORTER: Sure.
14 KATE MCGRANN: Pl ease go ahead.
15 MR. CAPERN. | spoke about the
16 | comuni cations with audit and its interpretation of
171 the deduction point carryover issues; in other
18 | words, the fact that those -- that the fairly
19 | common provision in the governing P3 agreenents.
20 | And, you know, M. CGuerra's evidence is that, |
21| think, IOinterprets that provision differently
22| than the Gty of Otawa has attenpted to apply it
23| in the circunstances here.
24 Because of the circunstances in which
25| that information cane fromlOto M. Cuerra, |
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think it is not appropriate for himto disclose the
identity of the individuals involved. And we would
invite you to be in touch with 10if you wi sh to,
as you obviously have the power to do, to get their
I nterpretation of that particular provision so

you' ve got that fromthe horse's nouth, as it were.

KATE MCGRANN:  Thanks for that.

M. Querra, |I'd like to spend sone tine
speaking with you about nai ntenance work that
Al stom has done. And as a starting point based on
your prior experience, can you explain to ne what
you woul d expect Al stomls naintenance service to
| ook I'ike? And by that, | nean what hours woul d
you expect themto be on the job and where
physically would they be on the systemin the
normal course when they're not responding to an
I nci dent.

MARI O GUERRA: So hours are 24/7. W
are a 24/ 7 operation. And they would be |ocated --
majority of their staff would be |ocated at the
mai nt enance facility here in Belfast. They would
al so need to have a presence on the |line during
revenue service to react to any incidents. And
t hey woul d, dependi ng upon the nature of the work,

obvi ously, be out on -- on the line either reacting
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to incidents or doing preventative nai ntenance on
t he assets.

KATE MCGRANN: And the presence on the
|l i ne, what does that |ook |ike? Wwo would be on
the line, and where woul d you expect themto be?

MARI O GUERRA: So on the -- just about
every transit systemthat | have experience wth,
you typically have technicians on the |ine,
especially during peak periods during the day,
usual |y norni ngs and afternoons, so that you can
react to any incidents on the line nmuch quicker to
renmedy the situation and keep the service going.

So you can either -- there's different
approaches. I n sone instances, they're placed at
strategic stations; in sone instances, they ride
the trains. |t depends on the system

KATE MCGRANN: And when you j oi ned,
were Alstomstaff acting as you expected themto in
terns of the hours they were working and where they
were placed on the systenf

MARI O GUERRA: The answer is yes, but
not to the extent |I felt they shoul d.

KATE MCGRANN: And can you explain
where they did not neet or -- where they didn't

nmeet your expectations, where they weren't doing
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what you t hought they should be doing?
MARI O GUERRA: Wl l, first, they

weren't consistent about it. So they didn't

consi stently put people out there. Sonetines if

they were short staffed, we wouldn't see them And

then they -- they limted it to certain tinmes of
day. They weren't consistent at all. So | felt
they could have had a -- especially in view of the

fact that this was a brand new systemw th
virtually brand new vehicles, so we were going to
see nore -- nore incidents than you would normally
see, | felt they should have had a hei ght ened
presence on the system because of that.

KATE MCGRANN: \What inpact did the
approach that Al stom was taki ng when you j oi ned
have on RTMs ability to provide mai ntenance
service? Wwen | say "RTM" | nean both it and its
subcont ract ors.

MARI O GUERRA:  We were nmuch [ ower to
respond to events, because we had to dispatch
technicians fromthe shop. So dependi ng on where
t he i nci dent happened, we weren't able to get there
as qui ck, which neant we weren't able to resol ve
the issue. And oftentines that resulted in the

system -- del ays on the system because of it. It
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woul d i npact the service.

KATE MCGRANN: What do you know about
the reasons for why Alstomdid not have the kind of
presence on the line that you woul d have expected?

MARI O GUERRA: | don't -- you know,
honestly, | don't think they understood the
| nportance of such an activity. | don't think they
wer e experienced enough to be able to nake that
assertion. And they were probably short staffed.
Not probably. They were short staffed.

KATE MCGRANN: Okay. Wth respect to
your view that you didn't think that they
understood the inportance of the -- is it the |line
presence, the technician's presence on the line
that they didn't understand?

MARI O GUERRA: Yeah, sonetines referred
to as |ine mechani cs.

KATE MCGRANN: Li ne nechanics? kay.
What | ed you to formthe view that maybe they
didn't understand the inportance of |ine nechanics?

MARI O GUERRA: The fact that they
didn't have the -- the nunbers | felt needed to be
out there based on ny experience.

KATE MCGRANN: And what steps, if any,
did RTMtake to address the nunber of line
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nmechani cs that were in place versus what you
t hought shoul d be there?

MARI O GUERRA:  (Cbvi ously, we had
di scussions with Alstomto try convince themto do
so. They did in spurts but not on a consistent
basis. W had no contract with themto force them
to do so.

KATE MCGRANN: So when you j oi ned, you
t hought that they didn't understand the inportance
of the Iine nechanics. After efforts were taken to
try to get themto increase the |ine nechanic
presence, what is your understanding as to why they
could only get there in spurts and you weren't able
to get to the level that you thought was required?

MARI O GUERRA: Just i nsufficient

resources at the end of the day. | don't think
t hey had enough people, and it's a -- it's a
skillset that -- that is -- Iis -- you can't just go

out and hire nechanics for rail vehicles. They
just don't exist. So they require a |lot of
training. So, you know, it's hard to get people up
and trained, you know. It needs quite a |engthy
time period to get people to the point where
they're able to function.

KATE MCGRANN: Can you give ne a sense
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of howlong it would take to train soneone to step
into a role like that?

MARI O GUERRA: Based on ny experience?
|"mgoing to say two to three nonths before they're
at the point where they' re able to adequately
performtheir -- the duties. Very conplicated
vehicles. Very, very conpli cated.

KATE MCGRANN:  You nentioned that
Al stom was short staffed when you joined. |
under stand that short staffing to include |ine
mechanics. |Is that fair?

MARI O GUERRA: Wl |, yeah, nechanics in
general, yes.

KATE MCGRANN:  And is there a
di stinction between |ine nechanics and ot her
mechani cs?

MARI O GUERRA: There's a distinction
bet ween what's called a warranty technician and --
and a vehicle technician. These particul ar
situations, because the vehicles were under
warranty, it would have been the warranty
techni ci ans that woul d have been addressing the --
the problens with the cars.

KATE MCGRANN: And was Al stom short of

warranty technicians when you joi ned?
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1 MARI O GUERRA: | believe so, yes.
2 KATE MCGRANN: And do you know why t hey
3| were short warranty technicians when you joi ned?
4 MARI O GUERRA: | would only be
5| speculating, so | will say no.
6 KATE MCGRANN: \When you j oi ned, was
71 Alstomtaking steps to try to address its short
8| staffing with respect to |line nmechanics with
9| respect to warranty technicians?
10 MARI O GUERRA: Initially, | would say
11| no.
12 KATE MCGRANN: I n your view, was Al stom
13| aware that it was short staffed?
14 MARI O GUERRA: | think we had a
15| di sagreenent where they felt they were adequately
16 | staffed, and we felt they weren't.
17 KATE MCGRANN: WaAs that di sagreenent
18 | ultimately resol ved?
19 MARI O GUERRA: U timately, yes. After
20| the l|ast derailnent, Alstomstaffed up to a |large
21 | degree, yes.
22 KATE MCGRANN: And what caused Al st om
23| to increase its nunber of staff?
24 MARI O GUERRA: So after the |ast
25| derailnment, there was -- there was a | ot of work
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required to get back to revenue service fromthe
perspective of the -- addressing the issues with
t he vehicles and ensuring that they were safe for
use on the line. So they would have had to have
staffed up to ensure -- to get that work done in
the -- in an acceptable tinmefrane. You know,
they -- they brought in a lot of quality control
people to ensure that all the -- that's all
processes around that.

There was just a genuine increase in
presence in the mai ntenance facility, so they would
have staffed up -- I'"'mgoing to say twofold at
| east during that period.

KATE MCGRANN: And then once revenue
servi ce resuned, what happened to Al stonis staffing
| evel s?

MARI O GUERRA: They decreased but not
to the levels they were before. They're -- they
mai nt ai ned hi gher | evel work force.

KATE MCGRANN:  And as things sit right
now, what is your view on the adequacy of the
nunber of staff and roles filled at Al ston?

MARI O GUERRA: On the vehicle side, |
think I would say they're sufficient. On the

I nfrastructure mai ntenance side, | would say
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they're not. They -- they're not adequately
st af f ed.

M5. PEDDLE: If | could just junp in?

KATE MCGRANN:. Pl ease.

M5. PEDDLE: You said that Al stom
i ncreased their staff in the maintenance facility
twofold. How quickly did that happen after the
derai | ment ?

MARI O GUERRA: Actually, fairly
qui ckly. They brought in staff as we -- as you
probably are aware, Al stom and Bonbardi er at that
poi nt nmerged. One bought the other one; | don't
know whatever it is. So they had access to a | ot
of the | egacy Bonbardier staff and various projects
t horough Ontario and Quebec. So they were able to
draw on those projects and bring a nunber of staff
in quite quickly to the organi sation.

KATE MCGRANN:  You nentioned that there
was no contractual |ever available, I think. And
then | can't read ny owmn notes. So we were talking
about the level of Alstomstaff and also their
presence on the line. | think |I asked you, what
steps did you take to try address that? Let's
start there. What steps did you try to take to

address when you saw that nunber of staff and al so
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1| the -- nore specifically, the nunber of staff on
2| the |ine when you arrived?
3 MARI O GUERRA: That was a -- it was a
4| topic of discussion, ongoing discussion. It was
5| escal ated, you know, to the highest of |evels
6| within Alstom And when | said we don't have a
7| contractual lever is we are -- our contract doesn't
8 | stipulate you nust have 20 enpl oyees. It's
9| performance based. So the nunber of enployees is
10| theirs. But, you know, we did everything we could
11 to try get themthere. W escalated to the highest
12| | evel of managenent. That's about all we could do.
13| Right?
14 KATE MCGRANN: Were they neeting the
15| performance requirenents under the contract as
16 | between --
17 MARI O GUERRA: No, because the
18 | availability nunbers obviously were not net for a
19 | nunber of periods. And so fromthat perspective,
200 no. At -- we had spurts. Let nme qualify that. So
21| there were -- there were nonths, where, yes, the
22 | available targets for the vehicle availability were
23| met, and there were nonths were no. So it was
24 | sonewhat inconsistent fromthat perspective.
25

KATE MCGRANN: Ckay. Were the
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contractual |levers that were avail able as a result
of the performance requirenents have any nmateri al
use to you in trying to get Alstomto increase its
staffing | evel s?

MARI O GUERRA: Yeah, we do have -- and

that -- not specifically that, but we do have the
ability to -- if they're not performng, to --

to -- to do certain things to -- to encourage them
to -- to get there, depending on how bad the

perfornmance was, what the | evels were.

KATE MCGRANN: I n describing work done
by Al stomtechnicians, you nentioned reactive work
and you nentioned proactive work. Wth respect to
t hose two kinds of work, what was Al stoms
performance |like? And by that, | nmean were they
performng at the sane levels with respect to their
reactive work and their proactive work? O were
they better at one than the other?

MARI O GUERRA: | think early on, it was
nostly reactive, because we were having failures.
Wth the -- the performance, the reliability of the
systemwasn't what it should be. | think froma
reacti ve perspective, they're a little slow on the
mark earlier.

From a proactive, yeah, Al strom |

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 85

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

nean, they're vehicle suppliers, so they delivered
| ots of vehicles and | ots of properties. So, you
know, it's never fast enough. You know, we have a
problem but it -- you know, then there are steps
that are being in place to mtigate the problem
short term and then there are |ong-term sol utions
to the problem So fromthat perspective, | nean,
| think if you ask any client, it's never fast
enough. And | think -- on ny experience, | think
they did a fairly good job, yeah.

KATE MCGRANN:  And was that the case
fromthe beginning of the work that you took on in
around June 2020 t hroughout ?

MARI O GUERRA: Yeah, | nean, they were

sl ower on sone things and okay on others. | think
you'll find that, for exanple, on the cracked
wheels issue, it took thema long tine to -- to get

that done. So they were very slow there in terns
of that retrofit. So | think on the retrofit side
of business, they were slow. | think that inproved
significantly over the |ast few nonths, but they
were quite slow there.

KATE MCGRANN: W th respect to the
cracked wheel s, do you know why they were slow to

respond? Do you know what contributed to that?
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MARI O GUERRA: Again, |'d have to --
fromny experience, | think work force availability
was an issue, and they just had too many things

going on at the sane tinme. There were too nmany

retrofits. | don't think things were schedul ed as
well as they should -- should have been and
execut ed.

KATE MCGRANN: The schedul i ng t hat
you're tal ki ng about, who was responsible for that?

MARI O GUERRA: Al stom

KATE MCGRANN: And then the execution,
did that also fall to Al ston?

MARI O GUERRA:  Yes.

KATE MCGRANN: W th respect to the
retrofits nore generally, what was the status of
the retrofits that were required to the vehicles
when you joined in June 20207

MARI O GUERRA: Not good. The list was
very long. It wasn't progressing as fast as it
should be, and | think fromny -- from our
perspective and al so obviously fromthe Cty's
perspective as wel | .

KATE MCGRANN: W th respect to the |ist
of retrofits, were the list of retrofits to be done

hol dovers fromissues identified prior to revenue
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service? O were there newretrofits required as

wel | ?

MARI O GUERRA:  Bot h.

KATE MCGRANN: Can you speak to how
many retrofits were still outstanding fromwhat had

been identified prior to revenue service when you
joined in 20207

MARI O GUERRA: | couldn't speak to the
nunbers back then. Sorry.

KATE MCGRANN: Do you know if they were
behind in addressing the retrofits that were
outstanding fromprior revenue service when you
joined in June 20207

MARI O GUERRA: | woul d believe, yes,

t hey were behi nd.

KATE MCGRANN: Do you know what factors
caused themto be behind where they had planned to
be or where it had been planned they would be with
those retrofits?

MARI O GUERRA: | think the -- the sheer
nunber of retrofits. And, again, | point to naybe

the | ack of resources or work force or | ack of

pl anni ng, all those things, | think, would have
contributed toit. It's not unconmon to go to
revenue service with -- | think they refer to it as
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a punch list of issues still needing to be
resolved. |It's not uncommon. It happens. But

they certainly were not resolved in a tinely

fashion. In fact, two and a half years in, and the

list is still quite Iarge.

KATE MCGRANN: You say it's not unus
to go into revenue service with a |ist of
retrofits. Wth respect to the nunber of retrof
that were required on this project, was the nunb
of retrofits required heading into revenue servi
unusual in your experience?

MARI O GUERRA: It's hard to answer t
question, because I'm-- ny experience is in --
in | egacy type systens where you can afford to
maybe -- because you have an existing fleet, you
can afford to hold the vehicles back a little
|l onger. So it's hard for ne to answer that
gquestion on a brand new system

KATE MCGRANN: I f you can't answer t
guestion, just let ne know, but was it the natur
of the retrofits that were required heading into
revenue service unusual in your experience?

MARI O GUERRA:  Onh, | don't think so.

KATE MCGRANN:  Not hi ng of any

particul ar kind of seriousness or work required to

ual

its
er

ce

hat

IS

hi s

e
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be addressed on that |ist cause you any --
MARI O GUERRA: Sorry, not -- not
headi ng into revenue service. Wat happened post
revenue service, yeah, | can say there's a couple
there where 1'd say were a bit unusual.
KATE MCGRANN: Can you identify for ne
whi ch ones were unusual, in your view?
MARI O GUERRA: | think -- yeah, | nean,
the -- the ones that resulted from-- from
wor kmanship were -- were unusual. | think you
can -- you know, incidents that happened as a

result of sonething that are form ng, but, you

know, we had -- the second derailnent is basically
due to torques not -- bolts not being torqued. So
for nme, that was unusual, because you don't -- you

don't see that sort of thing.
KATE MCGRANN: Ot her than the second
derail nent, any other exanples of retrofits
requi red that were unusual in your view?
MARI O GUERRA: Retrofits? No. | nean,
| wouldn't classify that as a retrofit, the
torque -- bolts not being torqued. That's --
retrofit is typically due to the mal functioning of
sone equi pnent, right?

KATE MCGRANN: Any ot her exanpl es of
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wor kmanshi p creating i ssues that were unusual in
your view?

MARI O GUERRA: There's been a few.
W' ve had handles fall off that weren't tightened
up properly. W recently had a -- a vehicle where
the gearbox had no oil init; as a result, seized
on the line. So there's been a few.

KATE MCGRANN: And what steps, to your
know edge, has Al stomtaken to address those
| ssues?

MARI O GUERRA: Wl l, they -- they
I ncreased -- or inproved their quality control
processes and their presence around QC. And
t hey' ve al so updated their processes to ensure that
t hey have checks and bal ances in place, that sort
of thing. |It's been a real positive nove over the
| ast -- since the |last derailnment. |It's -- that's
where they focussed all their attention.

KATE MCGRANN:  And what invol venent did
RTM have in addressing those issues? By "those
I ssues," | nean the workmanship i ssues that you've
I denti fied.

MARI O GUERRA: We were front and centre
wWth -- with themalong with the Gty. Like |

said, you know, the -- the one workmanship issue
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1] that is obviously the -- the bolts not being

2| tightened on the gearbox were the causes of a nmjor

3| derailment. After that, | think I alluded to

4| earlier where it was a real collaborative effort

5| between us, the Gty, their consultants, TRA,

6| and -- and Alstomto ensure that they put the right

7| quality control processes in place to ensure that

8 | doesn't happen again.

9 KATE MCGRANN: And | think that we've
10 | talked a bit about what that collaborative effort
11} T ooks like, but could you just describe how that

12 | played out in terns of practice?

13 MARI O GUERRA: Sure. | nean, we -- we
14| met every day. There was two streans that we were
15| | ooking at that needed to be addressed. The first
16 | streamwas the infrastructure, and the other stream
171 was the vehicle.

18 On the infrastructure side, we needed
19| to nake a |l ot of repairs to the system because of
20 | the damage caused by the derailnment. So we woul d
21| have -- we had daily neetings with all parties

22 | around that just to nonitor progress, see if there
23 | was any issues.

24 And on the vehicle side, nmuch the sane
25| where we would neet -- on the vehicle side not
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1| necessarily daily but probably -- I'"mgoing to say
2| at least three tines a week to discuss progress and
3| to discuss, you know, what the expectations were
41 fromthe Gty through their consultants, TRA, in
5| terns of what was acceptable before we could return
6| the vehicles back to service.

7 So there was a whol e i nspection regine
8| that had to be devel oped and val i dated and

9| approved. W had -- we had to put together an

10 | extrenely detailed return to service plan as well.
111 So that all had to be docunented, in sonme cases

12 | verified, and then conmunicated to the Cty in a

13| tinmely manner before the City would allow us to

14| begin -- begin putting vehicles into service.

15 Now, we -- during that period, we were
16 | still doing work. You know, because the system was
17| shut down, we took the opportunity to do sone worKk.
18| But it was a long effort. | have a binder here

19| that's fairly thick, which is our return to service
20| plan. It's quite conprehensive.

21 KATE MCGRANN: Speaking to the
22 | reliability of the service that was available from
23 | the systemand | eaving aside the derail nents for
24| the mnute, what in your view were the biggest nore
25

significant contributing factors to the reliability
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| ssues that were seen on the systen?

MARI O GUERRA: W had sone issues wth
sone equi pnents, auxiliary power equipnment where we
had -- we actually had sone of these inductors --
woul dn't say blowing up. It's probably an
exaggeration. But -- so that was a problem That
caused us a |lot of delays. |In fact, that caused a
huge delay on New Year's Eve. | think it was in
'19 into '20 at the U of Otawa. That -- that was
a bad one. W had a couple of those instances. So
t hat was hard.

| think the wheels were one of the --

t he cracked wheels were one that caused us to
actually cone up real quickly with a work around or
a-- amtigation where we had to inspect the
wheel s just about every day. So that caused quite
an inpact on us as well. Doors were a problemfor
a while. The reliability of the doors just wasn't
there. Which is typical of nobst systens; doors
tend to be a | ot of problens.

Yeah, | nean, those are probably three
systens that gave us quite a bit of problens early
on.

KATE MCGRANN: The inductors, was it

ultimately determ ned that was causing the issues
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with those?
MARI O GUERRA: Yeah, they figured out
what was causing it, and there have been

mtigations put in place. But the long-termfix

hasn't been -- requires a redesign of that
circuitry, so that's still pending. But we --
we got -- we've put if place mtigations so that --

so that we don't have the sane results anynore.

And, really, we don't really see very
many of those incidents anynore.

KATE MCGRANN: | m ssed what you said.
The long-termfix requires -- and then | m ssed the
part that cane after that.

MARI O GUERRA: Change-t hrough desi gn of
the circuitry. So they're still working on that.

M5. PEDDLE: Wiat are the mtigation
efforts that were put in place?

MARI O GUERRA: So now |'Il try not to
get too technical. But whereas the inductor may
have bl own up or for now, we have put steps in
place to protect it, then maybe it wll blow a fuse
or circuit breaker instead, so we just have to
reset the circuit breaker. That sort of
mtigation.

M5. PEDDLE: | thought | read on the

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 95

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

news article that it was a problemw th dirt
build-up. |Is that accurate at all?

MARI O GUERRA: | think we determ ned
that it mght have been a contributing factor
because of the -- when you have the pantograph that
rides along the OCS, there's always copper, like...
So as a result of that, we also started --

I nstituted an annual cl eaning programon the roofs
of the vehicles. There were a nunber of steps
taken to try and mtigate. That was one.

KATE MCGRANN: Just to help visualise
how this mtigation works, what's required in order
to replace a blown fuse or reset a circuit breaker?

MARI O GUERRA: The -- the train cones
in, go on the roof, and that's it.

KATE MCGRANN: Is that the kind of
thi ng woul d be fixed by an Alstomtechnician who is
ridi ng al ong?

MARI O GUERRA:  Yeah. Yes.

KATE MCGRANN:  And woul d a bl own fuse
or certain breaker that requires resetting stop the
train; like, cause the train to stop on the line or
otherwise inpair its ability to conplete its route?

MARI O GUERRA: It may dependi ng on

which -- on the circunstances.

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 96

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

KATE MCGRANN: Can you speak about the
wor k around and the mtigation efforts with respect

to the cracked wheel s?

MARI O GUERRA: Sure. So it -- it
sounds worse than it actually is. It's just a
hairline that was found. So what was -- the work

around was that the vehicles would be inspected
every day prior to going to service, see if there
was any cracks on the wheels. It was quite an
undertaking for a while until the wheels were
changed out.

KATE MCGRANN: And have all the wheels
been changed out at this point in tine?

MARI O GUERRA: Currently, all except
two vehicles, which -- the two vehicles were
i nvol ved in the heavy derail nents which still
haven't been repaired. But everything in service
has been -- the wheels have all been addressed,
yes.

KATE MCGRANN:  And what did it take to
obtain the replacenent wheels and to put themin
pl ace?

MARI O GUERRA: It's quite an
undertaking. | nean, we have to -- we have to

renove the bogies fromthe vehicle, and the wheels
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1| get replaced. It was quite an undertaking to be
2| able to do that.
3 KATE MCGRANN: | believe that the
4| bogies are under the vehicles. |Is that correct?
S MARI O GUERRA:  Yeah. Yes.
6 KATE MCGRANN: So then do you have the
71 lift the vehicles off the ground to --
8 MARI O GUERRA:  Yeah.
9 KATE MCGRANN: -- get at then?
10 MARI O GUERRA: Correct.
11 KATE MCGRANN: Did you have the
12| resources in order to effect the repairs at the MSF
13| at the tinme that the wheels cracked?
14 MARI O GUERRA: Sone of that work was
15| done outside of the MSF in the other Al stom
16 | facility.
17 KATE MCGRANN: I n terns of obtaining
18 | the repl acenent wheels, for people who don't have
19 | experience with an LRV system there could be an
20 | understanding that you place an order and get
21| replacenent wheels within a week. Can you help ne
22 | understand what's involved in obtaining repl acenent
23 | wheel s?
24 MARI O GUERRA: Well, there's quite a
25

|l ead tine on those. And in terns of ordering them
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t hey cone from Europe, so that adds a | evel of
conplexity. And then Covid didn't help matters,
you know, with the pipeline for all sorts of parts,
not just the wheels. So it's differently the
sourci ng of wheels had an inpact on the ability to
expedite the project.

KATE MCGRANN: Can you speak to the
results of the inspections that were instituted to
| ook for cracks in the wheels? Was it an issue
that you, in fact, found as a result of the
| nspecti ons?

MARI O GUERRA: Sorry. Can you try that
again? | just want to --

KATE MCGRANN: Yes. | would happily
try it again. You instituted inspections |ooking
for cracks in the wheels as an interimneasure, |
understand, until you're able to replace all the
wheels. During that tinme that the inspections were
bei ng conducted, did you find wheels that were
cracked that inpacted the ability to neet service
requi renents?

MARI O GUERRA: | believe we found a few
nore, couple nore. Two or three, | believe.

KATE MCGRANN:  And at this point, ny

understanding is you said that all the vehicles in
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service, that problem has been addressed?

MARI O GUERRA:  Yes.

KATE MCGRANN: And the only vehicles
that are awaiting replacenent wheels are the two
that are not currently in use?

MARI O GUERRA: That's correct.

KATE MCGRANN:  You al so nenti oned

I ssues with reliability of the doors. Can you help

us understand what those issues were and what

contributed to thent

MARI O GUERRA: | nean, varying issues.

It could be the door notors, it could be the

circuitry around there, it could be a nunber of

| ssues. But essentially typically what happens is

you get to the station, and the doors won't cl ose

f or whatever nul functi on.

So they're required -- the doors have
to be isolated to keep the people in service. |If

t he doors don't close, the vehicle won't nove until

It's isolated. So that's typically what happens
wi th doors.

Sonetines it's the passengers that
force the doors open and cause it to happen as

wel |, so...

KATE MCGRANN: And what steps was RCM
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or Alstomor others able to take to try to address
t hose issues?

MARI O GUERRA: A few. So there were
nodi fi cati ons obviously done to try prevent that
from happening in the first instance. But we al so
wor ked closely with OC Transpo to ensure that their
operators had the right infornmation to be able to
have themisol ate the doors, which obviously would
allow for the vehicles to be able to open a | ot
qui cker than waiting for a technician.

So we've worked very hard with OC
Transpo to provide them operational tools to try to
deal with incidents |like that.

KATE MCGRANN: Just so | understand
what isolating the doors actually involves, so the
doors are stuck open. \What can a train operator do
in order to address that?

MARI O GUERRA: There's a -- in sone
systens, there's a button, sone systens, it's a
handl e, which allows you to nmanually cl ose the
doors, and then those doors are bypassed so that
they don't affect the operation of the vehicle.

KATE MCGRANN: And the efforts nade to
armthe OC Transpo operators with tools and

I nformation so they can react in that way, how were
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those efforts net by the Gty and OC Transpo?
MARI O GUERRA: They were very open to

KATE MCGRANN: The information and the
tools required for the drivers to be able to
identify that issue as sonething they can deal with
and then isolate the doors so service can conti nue,
Is that the kind of information and skillset you
woul d have expected the drivers to have fromthe
out set of revenue service?

MARI O GUERRA: Sone of it, but nost of
it, I think, is dependent on the kind of issues
that you run into as the vehicles are in service.
Ri ght? That kind of drives where you're at.

One other thing -- sorry, one other
thing | failed to nention is we took an Al stom
supervi sor, and they now have a desk downstairs
here in the yard control room So they will also
talk with the operators when an incident happens to
try and help them guide themin terns of what
steps to do. So we have done that as well, and
that's hel ped out a |l ot as well.

KATE MCGRANN: The steps that were
taken to help armthe operators with skills and

tools to deal with door issues like this, is that
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1| the kind of exercise that you woul d expect -- that
2| would fall in as bedding-in period for people
3| with --

4 MARI O GUERRA:  Yeah, | think you would
5| have |l earned sone of that in that period, yes. |
6 | nmean, yeah, and the answer is yes. Sone of that

7| woul d have been done during that period with the

8 | understanding that sone incidents would have

9 | happened probably after the bedding-in period. So
10| it'"s a continuous |oop of continuous |earning,

11} right?

12 KATE MCGRANN:  Ckay.

13 MARI O GUERRA: The de -- sorry, one

14| nore thing. The debriefs hel ped as well that |

15| spoke about earlier.

16 KATE MCGRANN: | understand that there
17| have been sone incidents in the maintenance

18| facility. And by "incidents," | nean a collision.
19| Does that ring a bell for you?

20 MARI O GUERRA: There's been a coupl e,

21| yes. In the yard, yes.

22 KATE MCGRANN: Ckay. Can you descri be

23 | those collisions to ne?

24 MARI O GUERRA: Sure. | mean, we

25| have -- we have what's called a rail car nover,
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1| which in essence connects up to the -- the trains
2| so that we can nove them around the yard. So we
3| had instants where the operator of a rail car nover
41 is not -- thought he was going and was going in
5| reverse and caused a collision in the yard.
6 We've al so had two derailnments in the
7| yard as well.
8 KATE MCGRANN: |'m goi ng to speak about
9| the collisions and the derail nents separately just
10| to keep them-- so we all know what we're talking
11| about.
12 Wth respect to collisions, did any of
13| the collisions have any inpact on the availability
14| of vehicles for service or otherw se the service
15| that the systemwas able to provide to the riders?
16 MARI O GUERRA: No, | -- collisions have
17| been mnor in nature, so | would say probably not.
18 KATE MCGRANN:  And then with respect to
19| the two derailnents within the yards, can you
20 | describe for ne one at a tinme what happened with
21| that?
22 MARI O GUERRA: They were both very
23 | simlar, happened in the sanme location. Only
24| there's a track that goes around. The biggest
25

difference was the first tine, it was noticed very

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 104

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

qui ckly, so it didn't cause nmuch danmage. The
second tine, the operator didn't notice it, and it
caused quite a bit of damage in the yard.

W did an investigation, and, you know,
we found that the track needed to be lubricated in
order to -- and we needed to go maybe a little
sl ower around that turn. And as a result of taking
t hose actions as well as we -- we ended up putting
operators on both ends of the train as well when
there's certain noves nade in the yard. So all of
that has resulted in no additional derail nents.

And, yes, one of those did cause an
| npact because the vehicle was damaged to the point
where we couldn't use it for service anynore.

KATE MCGRANN: About when did that
derai |l nrent take place?

MARI O GUERRA: OCh, ny God. [|'m going
to say about a year ago. Sorry.

KATE MCGRANN: And how | ong were the
| npacts of that derailnent felt on the service
provided to the public?

MARI O GUERRA: W were one vehicle
short, | would say, for a good six nonths.

KATE MCGRANN: Who drives the trains or

noves them around in the nai ntenance yard?
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MARI O GUERRA: That's a good question.
Technically, the yard is supposed to be fully
automated. Unfortunately, it's not yet. |It's
sonething that -- that wasn't conpleted prior to
revenue service. So the work continues to try to
get it autonmated.

So as a result of the yard not being
fully automated, Al stomhas had to hire staff,
enpl oyees. W call them hostl ers because they
hostle the vehicles. It's arailroad term So
they're the ones that nove the trains.

KATE MCGRANN: Do you know what caused
the delay to the conplete autonmation of the yard?

MARI O GUERRA: Caused the del ay?

KATE MCGRANN:.  Yes.

MARI O GUERRA: | don't know.

KATE MCGRANN: O her than the
requi rement that hostlers be hired -- and how do
you spell that?

MARI O GUERRA: H O S-T-L-E-R-S.

Host | ers.

KATE MCGRANN: Ckay. O her than the
requi renent of hostlers be hired to nove the trains
around in the yard, have there been any other

| npacts on the ability to -- well, let ne put it
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this way. Have there been any inpacts on the
ability to performthe maintenance required as a
result of the fact that the yard's not fully
automated yet?

MARI O GUERRA: The answer to that is
yes. | nean, it wuld be hard -- it's hard for ne
to sit here and give you specific exanples, but
obviously a fully automated yard all ows you to nove
qui ck certify, safer, faster than one where you
have to rely on soneone to drive it. So the
| npacts -- the answer to that is, yes, it has
| npacted our ability to offer service.

KATE MCGRANN:  And is there currently a
schedul e towards full automation or an antici pated
date for full automation?

MARI O GUERRA: Yeah, we're hopeful it
can be done before the year end.

KATE MCGRANN: So fair to say that the
I nconpl ete automati on of the maintenance facility
was an out standi ng i ssue or deficiency that has had
sone inpact on the ability to perform mai ntenance
wor k?

MARI O GUERRA:  Yes.

KATE MCGRANN: Any other -- sorry, |

t hi nk you said yes, and | shouldn't talk over you.
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1 MARI O GUERRA: |I'mtrying to -- |I'm
2| trying to play by the rules to wait for you to
3| finish.
4 So the answer to the question is yes,
S| that's fair to say.
6 KATE MCGRANN: Ckay. Any ot her
7| outstandi ng deficiencies that have had an inpact on
8| RTMor its subcontractor's abilities to conplete
9| their mai ntenance obligations?
10 MARI O GUERRA: There's been a coupl e.
111 | guess there's also -- there was a secondary
12| delivery track for service that is still not in
13| service. That would give us another option. That
14| has inpacted or abilities as well.
15 There was sone shop equi pnent that was
16 | not ready to go on day one as well that had sone
17| revenue inpact as well, so, yeah. Those --
18 | those -- those two things.
19 KATE MCGRANN: Ckay. Anything else you
20| can think of sitting here today?
21 MARI O GUERRA: Not of any great
22 | significance. | mean, those two were sonewhat
23 | significant.
24 KATE MCGRANN: Can you hel p ne
25

under st and what the secondary delivery track --
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what is it and what does it do?

MARI O GUERRA: So when we -- when we
have vehicles going into revenue service, our job
Is to deliver themto a handover platform where
the -- those -- a transfer operator takes over.

Wth the advent of stage 2, there was a
secondary delivery track built. So if we had that
secondary track, then we could nove two vehicles or
three vehicles in sone cases up and have themready
to go and be able to deliver service, you know, in
a nore expedited fashion. Not having that, you
know, nakes -- nmakes the delivery service at tines
t ougher, not having that option.

KATE MCGRANN:  You said with the advent
of stage 2. So was the secondary delivery track
part of the work that was envisioned for stage 17
O is that a |late breaking addition?

MARI O GUERRA: That was the | ater
addi tion when stage 2 was in sight.

KATE MCGRANN: Ckay. And then you
nmenti oned there was sone shop equi pnent that wasn't
ready to go. Can you be nore specific about what
wasn't there?

MARI O GUERRA: Sone jacks to |ift

vehi cl es.
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KATE MCGRANN: Ckay. Anything el se?

MARI O GUERRA: Probably a sl ough of
little things, but it's hard for nme to pinpoint.

KATE MCGRANN: Ckay. Who was to
provi de the jacks?

MARI O GUERRA: Ch, RTC

KATE MCGRANN: Coul d you hel p ne
under stand the inpact of not having the jacks
avai | abl e on mai nt enance service?

MARI O GUERRA: It limts your ability
to -- to performwork that requires the vehicles to
be lifted. Wen you have nultiple | ocations,
obvi ously, you can -- you can go get through work
much faster as a result of it.

KATE MCGRANN: How many j acks were
supposed to be avail abl e?

MARI O GUERRA: There was one set that
wasn't avail abl e.

KATE MCGRANN: Sorry, but does one set
consist of -- let ne ask you this. How many trains
can one set of jacks lift at a single tine?

MARI O GUERRA: (One.

KATE MCGRANN:  And how many sets of
j acks were planned for in the maintenance facility?

MARI O GUERRA:  Two.
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KATE MCGRANN: So half as many as you
expect ed.

MARI O GUERRA:  We only have one, yes.

KATE MCGRANN: Ckay. And is it still
the case that there's only one?

MARI O GUERRA:  No.

KATE MCGRANN: Ckay. Wien was the
second set of jacks put in service?

MARI O GUERRA: Three, four nonths ago.
We actually have three sets right now Al strom
brought in their own after the derailnent to
expedite things even further.

KATE MCGRANN: A coupl e questi ons about
that. |Is the plan to continue on with three from
this point onwards?

MARI O GUERRA: Just two.

KATE MCGRANN: When -- |'m assum ng
that the Alstomjacks wll be the set that wll be
renoved? Yes? Ckay.

Just because the court reporter can't
record it if we're nodding and --

MARI O GUERRA:  Sorry.

KATE MCGRANN: That's okay.

MARI O GUERRA: The answer is yes.

KATE MCGRANN: Ckay. And have you
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noticed an inpact in having tw jacks on the
ability to perform nmai nt enance work required?

MARI O GUERRA: Absolutely. [It's paying
huge dividends in terns of expediting work through
t he shop.

KATE MCGRANN:  Are you able to help ne
under stand why there was a delay in getting the
second set of jacks in the maintenance facility?

MARI O GUERRA: | couldn't speak to
t hat .

M5. PEDDLE: D d you have two jacks
when you were dealing with the cracked wheel issue?

MARI O GUERRA: No. But understand, as
| said earlier, sone of that work was done off
site, right, in an Alstomfacility.

M5. PEDDLE: Thank you.

KATE MCGRANN:  And just to help us
understand what that would | ook |ike, where was the
Alstomfacility that that work was --

MARI O GUERRA: One of their plants in
Quebec, | believe. | don't renenber exactly where
t hey have a pl ant.

KATE MCGRANN: The |l evel of staffing at
Al st om when you j oi ned, we've spoken about that.

Were you aware of the level of staffing at Al stom
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before you joined, or is that sonething you | earned
about when you stepped into M. Jacob's role?

MARI O GUERRA: No, | was aware of it
when on the board.

KATE MCGRANN: How were you aware of it
as a nmenber of the board?

MARI O GUERRA: It was an issue we
escal ated through the board to Alstom senior staff.

KATE MCGRANN: Were there any ot her
| ssues arising fromAl stom s mai nt enance work t hat
cane to your attention as a nenber of the board?

MARI O GUERRA: Yeah, | think there --
as we tal ked about, their responsiveness to
i ncidents on the line and their |evel of staffing
as aresult of it. | think that was one. | nean,
their -- their -- the speed at which they were
addressing the retrofits, we tal ked about wheels as
an exanple of that, that was sonething, you know,
that we were very concerned about as well. So
t hi ngs of that nature.

KATE MCGRANN:  And with respect to the
| evel s of staffing, you said that was escalated to
Al stom s seni or managenent. |s that right?

MARI O GUERRA:  Yes.

KATE MCGRANN: And what was the result
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of that escal ati on?

MARI O GUERRA: Initially, not -- not a
good result. There wasn't nuch done initially. |
think that wwth -- with tine and, as | said, nost
recently, they really have stepped up.

KATE MCGRANN: Ckay. Wth respect to
the speed of Alstomis work to address the
retrofits, were any steps taken to address that at
the board | evel when you were a nenber of the
boar d?

MARI O GUERRA: Yeah, the board woul d
neet with senior staff at Al stom

KATE MCGRANN: What was the result of
t hose efforts?

MARI O GUERRA: So it -- | have to add
sone context to that question. There's actually
two separate contracts with Alstom There's the
mai nt enance contract that we have, RTM and then
there's the supply contract, which is the -- that's
t hrough OLRTC,

So, in fact, the retrofits fall on the
supply side of the -- so we wouldn't have been able
to have nmuch inpact. W certainly voiced our
concerns froma service perspective. It would have

been OLRTC that would have had to neet with Al stom
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11 in--1in that particular matter.
2 KATE MCGRANN: Wth respect to -- |I'm
3| going to describe this as a crossover issue. |'Il
41 tell you why, and then you can tell ne if you agree
S| with that characterisation or not. But this is an
6| issue that, | think, presented itself during the
7| construction phase, engages the arm of Al stomthat
8 | was working on construction, but it's having an
9| inpact on the naintenance phase. Is that fair?

10 MARI O GUERRA:  Yes.

11 KATE MCGRANN: So with respect to a

12 | crossover issue like that, what kind of cooperation
13| or collaboration is available to RCl vis-a-vie its
14| relationship wwth OLRTC? How can RTMwork with

15| OLRTC to address the crossover issue?

16 MARI O GUERRA: W have interface

17| agreenents and we have the interface neetings. And
18 | those issues are -- we're also at the end of the

19| day in the sane conpanies. You know, SNC, SNC,

20| EllisDon and -- so there's a relationship there as
21| well. So we would use, obviously, any internal --
22 | internal levers we can use to get that. So, you

23 | know -- so that was definitely used.

24 Most recently, however, as | said -- as
25

| indicated earlier, the neetings that we currently
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hol d every day, OLRTC and Al stom supply are present
at those neetings as well so that we can have

| ssues di scussed anongst all the parties. And that
started with our return to service initiatives.

So, again, we weren't in those silos
anynore. Now everybody's at the neetings, and
| ssues are discussed. And | believe it's been a
very -- a very good way to -- to -- to sort of
address issues and nake sure everybody's on the
sane page.

KATE MCGRANN: Okay. Wth respect to
the -- let's see if | can read ny own handwi ti ng.
Wth respect to the speed at which Al stom was
addressing the retrofits and the issues that arose
there, how effective was the interface agreenent
bet ween RCM and OLRTC in resolving this issue or
seeking to resolve it?

MARI O GUERRA: I n that particul ar
I nstance, the interface agreenent itself wasn't
fromthe perspective of -- because we would -- we
woul d sinply ask for OLRTC to intervene because
what you called the crossover event that would --
would ultimately inpact our ability the delivery
service, right? So...

And that lead to a | ot of 1Issues around
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the penalties and assessing penalties and who was
responsi ble and all that wonderful contractual
stuff that's still ongoing today.

KATE MCGRANN: Ckay. So when you're
t al ked about penalties and assessing penalties, are
you speaki ng about the penalties that the City can
| evy agai nst RTM?

MARI O GUERRA: Yes. Especially

because -- it's conplicated, because you're in a
warranty period as well. So there's, you know --
you know, you get assessed -- let nme play it for

you once through.

So RTG gets assessed penalties by the
City for various APRs or non perfornmance, whatever
it is. RTGwould flow those deductions down to
RTM If it's within Alstom's scope, then those
deductions get flowed down to Alstom Al stom
then -- Al stom nmai ntenance. To Al st om mai nt enance.
You know, and then they claimthat's due to defect
or warranty, and so it cones back up through us to
RTC to Alstomsupply. It's kind of a -- that's how
It would work.

KATE MCGRANN: Ckay. So when you say
it's conplicated by the fact that it's in the

warranty period, does the conplication flow from
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t he nunber of parties that who are engaged from

t hat --

MARI O GUERRA: Fromthat and al so
assigning responsibility, because it's -- it's --
you know, it's -- the -- the maintainer wll state

that it's CC defect, and the constructor or
supplier will say it's due to poor nmintenance. So
there's always a little bit of friction there.

KATE MCGRANN: Ckay. And just so that
sonmeone who is reading this transcript wll know
who you're tal king about, the maintainer is RTM
right? And they would be saying it's a CC defect;
the CCis OLRTC?

MARI O GUERRA: Yes, and their subs
woul d be Al st om nmai nt enance and Al stom supply.

KATE MCGRANN: That exercise in
determ ning responsibility for an issue |like this,
has that exercise any inpact on RTMs ability to
performits mai ntenance obligations under the
proj ect agreenent?

MARI O GUERRA: Again, it's hard to nake
a direct link, but certainly it has had an i npact
fromthe perspective of the -- we -- we are
assessed the penalties. And in turn, so is Al stom

mai ntenance in a first instance. So fromthat
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perspective, you know, the fact that you're not
being paid is not a good notivator.

So it's hard to nake a direct |ink.

But | would say indirectly, probably sonewhat.

KATE MCGRANN: So we tal ked about the
retrofits as a crossover issue in that it was an
| ssue that cane up during the construction period,
engages people working on the construction side of
t hi ngs, but has an inpact on the naintenance
servi ce.

Any ot her crossover issues |ike that
beyond the train retrofits?

MARI O GUERRA: Wl l, we have
facility -- facility retrofits as well, Iike,

I nfrastructural retrofits that still needed to --
to get done. There's a bunch of itens on the --
the list there as well.

KATE MCGRANN: Coul d you descri be them
by general category to help ne understand what t hat
list looks |ike?

MARI O GUERRA: More on the facility
side. Like, for exanple, the heat tracing on -- on
sone of the stations wasn't working, so that
resulted in us having to hire people to clean snow,

an exanple. There was sone retrofits needed to be
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done on the overhead wre that we needed to shut
down to be able to do it. Just general things

i ke, you know, failures in -- on the system

that -- that happened that we addressed that

| npacted us and caused the Cty to apply KPIs to us
all during that warranty peri od.

KATE MCGRANN: The focus of the
Conmmi ssion i s on breakdowns and derail nents on the
system To the extent that you can answer this
guestion, were any of the facility retrofits that
were required -- did they have any inpact, do you
t hi nk, or any contribution to the breakdowns or
derail nments either directly or indirectly as a
result of the attention of staff required in other
pl aces, things |like that?

MARI O GUERRA: Ch, | would say no.

KATE MCGRANN: So we were tal king about
| ssues that were either elevated to the RTM board
or that you becane aware of as a result of your
position on the board regardi ng mai nt enance work
bei ng done. And we tal ked about issues with
Al stoms work and sone -- | believe sone --
anyt hing that you haven't nentioned al ready that
you becane aware of as a result of your position on

the board with respect to RTMs ability to perform
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I ts mai ntenance obligations?

MARI O GUERRA: | can't think of
anyt hi ng addi ti onal .

KATE MCGRANN: Beyond what you' ve
I dentified to us and we've discussed so far, are
there any other obstacles to RCM performng its
mai nt enance obligation under the project agreenent?

MARI O GUERRA: None that | can think
of .

KATE MCGRANN: | don't think we've
covered this, but I amsure that your counsel wl|
l et me knowif we have. Can you describe what the
wor king rel ationship was |i ke with Al stom when you
first joined?

MARI O GUERRA:  \When | --

KATE MCGRANN: \When | say "when you
first joined," that wasn't very clear. Wen you
first joined as acting CEO and general manager of
RCM

MARI O GUERRA: Sonewhat contenti ous.

KATE MCGRANN: And what do you nean by
t hat ?

MARI O GUERRA:  You know, there was -- |
didn't believe that they were acting as they should

or reacting as they should when issues would cone
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up, so that would result in sone rather contentious
di scussions at tines. They |acked what | call the
sense of urgency around issues at the tine. That
was ny thought.

KATE MCGRANN: When you say they
weren't acting as you thought they should, what do

you nean by that?

MARI O GUERRA: | nean, ny experience --
|'ve been around, like | said, for a long tine.
When -- when issues arise, you could feel a buzz in

t he wor kpl ace. People are running around, they're

doing things. There's that sense of urgency

around -- | didn't -- that just wasn't happening
with Alstom You would -- I'Il give you an
exanple. You know, | would cone in, you know, and

check service, and we would be one train short for
service, as an exanple. So | would wal k down to
the Alstomoffices, and lights are out, nobody's
honme. You know, and it was just -- they lack that
under st andi ng, the sense of urgency of what it took
to -- to deliver revenue service. | didn't fee
they had -- they had that.

So because of that, you know, there was
a lot of frustration and -- and at tinme tines

contenti ous discussions to -- to nmake them
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understand the seriousness of that.

KATE MCGRANN: | want to asked you to
descri be what you neant by sonewhat contenti ous.
You said three things. They're not acting as they
shoul d, they weren't reacting as they should, and
they | acked a sense of urgency. Are you describing
the sane kind of thing in three different ways when
you say that? O is there nore to not reacting as
t hey should than you' ve al ready descri bed?

MARI O GUERRA: No. | nean, so we
al luded to support on the line. They obviously
didn't see a need for that. So they didn't act as
| think you should in this type of industry. You
know, they're -- | don't know that they -- the |ack
of sense of urgency obviously stands by itself.

And | don't know that -- that the staff
under st ood the seriousness of a P3 project and --
and -- and what that |ooks like if you don't
deliver and the penalties and the pay points
associated with that.

| had the sense that they didn't fully
under stand what that neant. The fact that if
you're short for service, there are sone serious
penalties that will be |evied agai nst you above and

beyond the reputation of not being able to deliver
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1| service. | don't think they understood that.
2 KATE MCGRANN: Well, what was it that
3| led to your view that naybe they didn't understand
4| the seriousness of not providing the service
5| required?
6 MARI O GUERRA: The fact that they
7] didn't pay and react the way that | think they
8 | shoul d have whenever we had any of these instances.
9| They were very at tinmes |ackadaisical in their
10 | approach to -- to the situation, usually around
11| revenue service, delivery of revenue service.
12 Smal | things at the tine. Sonething
13| like, you know, when you're delivering service, |
141 indicated earlier how we hand the trains over, it's
15| common practice to have a technician present in
16 | case you have any issues in the norning. Right?
17| Those kinds of little things they just didn't
18 | understand the need for it and had to kind of
19 | inpress on themthe need to do such things. W've
20| cone a long way. We've cone a | ong way.
21 KATE MCGRANN: Using the exanple you
22 | just provided of having a technician present at
23 | handover of a vehicle from mai ntenance to revenue
24 | service, | take it that you took steps to explain
25

the inportance of that step in the work that was
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bei ng done?

MARI O GUERRA:  Yes.

KATE MCGRANN: And once you had
explained to themthe inportance -- and by "them"
| nmean Alstom Once you explained to Alstomthe
| nportance of that step, what was their reaction?
What was their response?

MARI O GUERRA: | nean, it took a while,
but eventually they got there, and they put
sonebody out there. But, again it wasn't very
consistent and it wasn't nonitored. So, you know,
there were tinmes where, you know, there wouldn't --
there just sinply wasn't anybody there whet her
because of short staffed or the person just didn't
go there.

They -- they nade the effort to
all ocate the resource, but initially they |acked
the effort to ensure that it was happening on a
consi stent basis. And eventually -- you know,
eventual ly, it cane around.

KATE MCGRANN: Do you know what caused
or contributed to them com ng around on the
managenent and oversi ght piece that you just
I dentified?

MARI O GUERRA: Honestly? Me beating
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the crap out of them every day.

KATE MCGRANN: |'msorry. Could you
say that again?

MARI O GUERRA: M tenacity around
rem ndi ng them of what should be done. [|'Il say
that a little differently.

KATE MCGRANN: And did you have the
sense that the approach that you took to rem ndi ng
Al stom of what needed to be done was different than
t he approach taken by your predecessor?

MARI O GUERRA: Yeah. To be fair to
Cl aude, | have nuch nore experience in -- in -- in
transit than he ever did. So, you know, just to be
fair to him | don't think he had that -- that
| evel of experience.

KATE MCGRANN: Ot her than engaging with
your tenacious nature to help Al stom understand
what needed to be done, any other steps that you
took to change the approach that RTMwas taking to
mai nt enance when you took over from M. Jacob?

MARI O GUERRA: Yeah, | think eventually
we noved nore into a nentoring type rel ationship
with them and sone of the people that we have here
as a different approach to try and get themthere.

And they did -- they did make sone changes to
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their -- to their | eadership here eventually and

brought in sone people that were a | ot nore

experienced. And | -- and that helped a |lot as
wel |, because they understood these things a | ot
better.

So | think that the nmentoring aspect
It and the -- they fact that they brought sone

people in eventually, | think we -- it got us to

the point where we are today, which is, you know, a

| ot further ahead. These things now are second

nature. They're no | onger an issue for us.

KATE MCGRANN: The nentoring, | won't

ask you to go into granular detail, but can you
give ne a sense of, first of all, when that
started?

MARI O GUERRA: | woul d say probably a
few nonths after | -- | canme into this role, we

started taking that approach. Not only with ne but

my staff as well, to -- totry and talk to them
try and explain why it's inportant to do sone

t hi ngs certain ways and whatnot. Yeabh.

KATE MCGRANN:  And what was the initial

reaction to your efforts to inplenent sone
mentoring in the workpl ace?

MARI O GUERRA: | think for the nobst

of
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part, nost of the staff were accepting of it. They
understood that we were all -- | think the end of
the day, the goals were the sane. It's just how we
got that there that we needed to -- to kind of
figure out to do it better.

KATE MCGRANN: Were there any
particul ar areas that you felt were calling out for
mentorship or that really benefitted fromthe
nmentorship that you inpl enented?

MARI O GUERRA: | woul d say delivery of
servi ce was one aspect that -- where we worked
really hard with Alstomto inprove.

KATE MCGRANN: And what kind of things
did you work on specifically to try to inprove the
delivery of service they were providing?

MARI O GUERRA: W tal ked about having a
technician there, about having -- making sure that
the -- the supervisors, you know, start planning
for -- for revenue service a lot earlier, for
exanple. You really -- in this type of industry,
you start planning for norning service the day
before. You have to start forecasting and
pl anni ng. So, you know, providing those tools,
wor ki ng nore closely with them around pl anni ng and

executing, those types of things.
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KATE MCGRANN: And anyt hing el se that
you think that nentoring -- any other areas that
you think that nentoring addressed that weren't
receiving the right or enough attention before you
started doing that work?

MARI O GUERRA: No. | nean, it was a --
| nmean, it was a constant -- you know, there was a
| ot of discussions and whatnot, so it was pretty
consi stent on both sides. But | can't think of
anyt hing el se specifically.

KATE MCGRANN: And then you nenti oned
t hat Al stom brought in sone people who were nore
experienced. More experienced in what?

MARI O GUERRA: So we noticed a big --
when Al stom and Bonbardier nerged -- 1'l| say
"merged," because | don't know who bought who. |
guess Al stom bought them because they're call ed
Alstom So then Bonbardier had a nuch nore evol ved
services business in North Anmerica that they can
tap into. So you noticed a big difference. They
started bringing sone of the Bonbardier | egacy
people into the operation here. And then you
noticed a big difference in terns of the skillset
and t he understandi ng of the type of business of

t hese people. Until today. The people they have
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here now understand the business quite well.

KATE MCGRANN: Ckay. So the extent you
can, can you describe to ne what roles the nore
experi enced | egacy Bonbardi er enpl oyees cane in to
fill at Al stonf

MARI O GUERRA: The general nanagers.
Like, | see the -- the quality control people, the
anmount of industrial engineering staff that cane
here. So a |ot of those top | evel people are --
are pretty much | egacy Bonbardi er peopl e.

KATE MCGRANN: Ckay. What did the
staff at RTM | ook |Iike when you joined as acting
CEO and general nmanager?

MARI O GUERRA: \What do you nean by

| ooked | i ke?

KATE MCGRANN: | nean how many peopl e
were there, and what roles did they fill?
MARI O GUERRA: Let ne think. | think
t here was about -- about 30-odd people at the tine.

We're probably at 40-sone odd people now. W' ve

gone t hrough sone -- sone mmj or reorgani sati on over
the last couple of years. | nean, | reorged
initially to allowus to -- to focus on the -- on

the issues that were arising as a result of the --

of the -- of the, you know, reliability probl ens
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that we were having during the initial phase. |
brought in sone new people as well in sone nore
senior roles. So that was done, | think, maybe six
nonths after | took over.

And then nore recently over the |ast
three or four nonths, | reorged again, as | think I
I ndi cated earlier, to focus nore on oversi ght and
managenent of the work, essentially split the
organi sations into two. One is to provide
oversi ght, one that provides the nmanagenent. And
then | have the support functions -- HR [|egal and
what not that report to -- change the reporting
structure a slight bit as well. So, you know,
we're constantly | ooking at better ways to -- and
we i ncreased that, obviously, as well.

KATE MCGRANN: \What reorg -- let ne
start again. The reorganisation that you did
approxi mately six nonths after you joined to focus
on the reliability issues, what changes did you
make, and how did they affect RTMs ability to
address the issues?

MARI O GUERRA: So we repl aced
Cl aude Jacob, obviously, as a change. There was a
coupl e of key positions here as well on the

mai nt enance director side that | replaced as well.
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1| Again, we hired a couple people as well. W --
2| we've hired a vehicle specialist, so on vehicles to
3| better work and track reliability and provi de sone
41 oversight on issues so that we can be better
S| informed. So initially those types of things.
6 | Changed sone reporting relationships as well.
7 KATE MCGRANN: The directors that you
8 | replaced, what were you hoping to acconplish with
9| the people that you brought in?
10 MARI O GUERRA: Sone of it was just we
11| needed a change. W needed a new voice in the
12| room Sone of it was bringing in people that were
13| nore technically sound, new nore technically. So a
14| little bit of both. Sonme for sone, it was a change
15| and sone of it was -- was bringing in people that
16 | had nore technical skills.
17 KATE MCGRANN:  And simlar question to
18 | changes that you nade to the reporting
19 | rel ati onshi ps, what were you hoping to acconplish
20| with those changes?
21 MARI O GUERRA: Just trying to
22 | streamline things as best as | can and del egate
23| nore to the next |evel of nmanagenment down rat her
24 | than having a lot of reports directly to -- to ny
25 | position.
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1 At tinmes, you know, | nean, people --
2| | eaders work definitely, but | needed to enpower
3| themto nmake decisions and -- and to do things, so
41 1 -- 1 adjusted the reporting relationships to
5| ensure that that -- that that happened.
6 KATE MCGRANN:  And with the changes
7| that you nade to the reporting relationships to
8| streamine and to enpower people to make deci si ons,
9| were those changes successful ?
10 MARI O GUERRA: | woul d say yes. For
11| the nost part, yes.
12 KATE MCGRANN: And how woul d you
13 | measure that success? How did you see it play out?
14 MARI O GUERRA: | think the flow of
15| informati on was nmuch better. There wasn't -- there
16 | was | ess duplication of effort on -- on certain
171 things. There was nuch nore -- there was nmuch nore
18 | clarity around who was responsible for what. All
19 | those things.
20 KATE MCGRANN: And the changes that you
21| made to the directors, were those changes
22 | successful? Did you acconplish what you wanted to?
23 MARI O GUERRA: Yes. They're stil
24 | here.
25

KATE MCGRANN: | was going to ask you
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how you neasured that success. The continued
presence i s one way.

MARI O GUERRA: Wl |, that's one way,
but, you know, they've adjusted as well as the
busi ness needs. And, you know, as |'ve said,
recently, we have gone through another reorg three,
four nonths ago. So | would say yes, they were
successful. And we also let a few people go over
time as well.

KATE MCGRANN: To hel p ne under st and
the reorg that was done nore recently, you said
that you've created two -- | wll say this, and you
tell me if you' ve got it right. It sounds |ike
you' ve got two groups working now. One focussed on
over si ght and one focussed on managenent. |[Is that
accurate?

MARI O GUERRA: That's accurate.

KATE MCGRANN: Okay. To sonebody who
t hi nks that oversi ght and managenent sound |ike the
sane thing, can you help ne understand the
di fference between --

MARI O GUERRA:  Sur e.

KATE MCGRANN: -- the work being done
by the two groups?

MARI O GUERRA: Sure, | can do that. So
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1| the -- it's inportant that -- that the two are
2| separate in ny mnd and a | ot of organisations that
3 I'"'min. So the managenent group is essentially --
41 the mai ntenance manager's sole responsibility is
5| to, (a), ensure that the work that is being
6| schedul ed is being executed on and reporting back
71 on that. They're there to deal with issues,
8 | whet her that be enpl oyee issues, subcontractors,
9| whatever that nay be. And in essence, during the
10 | weekends, off shifts, whatever, they are in charge
11| of the operation. And they have been del egated
12 | certain powers. And on other things, obviously
13| they would have to call their supervisors.
14 But they're there to nake sure that the
15| work being done is being done properly, it's being
16 | done safely on an ongoing basis with any basis.
171 That's what they do.
18 The oversight group, they're there to
19 | provide oversight to ensure that the work is
20 | generally being done in a tinely manner and in a
21| proper manner. So they will -- | don't know if the
22| word "audit" is correct, but let's go with that.
23| So they will go down and do an audit on a
24 | particular activity, and they will ensure that the
25

enpl oyee -- that the -- that the work is bei ng done
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in a tinmely manner in accordance with the
specifications, in accordance with the work nethods
statenents. |Is the enployee wearing all their PPE?
| s the enpl oyee working safely? All that. So that
all gets docunented on the table.

They wi |l show up unexpected just to
make sure that people are there, doing what they're
supposed to be doi ng.

So it's nore -- that particul ar aspect
Is meant to correct and identify anything that is
not bei ng done in accordance with the requirenents,
whet her that's behavioural or technical. That's
t he purpose of the oversight.

KATE MCGRANN: Ckay. And one question
about the work that the managenent group i s doing.
You said that they're there to ensure that the work
that is scheduled to be done is done. Wrk by who?

MARI O GUERRA: | have -- by RPM staff,
by Alstom by our cleaning staff, by our other
mai nt enance staff. They will show up at a station
at night, nmake sure that the cleaners are there,
that the cleanliness of the stationis -- is good.
They're there in charge of that shift and
everything that's going on in that shift.

KATE MCGRANN: And sane question as
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wth respect to the first reorg you did. Have

t hese changes that have been in place for three to
four nonths -- so far, are you seeing the
managenent group acconplishing what you were hoping
to acconplish?

MARI O GUERRA: Yes. Unfortunately, |
have a coupl e vacanci es now, but yes. So
they're not -- they're out there. They're having
an i npact, because we're already seeing sone
behavi ours bei ng corrected.

Because they're now reporting
conti nuously every norning, | cone in, | have a
report, and it's a detailed report on everything
that's happened in the past 24 hours.

So I'"'mable to take that, and if it's
an Alstomissue, |I'"'mable to go to Al strom and say,
Hey, this is what we saw | ast night. Wat
happened? Well, you know, guy called in sick. W
reschedul ed the work for today. GCkay. Let's nake
sure that, you know, we're adequately staffed.

| f there are any safety incidents, |
can deal with ny safety person and nake sure that
she's investigating properly.

Just it arns you with the information

that you need on the activities that are going to
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on so that you can, in sone cases, ensure there's
further actions taken or hold peopl e accountabl e at
the end of the day, nake sure that things get done
in the future.

KATE MCGRANN: Ckay. And with respect
to the oversight group, are they acconplishing what
you were hoping that group would acconplish?

MARI O GUERRA: Yeah, that -- they're

not 100 percent yet, because we're still

devel oping -- we just hired a couple people. W're
still developing the -- the -- the nethods and

the -- the actual forns that we used to -- to -- to
provi de oversight. But on the -- on the couple of

areas that we're doing it, yes, we noticed that
it's paid dividends in terns of having that
f eedback | oop.

At the end of the day, we're trying to
contract behaviours. [It's not an | gotcha nonent
or anything |ike that. And we've already seen that
I n certain areas.

KATE MCGRANN: W' ve spoken as a result
of other areas that we have been di scussi ng about
the derailnents. But | just want to address them
as a stand-alone topic. Wth respect to the first

derail ment, can you just talk to ne about the
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approach that was taken to respond to that?
MARI O GUERRA: Wl |, our response
was -- was imediate. We were on site fairly
qui ckly. You know, there's an initial assessnent
that's done in -- in terns of what happened, what
may have caused it to happen.
And, you know, there was a | ot of
di scussion with Al stomengineering at the tine in
terns of what m ght have happened.
And then at sone point during the
ni ght, you know, in ny discussions with Al stom
engi neeri ng, we decide that because there was no
certainty around the cause, we were going to ground
the fleet. W were not going to -- we were not
going to provide service the next norning, because
there was too nmuch uncertainty around what had
happened and -- and what needed to be done. So --
so at that point, the decision's nmade by us in
consultation with Alstomthat we ground the fleet.
So at that point, probably around 3,
3:30 in the norning, | would say, | contact the
Cty, and | let themknow that we wll not be
providing service in the norning so that they're
able to -- to get bus service ready to go. So

that's...
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1 Then after -- after that decision is
2| made, then the focus turns to the retrieval of the
3| vehicle and try get it back to the MSF so a
4| proper -- so we can eval uate what actual ly happened
5| and put steps in place to mtigate. So -- so that
6| took quite a while. There's quite a bit of...
7 | n essence, the vehicle fell off the
8| vehicle, right? In essence. So we had to figure
9| out howto do it. It takes us -- takes us alnost a
10 | full day to get the vehicle back in |ine.
11 And then the process starts. You know,
12| TSB i s involved, obviously, at that point as well,
13| the City is involved, there's safety people
14| involved. So try determ ne the root cause and what
15| needed to be done.
16 KATE MCGRANN: How woul d you descri be
171 the relationship between RCG RTM Al stom and the
18| City as it played out in response to the first
19| derailnment? Was it a good collaboration? Was
20 | there good conmuni cation? WAs there cooperation as
21| required?
22 MARI O GUERRA: | think in the first
23| one, thereis. | nean, we -- we -- the Gty is in
24 | full agreenent with us to ground the fleet. |
25

t hi nk everybody was on the sane page. So | think
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fromthat perspective, everybody's nentality is
safety first above all else. So let's take the
time to evaluate and nmake sure, you know, we know
what the situation is before we put vehicles back
I n service.

KATE MCGRANN:  And with respect to
steps that were taken to address potential route
cause -- I'mtrying to think how to describe this.
What steps were taken to account for the derail nent
when service resuned?

MARI O GUERRA: (Ckay. So once --
once -- once we figure out what happened, then --
then the focus is on mtigation. And mtigation in
these instances typically is in two stages.

There's the immediate mtigation to try to keep
service going, and then there's the long-termfix,
| ong-term mtigation.

So it was determ ned -- Al stom
engi neering determned that it was the axle bearing
that failed. There was a nut in there that
actually cane | oose. So engineering cones up with
a way to test the cars to see if there was
i kel i hood of that happeni ng on anot her car.

Essentially we lift the cars and see if

there's -- if there's play. And if we see a
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1| certain level of play -- we're tal king about |ess
2| than a millinmetre here. It's very minute. So we
3| develop -- in consultation with Alstom they
4 | devel oped this test.
5 And obviously that is communicated with
6| the Gty. And then in consultation with RPM the
7| Gty, Alstom OLRTC, you know, we agreed that the
8| test is a sound one, and all the vehicles get
9| tested initially before going into service. And
10 | then the test is happening -- and still happening
11| today. Every 7,500 kilonetres, we do a test on the
12 | vehi cl es.
13 The long-termfix is still not in
14| place. There's still -- actually, we expect to
15| hear sonething within the next few weeks as to
16 | what -- what that |ooks Iike and what -- what the
171 long-termfix is going to look like. Until that
18| long-termfix is in place, we wll continue to
19 | inspect the vehicles every 7,500 kil onetres.
20 And we have found vehicles that have
21| failed the specification. So in those instances,
22 | the vehicles are taken out of service, and the --
23 | the axle bearing is -- is replaced wwth a brand new
24 | one before it goes back into service.
25

KATE MCGRANN: Ckay. And then with
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respect to the second derail nent, can you wal k ne

t hrough the sane sort of sequence of events? So

initial response, short-termmtigation, |ong-term

mtigation to the extent that that applies?
MARI O GUERRA: Yeah, so that one is

slightly different, because initially we're not

gi ven access to the scene, because the police is on

scene -- on site. There was a report sonebody

threw sonet hing, so police takes over. |Immediate

t here, we cannot access the site to evaluate what's

goi ng on.

Eventual |y, the police allows one
representative, | think, fromeach group -- Al stom
and RTM -- to go down and have an initial |ook.

And -- and we do. And then it's while, and TSB

kind of takes over as well. So they don't really
allow us to do anything in terns of try and -- we
weren't -- obviously the sane as the first

I nstance, we want to evaluate, look at it, see if
we can determne the initial cause, and then
eventually it's about recovering the vehicle back
In the shop so we can do our anal ysis.

So that -- that effort is sonewhat
hi ndered first by the police and then by TSB,

because they don't give the green light to be able
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1] totry and rerail the vehicle for -- it m ght have
2| been a day or two. Not very long. And so, you
3| know, it's a while. It's a day or two before we
41 can actually figure out what happened with that --
5| that incident.

6 Even when we get the vehicle back into
7| the shop, we're asked -- the core team-- not to

8| touch it at all. So we want to send sonme of the

9| equi pment up for analysis, but we're not allowed
10| to. The parts have to renmain quarantined until TSB
11| gives us the green light. Wich is their

12| prerogative. At the end of the day, that's what

13| they do. Right?

14 So eventually, you know, we're --

15| we're -- we're still able to do sone anal ysi s, and
16 | we start to think based on what we saw on the

17| gui deway where we saw sone parts on the gui deway
18 | vary -- varied locations on the guideway, bolts

19 | that probably cane off the gearbox and things of

20| that nature. And when you visually look at it, you
21| saw that there was bolts mssing. |In other words,
22| it wasn't, like, sonme sort of force sheered the
23| bolts off -- the bolts off. They were actually
24 | m ssi ng.

25 So we start to think that it was

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 144

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

probably human error w thout, you know, factually,
because we still hadn't had a chance to actually
dive into it, because the parts and everything is
warrantied. But we start to think that it was nost
| i kel y human error.

And then eventually, you know, that's
t he concl usion that people cone to.

In the course of addressing one of the
axl e bearing failures that we tal ked about earlier,
I n order to change that bearing, the gearbox has to
be renoved. So when the gearbox was put back in,
the bolts were not tightened properly. They were
not torqued. So over the course of tinme, the bolts
started com ng | oose.

And that's why we found evi dence of
bolts el sewhere on the guideway. It was -- it was
sonething that didn't happen just like that. It
happened over tinme. And then eventually it gets to
the station, and the gearbox actually shifts and
dr ops.

And then when the vehicle starts to
| eave the station, the gearbox has dropped, and it
junps the tracks. And at that point, that -- that
particul ar bogie is derailed, and, you know, the

train travels, | don't know, about 150 netres.
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And because of the derail nent, it
causes significant damage to the -- to the
i nfrastructure as well as the vehicle, obviously,
so, yeah. So that's the initial kind of...

KATE MCGRANN:  And with respect to the
relationship with the Gty and the work done
follow ng the derail nent, can you speak to what
that was |ike?

MARI O GUERRA: Yeah, that was not as
good as the first tinme around. Really, the Cty,
obvi ously, respectfully, is very worried, and, you
know, even | think at sone point, you know, we're
asked to go to a Conm ssion neeting. And we do so.
And, you know, we pretty nmuch get | anbasted by the
Comm ssion at the neeting about the incidents.

The Gty commits to bringing TRA in.
Well, first, they -- first, they bring in one other
consultant in, and then that consultant -- there
was a -- there was sone sort of conflict with the
consultant, so that -- that consultant is then
replaced. So that -- that caused a bit of delay in
terns of starting to get things rolling, because,
you know, they didn't have their consultants up and
running until over a week later. So eventually,

TRA cones in, and we start working with them and

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission

Mario Guerra on 4/14/2022 146
1| the Gty internms of what the strategy will | ook
2| like to get back to service.
3 And at this point, you know, | think it
41 could have gone a | ot quicker and snoot her, but
S| there are kinds of obstacles. And in terns of
6| developing the return to service plan where we
71 not -- we're not really working as cooperatively,
8 | because the City is insisting on all kinds of
9| things for us to be able to put the vehicles back
10| into service. So it becones a bit of -- I'"'mtrying
11} to find the word to explainit. At this point, |
12| think the City and TRA are hol ding us back to a
13| certain extent.
14 KATE MCGRANN: A couple clarifications.
15| You said that you attended a Conm ssion neeting.
16 | Is that the Transit Comm ssion, the Cty's
171 Transit --
18 MARI O GUERRA:  Yes.
19 KATE MCGRANN: -- Commi ssion?
20 MARI O GUERRA: Yes. Sorry. Yes.
21 KATE MCGRANN: That's okay. You
22 | mentioned a consultant that was retained prior by
23 | TRA, but you thought there maybe had been an issue
24| with them Do you know if that was STV?
25 MARI O GUERRA: Yes, it was.
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KATE MCGRANN: During the tine that you
were -- let ne put it this way. The work that was
done and the relationship with the Gty as you
described it follow ng the second derail nent, has
that had an inpact on RTMs ability to provide
mai nt enance service that | asted beyond the return
to service?

MARI O GUERRA: | think yes.

KATE MCGRANN: And what inpact do you
think it's had?

MARI O GUERRA: |'lIl give you an
exanple. The wheels -- we tal ked about the wheels
earlier, right, the green wheels. So we had cone
up with a process whereby we inspected the wheels,
and the vehicles were allowed to go out to service.
After the derailnment, the Gty changed the rul es
and said, No, you can no |onger put those wheel and
those cars in service unless they have brand new
wheels in them So they basically changed the --
changed the scenari o under which we -- that -- that
| npacted our ability to get vehicles into service
qgui cker, because we now had sone cars still with
red wheels on them and we couldn't put theminto
service. So they changed the rules on us a bit

there. That's one exanple.

neesonsreporting.com
416.413.7755



Ottawa Light Rail Commission
Mario Guerra on 4/14/2022 148

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

KATE MCGRANN: Do you know what the
rati onale was for that change and approach to the
wheel s?

MARI O GUERRA: They just changed their
m nds.

KATE MCGRANN: What was RTM s
relationship like with Alstomand the response to
t he second derail nment?

MARI O GUERRA: | think we -- | would
characterise our relationship as -- as good. You
know, obviously not as fast as we wanted things to
nove, but at end of the day, we wanted to be sure.
So | would characterise it as -- as good, but we
woul d have liked the -- for things to have noved a
little quicker.

KATE MCGRANN: Since the return to
service froma revenue service reliability
perspective, what have the main challenges been in
meeting the revenue service requirenents?

MARI O GUERRA: Wl I, initially, we had
to performa slough of inspections on -- on all the
fasteners to nmake sure everything was torqued,
everything was marked. So that -- that was quite
the exercise initially. So we had to gradually

bring vehicles into service. So it was seven
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trains, eight, nine, 10, 11, and so on. So it
| npacted us fromthat perspective.

Since then, we've had a coupl e of
I nci dents, problens unrelated. But, overall, you
know, the service and reliability of the fleet is
actually quite good. | would say, you know, we
gradually built up to the 11 service. W' ve been
able to maintain 11 pretty steady in, you know, |
guess, March, April. 1In April, we provided 15
trains up for service, although we're only putting
11. So the reliability of the service today is
actually quite good.

KATE MCGRANN: You said that you ran
into a coupl e instances or problens that were
unrel ated. Do you nean unrelated to --

MARI O GUERRA: Derail nent and the --
and the torquing of the bolts.

KATE MCGRANN: Ckay. And what
| nst ances or problens have you run into since
returning to service?

MARI O GUERRA: W' ve had a coupl e of
problens with the OCS itself. W had a couple
I ssues with the springs on the pantograph that have
broken. And we figured out why, so it's been

corrected. And we had one instance where a gearbox
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1] did not have any oil in it, and that caused us a
2| bit of an incident on the line.
3 But for the nost part, you know, |
41 think I -- in fact, | knowin April -- | just saw
5| the nunbers earlier -- we're at about 99 percent
6| availability for April, so we're -- we're doing
71 quite well these days.
8 KATE MCGRANN: Just so | understand the
9| incidents and problens that you just described, the
10| OCS is the overhead cantenary systenf?
11 MARI O GUERRA:  Yes.
12 KATE MCGRANN: And the spring on the
13 | pantograph, is that the sanme issue as the overhead
14 | cantenary --
15 MARI O GUERRA: Two different --
16 KATE MCGRANN: No?
17 MARI O GUERRA: Two different issues.
18 KATE MCGRANN: Can you tell ne what the
19| OCS issue was?
20 MARI O GUERRA: I f | can explain it.
21| There are things called parafills, which actually
22 | (indiscernible) CS up. W had a couple of those
23 | break over the last little while. They needed to
24 | be replaced, which is not unheard of. It's -- it's
25| it happens. It happens on other systens; it
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happened on this one. So that happened.

And then we al so had where a bracket
shifted, and it was contacted by a few cars. That
caused us a bit of -- a bit of a setback.

So things of that nature which -- |
woul dn't say they're normal, but things happen, and
they're going to happen. And, you know, so |
woul dn't characterise them as hi ghly unusual .

KATE MCGRANN: For the piece that held
t he pantograph in place, that breakage, was the
cause identified for that?

MARI O GUERRA: Yeah. There's --
these -- the parafills that sit where the system
goes over, there tends to be a lot of salt fromthe
roadways through the winter. So there's probably a
little bit nore corrosion. So we've instituted
additional inspections in those areas to ensure
that they're -- they're kept cleaner.

KATE MCGRANN:  And then with respect to
the bracket that shifted, do you know what caused
t hat ?

MARI O GUERRA: No. Just one of those
things. Again, it's just a matter of being nore
diligent in our inspections so we can catch it.

KATE MCGRANN: | think you nentioned a
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spring on one of the pantographs broke. Have |I got
that right?

MARI O GUERRA:  Yes.

KATE MCGRANN: And do you know what
caused that?

MARI O GUERRA: Yeah, we had sone rework
springs that were used. And those seemto be the
ones that were failing, so we replaced all of them
on the entire fleet. That was maybe 15 spri ngs.

KATE MCGRANN: What's a reworked
spring?

MARI O GUERRA: A -- a spring, for
exanpl e, that may have rusted, and then we -- we
maybe clean it up and paint it and put it back in
rather than -- rather than a brand new one.

KATE MCGRANN: And then the gearbox

that didn't have oil, were you able to isol ate what
led to that?

MARI O GUERRA: Hunman error.

KATE MCGRANN: | amsorry to bounce

around, particularly at the end of the day, but
turning back to derailnent two for one second, the
human error in the failure to torque the bolts,
have | described that fairly?

MARI O GUERRA:  Yes.
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KATE MCGRANN: |s there a paper trail
that would usually follow a part that's being
wor ked on fromthe begi nning of service through to
the end? O sone kind of record that woul d show
you what was done and when it was conpl eted and
things like that?

MARI O GUERRA: Yes. There's two
met hods of docunenting that. And there's a paper
trail where, you know, there's a -- what's called a
wor kK nmet hod statenent that outlines what should be
done. And then that is supposed to be checked and
Si gns.

And then there's also a work order that
goes into a mai ntenance systemto verify that the
wor k' s been done.

KATE MCGRANN: Was it determ ned what
happened to those two net hods of recordkeeping with
respect to the train that derail ed?

MARI O GUERRA: | think they were
retrieved. One of the contributing factors was
there was a shift change as well, a handover, and
we believe there was an assunption by the next
shift that the previous shift had torqued the
bolts, and in the end, they weren't torqued. So --

so that's part of the -- part of the -- the process
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was to ensure that when there was a handover, that
t hi ngs were communi cated nore effectively.

KATE MCGRANN: Do you know whet her
ei ther approach to keeping records of the work done

showed that the torquing had not been conpl et ed?

MARI O GUERRA: | -- | wouldn't know.
KATE MCGRANN:  You woul dn't know?
MARI O GQUERRA: | wouldn't know.

KATE MCGRANN: Do you know who woul d be
able to answer that question?

MARI O GUERRA: Sonebody from Al st om

KATE MCGRANN: Just while |I'm | ooking
at nmy notes, | will turn to ny coll eague.

Ms. Peddl e, do you have any foll ow up
guestions based on what we di scussed today?

M5. PEDDLE: |1'Ill have to | ook at ny
not es t oo.

KATE MCGRANN: Just bear with us for a
nonment .

( DI SCUSSI ON OFF THE RECORD)

KATE MCGRANN: | don't have any
foll owup questions at this tine based on the
di scussi ons that we have had today.

Ms. Peddl e, do you have any foll ow up

qguestions?
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M5. PEDDLE: No, | don't think so.

KATE MCGRANN: M. Capern, were there
any questions you wanted to ask the w tness?

MR. CAPERN. No, | think | was just
going to ask M. Cuerra, you know, we touched on
the issue earlier of the inportance of the
beddi ng-in period fromyour perspective and whet her
there's anything further you wanted to add about

the i nportance of that beyond what you' ve al ready

sai d today.

MARI O GUERRA: Yeah, | nean, in
these -- maybe a little sonething, yes. WMaybe |
wll. This -- OQtawa LRT is a brand new system

brand any vehicles, brand new system brand new
people. |If a bedding-in period was to be used,
this is the place it needed to be used, because
there's -- like | said earlier, it tests the
efficiency of the system the vehicles, the
I nfrastructure, the people, you know, the
responsi veness, everything, all systens, the PA --
we tal ked about testing the PA. You know, on any
new system | think the bedding-in periodis
absolutely critical to the |ong-term success.

You know, if it's a nore robust

exi sting | egacy system then -- then -- then, no,
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it's not as big a deal.

So the inportance of it is absolutely
critical. So | just want to nake sure. Thanks for
t he question, Gordon. | just want to make sure |
drove that honme even nore.

KATE MCGRANN: Fol | owi ng on that,
maybe -- oh, sorry, Ms. Peddle. Do you have a
guestion?

M5. PEDDLE: Yeah, | was j ust
wonderi ng, based on the your experience -- and
maybe you actually don't have know edge, because
you were working in systens that were already in
pl ace, but are you aware of other LRTs actually
contractually providing for this bedding-in period?

MARI O GUERRA: Yeah, there's only --
there's on one other LRT system-- actually, two,
and I'mnot famliar with the Waterl oo system |I'm
nore famliar with Canada Line out in Vancouver.

So there aren't that nmany exanpl es.

But | think if you | ook at the soci al
I nfrastructure side of things where P3s were nore
preval ent in hospitals, courthouse, | think you'll
see there that bedding-in periods were quite a norm
i n those contracts, | believe.

KATE MCGRANN:  And with respect to the
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Canada Line, do you know if a beddi ng-in period was
ei ther provided for or engaged wth?
MARI O GUERRA: | don't know. That's,
i ke, 11 years ago. Sorry.
KATE MCGRANN:  Fol | owi ng on
M. Capern's question -- | guess, two foll ow ups.
First of all, the mandate of the Comm ssion broadly
is to look at the commercial and techni cal
ci rcunstances that led to the breakdowns and
derail nents on the system Any areas that we
didn't discuss today that you think the Comm ssion
shoul d be | ooking at as part of its investigation?
MARI O GUERRA: None that | can think of
ri ght now.
KATE MCGRANN: One of the things that
t he Comm ssioner has been asked to do is to nmake
reconmmendations to try to prevent simlar issues
from happening in the future. Are there any
speci fic recommendati ons or areas that you woul d

suggest he focus on as he does his recommendati on

wor K?

MARI O GUERRA: Yeah, |I'll say the -- a
col l eague of mne recently in an Affidavit -- which
| "' m sure the Conmmi ssion has read -- said that, you
know, it's a P3 project: it's public private
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1| partnership. | think sonmetines the Gty forgets
2| about the third P, the partnership piece of it.
3| And | don't know if that's politically driven by
4| the Comm ssion being on them so nuch, but, you
5| know, this -- for the long-termsuccess of this
6| project, we need to start acting as partners to --
7] to ensure -- and | don't think -- especially as it
8| relates to the interpretation of the PA we
9| certainly have not thus far. So | would -- | would
10 | | eave you with that.
11 KATE MCGRANN: | will bother you wth
12 | one foll ow up.
13 MARI O GUERRA:  Ckay.
14 KATE MCGRANN: Based on what you know
15| about the project and the rel ationships invol ved
16 | and things like that, is there anything that you
171 think could have been done or could be done to
18 | create nore opportunities for the kind of
19 | partnership relationship that you' ve described to
20 | happen?
21 MARI O GUERRA: Yeah, | nean, open
22 | dialogue. | nmean, you know, it's alnost |ike
23| there's a fear of -- perception that we're being
24| cut -- given any breaks. Like, that if we discuss
25| sonething, that it will be perceived as us getting
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a break rather than looking at it froma long-term
success of the project. And -- and because of
that, you know, the opportunity to actually have
progressi ve di scussions around the paynent and

t hese other things don't present thenselves. And
that's probably a little bit politically driven, if
| "' m bei ng honest with you, in Otawa.

KATE MCGRANN: Okay. Any ot her
reconmendati ons or areas that you think the
Comm ssi oner should be |looking at in the
reconmendati on real nf

MARI O GUERRA: No. | nean, |'I|l say
we've cone a |long way. You know, we are not the
sane -- both the Gty and Al stom and us, we're not
t he sane organi sati ons we were, you know, and |
think it's starting to show. And, you know, we
need to keep that nonentum and -- but we need to
work out our differences if we're going to be
successful in the long run. It needs to be a true
partnership at the end of the day.

KATE MCGRANN: What do you think the
mai n contributors were to the changes that you
described in the Gty, Alstom and RTMthat have
| ed you to being where you are today?

MARI O GUERRA: | mean, from-- | think
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1| just open dialogue. You know, | said earlier,
2| bring everybody to the table. Let's have a
3| discussion. You know, what is the goal here, and
41 how do we get there, you know, and working
5| together. And the Gty in many ways has hel ped.
6| It's not all bad. They have hel ped. You know?
71 You know, and Al stom and -- supplier and COLRTC, |
8 | think everybody being at the table, | think, has
9| really worked towards noving us to where we are
10 | today: vyou know, shared goals in terns of
11| providing safer, reliable service. | think that
12| that's -- that's what's hugely contributed. At
13| least frommy perspective, anyways.
14 KATE MCGRANN:  And | think that truly
15| is it as far as questions fromne. |'ll turn to
16 | Ms. Peddle and M. Capern. Any follow up questions
171 fromeither of you?
18 M5. PEDDLE: Not from ne.
19 MR. CAPERN. No. Not from ne.
20 MARI O GUERRA: Ckay.
21 KATE MCGRANN: Well, thank you very
22 | much for your tinme this afternoon. This brings the
23 | interview and ny gquestions for today at |least to an
24 | end.
25

We can go off the record now.
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Upon concluding at 4:39 p.m
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|, Eveliene Synonds, BA, CSR(A),
Certified Shorthand Reporter, certify;

That the foregoi ng proceedi hgs were
taken before ne at the tinme and place therein set
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 01  -- Upon commencing at 1:00 p.m.

 02              MR. MARIO GUERRA:  AFFIRMED.

 03              KATE MCGRANN:  Good afternoon,

 04  Mr. Guerra.  My name is Kate McGrann.  I'm one of

 05  the co-lead counsel of the Ottawa Light Rail

 06  Commission inquiry and joined by a member of the

 07  counsel team, Carly Peddle.

 08              Before we get started, I want to

 09  provide you with some information about today's

 10  interview.  The purpose of today's interview is to

 11  obtain your evidence under oath or solemn

 12  declaration for use of the Commission's public

 13  hearings.  This will be a collaborative interview

 14  such that my co-counsel may intervene to ask

 15  certain questions.  If time permits, your counsel

 16  may also ask follow-up question at the end of the

 17  interview.

 18              This interview is being transcribed,

 19  and the Commission intends to enter this transcript

 20  into evidence at the Commission's public hearings

 21  either at the hearings or by way or procedural

 22  order before the hearings commence.

 23              The transcript will be posted to the

 24  Commission's public website along with any

 25  corrections made to after it is entered into
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 01  evidence.  The transcript along with any

 02  corrections later made to it will be shared with

 03  the Commission's participants and their counsel on

 04  a confidential basis before being entered into

 05  evidence.

 06              You will be given the opportunity to

 07  review your transcript and correct any typos or any

 08  errors before the transcript is shared with the

 09  participants or entered into evidence.  Any non

 10  typographical corrections made will be appended to

 11  the end of the transcript.

 12              Pursuant to section 36(6) of the Public

 13  Inquiries Act, 2009, a witness at an inquiry shall

 14  be deemed to have objected to answer any question

 15  asked him or her upon the ground that his or her

 16  answer may tend to incriminate the witness or may

 17  tend to establish his or her liability to civil

 18  proceedings at the instance of the Crown or any

 19  person, and no answer given and by a witness at an

 20  inquiry shall be used or be receivable in evidence

 21  against him or her in any trail or other proceeding

 22  against him or her thereafter taking place other

 23  than a prosecution for perjury in giving such

 24  evidence.

 25              As required by section 33(7) of that
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 01  Act, you are hereby advised that you have the right

 02  to object to answer any questions under section 5

 03  of the Canada Evidence Act.

 04              Do you have any questions about any of

 05  that?

 06              MARIO GUERRA:  I do not.

 07              KATE MCGRANN:  We are scheduled to sit

 08  until 5.  We'll plan to take a short break around

 09  2.  But if at any point during the interview

 10  anybody needs to take break, please just let me

 11  know, and we'll stop.

 12              To begin, Mr. Guerra, we asked your

 13  counsel to provide us with a copy of your CV.  I'm

 14  just going to show you a copy of what we received.

 15  So I am showing you on the screen a picture of -- I

 16  think it's a three-page document.  I'm going to

 17  scroll through.  Tell me to slow down if you need

 18  to.  My mistake; it was a four-page document.  Do

 19  you need to see any part of that document again?

 20              MARIO GUERRA:  No, I'm fine.  Thank

 21  you.

 22              KATE MCGRANN:  Do you recognise this

 23  document?

 24              MARIO GUERRA:  I do.

 25              KATE MCGRANN:  And what is it?
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 01              MARIO GUERRA:  This is the -- the CV

 02  that I submitted.

 03              KATE MCGRANN:  Thank you very much.

 04  I'm going to stop sharing my screen, and we'll

 05  enter that as Exhibit 1 to your interview.

 06              EXHIBIT 1:

 07              CV of Mario Guerra

 08              KATE MCGRANN:  Would you, please,

 09  describe your professional experience as it's

 10  relevant to the Ottawa light rail transit project?

 11              MARIO GUERRA:  I started with the -- in

 12  the transit industry in 1980 as an apprentice with

 13  the Toronto Transit Commission, electrical

 14  apprentice, and worked my way up through the ranks

 15  within the TTC, various roles:  training

 16  department, supervisor, and so on, and I culminated

 17  that as a general superintendent in charge of rail

 18  car maintenance of the TTC, which was the last

 19  position I held with the TTC.

 20              I then went and worked in New York City

 21  for approximately one and a half, two years, also

 22  in charge of vehicle maintenance.  Obviously a much

 23  bigger scope than the TTC.

 24              After that, I came back home, didn't do

 25  anything for a while, shut it down for a while.
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 01  And then with the advent of the P3 transit

 02  projects, I was able to get a job with EllisDon.

 03  The position was mostly bidding various projects,

 04  P3 transit projects.

 05              And then I came to SNC-Lavalin as the

 06  vice president in charge of the rail projects and

 07  since then have taken on progressively more -- more

 08  responsibilities within SNC.

 09              About almost two years now -- I guess

 10  it will be two years in June -- I've also been

 11  acting CEO and general manager of the Rideau

 12  Transit Maintenance as well as my -- as having my

 13  position still within SNC has vice president there.

 14              KATE MCGRANN:  And with respect to your

 15  role as the acting CEO and general manager of

 16  Rideau Transit Maintenance, which I'll refer to as

 17  RTM going forward, would you, please, describe to

 18  me what your responsibilities were in that role?

 19              MARIO GUERRA:  Well, we've -- we've

 20  subcontracted with RTG -- well, really

 21  subcontracted with City of Ottawa.  In essence, we

 22  are charged with the maintenance of all assets,

 23  whether that be vehicles or -- or linear assets or

 24  buildings.  So in essence, we maintain all the

 25  assets on behalf of RTG for the City of Ottawa.
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 01              KATE MCGRANN:  And when you say "RTG,"

 02  just so we've got that clear, that's Rideau Transit

 03  Group?

 04              MARIO GUERRA:  Yeah, they would be --

 05  in the P3 world, we work call them projectCo.  They

 06  would be the client facing organisation.

 07              KATE MCGRANN:  So I understand that RTM

 08  is charged with the maintenance of all assets.  And

 09  what is your role in executing those obligations?

 10              MARIO GUERRA:  So I -- I liaise with

 11  the client, the City, as well as the -- the team

 12  that we have here to ensure that this happens.  And

 13  I also liaise with -- a lot of my time is spent

 14  liaising with our major subcontractor Alstom as

 15  well and ensuring that we meet the requirements as

 16  set in the project agreement.  I also report to the

 17  board of directors for RTM as well.

 18              KATE MCGRANN:  With respect to

 19  reporting to the board of directors of RTM, who

 20  sits on that board?

 21              MARIO GUERRA:  So there's three

 22  organisations that make up the JV.  It's EllisDon,

 23  ACS, and SNC-Lavalin, and they each have appointed

 24  representatives to the board, various executives to

 25  the board.  So ultimately this position as the
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 01  CEO/GM reports to that board.

 02              KATE MCGRANN:  And what form does that

 03  reporting take?

 04              MARIO GUERRA:  So I'm delegated certain

 05  responsibilities with the -- that things that I

 06  am -- that I'm -- that's within my scope that the

 07  board has delegated to me.  But I meet with the

 08  board monthly now.  We have been meeting monthly

 09  for quite a while, actually, just keeping abreast

 10  of what's going on in situations, financial

 11  implications, any HR issues that may arise from

 12  time to time.

 13              And so if at times I need to take

 14  action that's above my purview, then I would have

 15  to get -- seek board approval for that as well.

 16              KATE MCGRANN:  Okay.  With respect to

 17  the meetings, are the reports that you've provided

 18  the meetings oral only?  Or do you also provide

 19  written reports to the board?

 20              MARIO GUERRA:  We minute -- every

 21  meeting is minuted, and at times, we will provide

 22  reports to the -- to the board on various issues.

 23              KATE MCGRANN:  And in addition to the

 24  meetings that you attend, are there any other

 25  reporting obligations that you have to the board?

�0011

 01              MARIO GUERRA:  I mean, there's informal

 02  discussions.  Sometimes the board will contact me

 03  to seek clarification on certain things.  So there

 04  are informal discussions that take place.

 05              KATE MCGRANN:  Okay.  With respect to

 06  liaising with the City, what is the purpose of

 07  that?

 08              MARIO GUERRA:  Oh.  I mean, ultimately,

 09  it's to keep them apprised of what we're doing and

 10  providing them with information related to

 11  incidents as they happen.  We have some contractual

 12  meetings that we're required to have with the City

 13  as well as per the contract, so we have to tend

 14  those.

 15              Mostly, it's just to provide them with

 16  information and update them on things that are

 17  going on.  We currently actually have been for a

 18  while meeting daily every morning.

 19              KATE MCGRANN:  Who attends the daily

 20  meetings?

 21              MARIO GUERRA:  So it would be the City

 22  representatives, including -- including the GM, and

 23  I would say maybe about six or seven of her staff.

 24  All my management staff, Alstom staff as well as

 25  RTG and OLRTC.  It's quite a large group.
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 01              KATE MCGRANN:  And approximately how

 02  long have those daily meetings been taking place?

 03              MARIO GUERRA:  Since the -- after the

 04  last derailment.

 05              KATE MCGRANN:  Stepping back in time,

 06  when did you first step into the role that you are

 07  currently in as acting CEO and general manager of

 08  RTM?

 09              MARIO GUERRA:  I believe it would have

 10  been -- it'll be two years in June, so it would

 11  have been June of 2020.

 12              KATE MCGRANN:  And was somebody in your

 13  role before --

 14              MARIO GUERRA:  Yeah.

 15              KATE MCGRANN:  -- you took this role

 16  on?  Who was that?

 17              MARIO GUERRA:  Claude Jacob.

 18              KATE MCGRANN:  Before you stepped into

 19  the role that you have today, did you have any

 20  involvement in stage 1 of Ottawa's LRT?

 21              MARIO GUERRA:  Yes, I sat on the board.

 22              KATE MCGRANN:  What can you tell me

 23  about what RTM's role was in stage 1 of the Ottawa

 24  LRT before the system entered revenue service?

 25              MARIO GUERRA:  So, ultimately, the --
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 01  the work there is in -- in -- in mobilising to

 02  ensure that we're ready to -- to start maintaining

 03  the system when revenue service commences.  So the

 04  activities are mobilising, getting employees on

 05  board, getting employees trained, entering into

 06  various subcontracts with various companies.

 07  Basically laying the ground work to ensure the --

 08  that the -- that RPM is ready once the -- once --

 09  once the service starts.

 10              Now, there's also -- in a contract, we

 11  are required to deliver certain documents as well

 12  prior to revenue service, maintenance documents and

 13  things of that nature, asset management documents.

 14  So we also would be working on those to ensure that

 15  they're completed on time as well.

 16              KATE MCGRANN:  To your knowledge, was

 17  there an overall plan put together for the pre

 18  revenue service phase of RTM's work, setting out

 19  its obligations and the steps that need to be taken

 20  to meet them?

 21              MARIO GUERRA:  Yeah, we -- we had a

 22  mobilisation plan, things we needed to do.  Yes.

 23              KATE MCGRANN:  As part of that

 24  mobilisation plan, I understand that RTM has

 25  subcontractors and also share obligations for the
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 01  maintenance work that is to be done.

 02              MARIO GUERRA:  Right.

 03              KATE MCGRANN:  What kind of work was

 04  RTM doing, if anything, to assess the readiness of

 05  its maintenance subcontractors and prepared to do

 06  that work with them?

 07              MARIO GUERRA:  Well, some -- some more

 08  than others.  I mean, some companies -- for

 09  example, we were contracted with the company for

 10  escalator maintenance.  Well established in the

 11  industry, really no need to really go into details

 12  with them.  Others, such as Alstom, who are

 13  probably our main -- out biggest contractor, do the

 14  maintenance of the vehicles and the infrastructure.

 15  Obviously we would have been more involved with

 16  them to ensure that they were staffed up to the

 17  required levels, to ensure that their employees

 18  were properly trained, they had good solid

 19  management in place to monitor it and -- and so on

 20  of.

 21              KATE MCGRANN:  So --

 22              MARIO GUERRA:  So depending on the sub,

 23  we would have had varying degrees of involvement

 24  and -- and mobilisation.

 25              KATE MCGRANN:  Looking specifically at
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 01  Alstom, what can you tell me about the work that

 02  RTM did with Alstom in the pre revenue service

 03  phase to prepare for maintenance service?

 04              MARIO GUERRA:  Yeah, that would be

 05  hard.  I really was at the board level at that

 06  point and not really involved in the -- in the

 07  day-to-day operation.  So I wouldn't want to

 08  speculate in terms of the details.

 09              KATE MCGRANN:  Okay.  As a member of

 10  the board -- let me ask you this question.  When

 11  did the RTM begin working to prepare for revenue

 12  service?

 13              MARIO GUERRA:  Well, that work starts

 14  as soon as we win the bid.  We start -- we have to

 15  start putting the management team in place and

 16  start -- and start planning.  So it's immediate.

 17              KATE MCGRANN:  At some point along the

 18  way, did the board begin receiving reports about

 19  RTM's readiness process -- progress, I should say,

 20  and the readiness of -- let's focus on Alstom --

 21              MARIO GUERRA:  Yeah.

 22              KATE MCGRANN:  -- for revenue service?

 23  Okay.

 24              MARIO GUERRA:  Yes, that would have

 25  been something that we would have been appraised
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 01  of.

 02              KATE MCGRANN:  Around what time would

 03  the board start receiving reports about that?

 04              MARIO GUERRA:  I get -- soon after

 05  we -- soon after we entered the contract with --

 06  with Alstom, you know, then -- then the staff would

 07  have engaged, and it was -- would have started

 08  discussions with Alstom around their plans.  And --

 09  and we would have probably been getting reports on

 10  that right -- right then and there.

 11              KATE MCGRANN:  As a member of the

 12  board, were you notified at any point of any

 13  concerns about the readiness of RTM or Alstom for

 14  revenue service?

 15              MARIO GUERRA:  I don't know that there

 16  were any concerns.  There were things that we might

 17  have asked, like, work force levels and things like

 18  that to ensure that -- that they were ready to go.

 19  But I don't know if there were really any concerns

 20  at that point.

 21              KATE MCGRANN:  Can you speak to me from

 22  the information that was available to you as a

 23  member of the board about what steps RTM took to

 24  assess its own readiness in advance of the system

 25  handover?
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 01              MARIO GUERRA:  I mean, ultimately,

 02  we -- we would have benchmarked against other

 03  projects in terms of what we saw, what we've seen

 04  there.  We -- we had people that were experienced

 05  that had worked in the transit industry.  And based

 06  on the assumptions that were made during the bid,

 07  that would have come into play as well.  So all of

 08  that would have -- would have led us to determine,

 09  you know, our readiness for -- for revenue service.

 10              With Alstom, it would have been very

 11  much the same, you know, in terms of what are your

 12  plans?  There would have been a lot around the

 13  facilities, ensuring the facilities would have been

 14  ready to -- to maintain the vehicles as well.  So

 15  that would have been a big focus of us.  So things

 16  of that nature.

 17              KATE MCGRANN:  You referenced

 18  assumptions made during the bid.  Would you explain

 19  to me what you were talking about?

 20              MARIO GUERRA:  Well, I mean, when

 21  you're bidding a project, you assume, for example,

 22  you know, a certain level of staff to be able to --

 23  to do the work.  So that would have been our

 24  starting point.

 25              And then, you know, as -- as the assets
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 01  are built and constructed and tested and

 02  commissioned, you need to make adjustments to that

 03  original -- to those original assumptions.

 04              KATE MCGRANN:  And what kind of

 05  information flowing out of the construction or

 06  manufacturing of the assets and the testing and

 07  commissioning would you be looking for to assess

 08  the levels of staff, for example, required?

 09              MARIO GUERRA:  Yeah, so, I mean, we

 10  have -- we have what's called an interface

 11  agreement.  It sits between us and the constructor.

 12  And that interface agreement, you know, talks to

 13  things that we are required to -- type of

 14  information required to receive.  If there are any

 15  changes to the assumed design, that we get

 16  appraised, we get -- we be involved to ensure that

 17  it doesn't affect the maintenance.

 18              So we would have had some oversight on

 19  the design, for example, to ensure that, you know,

 20  they said they were going to have five rooms.  Did

 21  they build seven rooms?  Or did they just build

 22  five?  So we would have had oversight to make sure

 23  that our assumptions going in on design and

 24  construction were, indeed, what's being done .  And

 25  that was so that we could protect ourselves in case
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 01  of, you know, there were additional maintenance

 02  costs going forward.

 03              KATE MCGRANN:  You mentioned the

 04  constructor.  Are you referring to OLRTC?

 05              MARIO GUERRA:  Yes, I am.

 06              KATE MCGRANN:  You explained that RTM

 07  would be notified along the way if, for example,

 08  there was a change to the design so that it could

 09  protect itself with respect to costs.  Have I got

 10  that right?

 11              MARIO GUERRA:  Yes.

 12              KATE MCGRANN:  Could you explain to me

 13  what you mean by that?

 14              MARIO GUERRA:  See, like, I -- so when

 15  we -- when we go into one of these projects,

 16  there's a concept -- reference concept design,

 17  typically about 30 percent -- to the 30 percent

 18  level.  But as -- as you go through, you know,

 19  further design or even at the construction phase,

 20  you know, there's value engineering that happens,

 21  there's opportunities.  So we would be there to

 22  ensure that any of these value engineering

 23  initiatives did not impact our ability to -- to

 24  maintain the system going forward over the -- over

 25  the 30-year period, you know, to ensure that we --
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 01  that the numbers were as they said.  So if they

 02  said 100 escalators, it was 100 escalators.  To

 03  make sure that we had access to maintenance to

 04  various rooms and things of that nature.

 05              KATE MCGRANN:  And to your knowledge,

 06  were there any changes to the design from the

 07  30 percent reference design?

 08              MARIO GUERRA:  There are.  There always

 09  are.

 10              KATE MCGRANN:  That would, I think, be

 11  an overly broad question.  But to your knowledge,

 12  were there any changes to the design from the

 13  30 percent reference design through to what was

 14  actually constructed and manufactured that had a

 15  material impact on the assumptions that were made

 16  about the maintenance requirements and what it

 17  would take to meet that?

 18              MARIO GUERRA:  Yeah, to the best of my

 19  recollection, I don't think there's anything major

 20  from a maintenance perspective, no.

 21              KATE MCGRANN:  I understand but I want

 22  to confirm this with you that at the time of the

 23  certification of revenue service availability and

 24  then as you head into revenue service, there were a

 25  number of deficiencies.  And by that, I mean there
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 01  were a series of retrofits that were required for

 02  the vehicles.  Is that right?

 03              MARIO GUERRA:  Yes.

 04              KATE MCGRANN:  And then I believe there

 05  were also outstanding issues with respect to the

 06  system infrastructure as well.

 07              MARIO GUERRA:  Fairly common for that

 08  to happen.  Yes, that's true.

 09              KATE MCGRANN:  Did those outstanding

 10  items have any impact on the preparation that RTM

 11  made for maintenance?

 12              MARIO GUERRA:  On the preparation?  I

 13  would say probably not.  Best -- from -- from the

 14  board level, anyways, I don't think there were.

 15              KATE MCGRANN:  And to your knowledge --

 16  and if you don't know, just let me know.  But to

 17  your knowledge, were there any adjustments made to

 18  the assumptions about the resources that would be

 19  required to maintain the system either from a work

 20  force perspective or otherwise?

 21              MARIO GUERRA:  Let me make sure -- can

 22  you just repeat the question?  I want to make sure

 23  I understand it correctly.

 24              KATE MCGRANN:  I can try.  It might not

 25  be word for word, though, so just bear with me.
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 01              I'm trying to understand the status of

 02  the vehicles and the system with the deficiencies

 03  that we just talked about generally had any impact

 04  on the assumptions that were made about what would

 05  be required for RTM to meet its maintenance

 06  obligations, did changes need to be made to the

 07  approach that was being taken?

 08              MARIO GUERRA:  I -- so definitely the

 09  answer is that we did have to adjust work force.

 10  I'm not sure if I can make a direct link to any --

 11  to the -- to the issues that were not resolved

 12  going into revenue service.  I think we -- I think

 13  we just underestimated what was required, and we

 14  had to adjust for that by providing additional

 15  resources, which we have.

 16              KATE MCGRANN:  At a high level, can you

 17  help me understand how the original assessment of

 18  maintenance needs was made?  And I'll give you an

 19  example that may be completely irrelevant, but, for

 20  example, did RTM look to similar projects and use

 21  that as a benchmark for what kind of resources

 22  would be required?  Did you do any sort of

 23  forecasting or modelling to try to determine what

 24  resources would be required and meet the

 25  maintenance requirements?  How do you go about
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 01  planning for that?

 02              MARIO GUERRA:  I think all of the above

 03  depending on -- we would -- we would look to other

 04  projects.  For example, we had the Canada Line

 05  project out in Vancouver, which is a P3 SNC

 06  project.  So we would have looked there.

 07              We would have done modeling based on

 08  OEM -- OEM, original equipment manufacture --

 09  recommendations for the equipment.  So we would

 10  have used that.

 11              We would have contacted subcontractors

 12  as well to get some -- some base pricing from them,

 13  depending, again, on what we were looking at.

 14              Sorry, we would have done all of the

 15  above to ensure that we had the right work force

 16  and -- and material and dollars in place to be able

 17  to deliver on the contract.

 18              KATE MCGRANN:  When you say that, that

 19  there were changes to the work force required and

 20  that there had been an underestimation of what was

 21  required, how did that underestimation become

 22  clear?  Or how did RTM learn that there had been an

 23  underestimation?

 24              MARIO GUERRA:  I think we

 25  underestimated the amount of oversight that would
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 01  be required on -- on the various activities that we

 02  needed to perform.  So we were required to build up

 03  those resources and have some more subject matter

 04  experts to be able to provide oversight.

 05              KATE MCGRANN:  And about when did that

 06  take place?

 07              MARIO GUERRA:  It's -- it's -- it's

 08  gradually happened over the last few years.

 09              KATE MCGRANN:  Okay.  And are there any

 10  particular areas where more oversight was required

 11  than initially envisioned?

 12              MARIO GUERRA:  Yeah, in the vehicle and

 13  infrastructure side.

 14              KATE MCGRANN:  Can you give me some

 15  more information about what additional oversight

 16  was required on the vehicle side of things?

 17              MARIO GUERRA:  So we now have -- are in

 18  the process -- well, have put something together, a

 19  plan together to -- to audit the -- to ensure that

 20  inspections, all preventative maintenance

 21  activities are done in a timely and proper manner

 22  in an ongoing basis.

 23              KATE MCGRANN:  And what will be the

 24  subject of that audit?

 25              MARIO GUERRA:  So, for example, the --
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 01  you know, you're required to do -- to perform

 02  inspections at various levels; maybe at 25,000

 03  kilometres, for example.  So we would -- we audit

 04  to ensure that the inspections are being done at

 05  25,000 kilometres and that they're being done as is

 06  required.  That's the type of oversight that we now

 07  provide.

 08              KATE MCGRANN:  Okay.  So if I've got

 09  this right, RTM has introduced audits of compliance

 10  with requirements to conduct performance

 11  inspections on the vehicles?

 12              MARIO GUERRA:  That's part of it, yes.

 13              KATE MCGRANN:  And what else is

 14  involved in the increased oversight that's been

 15  introduced on the vehicle side of things?

 16              MARIO GUERRA:  We -- we also now have

 17  24/7 management of the operation to ensure that the

 18  work that gets scheduled is executed as scheduled

 19  and to deal with any issues that may come up.

 20              KATE MCGRANN:  What does 24/7

 21  management of the operation involve?

 22              MARIO GUERRA:  We had to hire enough

 23  managers to ensure that we always had -- always

 24  have, sorry, at least one manager on duty at all

 25  times.
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 01              KATE MCGRANN:  And is the manager an

 02  employee of RTM?

 03              MARIO GUERRA:  Yes.

 04              KATE MCGRANN:  Who are they managing?

 05              MARIO GUERRA:  They're managing all

 06  activities on that shift.  That includes

 07  subcontractors, our own technicians, any incidents

 08  that may happen.  They're, in essence, managing all

 09  activities.

 10              KATE MCGRANN:  When was the 24/7

 11  management introduced?

 12              MARIO GUERRA:  Just over the last four

 13  months.

 14              KATE MCGRANN:  And what led to the

 15  introduction of that management?

 16              MARIO GUERRA:  Well, as -- as a result

 17  of the last derailment, you know, we -- we -- the

 18  proverbial "we" -- subcontractors, everybody

 19  including the City -- we evaluated our organisation

 20  and -- and when -- where the focus was, and we

 21  determined that we needed to provide more oversight

 22  and monitor all activities.  So those incentives

 23  were part of our return to service plan that we

 24  committed to with the City.

 25              KATE MCGRANN:  And is the 24/7
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 01  oversight intended to stay in place for a specific

 02  and defined period of time, or is it in place just

 03  generally going forward?

 04              MARIO GUERRA:  Generally going forward.

 05              KATE MCGRANN:  What was the nature of

 06  the management that was in place before the 24/7

 07  management was introduced?

 08              MARIO GUERRA:  We had -- we had

 09  supervisors at a lower level managing, and -- and

 10  our managers were on call if any incidents

 11  happened.

 12              KATE MCGRANN:  And so when you say you

 13  had supervisors at a lower level, were they

 14  fulfilling the 24/7 component of --

 15              MARIO GUERRA:  Yeah, but they were

 16  more --

 17              KATE MCGRANN:  -- the oversight.

 18              MARIO GUERRA:  They were more focussed

 19  on RPM only activities than we have, whereas these

 20  are more -- more -- they're focusing on all aspects

 21  of the business.

 22              KATE MCGRANN:  I recognise that this

 23  management has only been in place for a couple of

 24  months, I think you said.  Is that right?

 25              MARIO GUERRA:  Yes.
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 01              KATE MCGRANN:  From what you've seen of

 02  it so far, what impact has the introduction of this

 03  new management had on the system?

 04              MARIO GUERRA:  It's certainly improved

 05  the flow of information in terms of what is going

 06  on.  So that's -- and in doing so, it ensures

 07  accountability when things maybe don't go as -- as

 08  planned so that you can -- so that you can debrief

 09  and figure out why, what happened, and what do we

 10  need to do to make it better.  So the flow of

 11  information then gives us the ability to -- to then

 12  work with those involved to ensure that we

 13  continuously better -- so there's kind of a

 14  continuously improvement loop, and that's all due

 15  to the flow of information.

 16              KATE MCGRANN:  And so I can envision

 17  it, who is implicated in the flow of information?

 18  Like, the flow of information from whom to whom?

 19              MARIO GUERRA:  So, for example, we --

 20  we have -- we will -- we would have several

 21  activities planned for tonight.  A lot of work is

 22  done during the nights, because that's when the

 23  system is down.  So it gives us the opportunity to

 24  go out and do work.  So we would look at the work

 25  that was scheduled and work that was executed, and
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 01  then we would -- we would discuss why the work that

 02  was not executed wasn't executed, what was the

 03  problem, and then work to ensure that that doesn't

 04  repeat itself going forward.

 05              KATE MCGRANN:  Okay.  And who is

 06  involved in that sort of assessment?  Who is

 07  looking at the information, and who is involved in

 08  the conversations?

 09              MARIO GUERRA:  So me and my managers

 10  would look at the information, and then we would

 11  communicate that to Alstom or our own internal

 12  people, depending on who -- who was involved.

 13              Now we have a morning meeting.  I

 14  indicated earlier we have a meeting with the City

 15  every day.  Prior to that, we also have a meeting

 16  with Alstom every day as well.  And if there was

 17  any Alstom issues, it would be discussed at that

 18  meeting.

 19              KATE MCGRANN:  And so just to be sure

 20  that I've got it clear in my head, you said prior

 21  to that, I think you're referring to the order of

 22  meetings during the day.  So is it the case that

 23  first there's a meeting with Alstom, and then

 24  there's a morning meeting with the City as you

 25  described to us?
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 01              MARIO GUERRA:  Yes.  That's correct.

 02              KATE MCGRANN:  And the daily meetings

 03  with Alstom, when did those start?

 04              MARIO GUERRA:  Same time as the City

 05  ones after the derailment.

 06              KATE MCGRANN:  Before the introduction

 07  of the daily meetings with Alstom -- bear with me

 08  for a second.

 09              When you started in your current role

 10  in or about June of 2020, what kind of regular

 11  interactions was RTM having with Alstom in

 12  repentance of the maintenance work that was being

 13  done?

 14              MARIO GUERRA:  I mean, regular -- there

 15  were weekly meetings, but most of the meetings were

 16  informal.

 17              KATE MCGRANN:  And by that, do you mean

 18  there were regularly scheduled weekly meetings and,

 19  in addition to that, there would be meetings as

 20  needed?

 21              MARIO GUERRA:  As needed, yes.  But

 22  we're so close to -- I mean, their office is right

 23  next door here, so there's a lot of interaction

 24  throughout the day.

 25              KATE MCGRANN:  And when you say it's
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 01  right next door, within the same building or it's

 02  in the building that's next to the building you're

 03  in?

 04              MARIO GUERRA:  Same building, same

 05  floor.

 06              KATE MCGRANN:  So when you joined in or

 07  about June of 2020, what was your view on the

 08  sufficiency of the communication between RTM and

 09  Alstom as it related to maintenance?

 10              MARIO GUERRA:  I think it -- it needed

 11  improvement.  It needed to be more formalised.

 12              KATE MCGRANN:  And when you say it

 13  needed to be more formalised, what do you mean by

 14  that?

 15              MARIO GUERRA:  It needed better tools

 16  to communicate so that we are -- we are a --

 17  up-to-date on everything that's ongoing and

 18  prepared to -- so that we can provide the City with

 19  the information that they need as well.

 20              KATE MCGRANN:  When you say you need

 21  better tools, I assume you don't mean a better

 22  telephone line or --

 23              MARIO GUERRA:  No.

 24              KATE MCGRANN:  -- better pens.  What do

 25  you mean by better tools?
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 01              MARIO GUERRA:  Well, for example, in

 02  the morning, you would need information on if there

 03  were any incidents on the line, any delays, any

 04  failures, vehicle failures.  You would need that

 05  information to be able to -- to communicate and

 06  answer any questions that might come up throughout

 07  the day.

 08              KATE MCGRANN:  Okay.  So that sounds to

 09  me like there was -- like, was it the case that

 10  there wasn't a regular flow of the necessary

 11  information to RTM from Alstom?

 12              MARIO GUERRA:  I think there was flow.

 13  I think -- I think it just needed to be formalised

 14  a bit more.  That's all.

 15              KATE MCGRANN:  And what steps did you

 16  take to formalise the information flow from Alstom

 17  to RTM?

 18              MARIO GUERRA:  Well, we've -- we've

 19  formalised reports, and we've agreed on what sort

 20  of information's contained in the reports.  We

 21  brought Alstom in and -- and offered more

 22  visibility on some of the reports that we generated

 23  as well so that they're aware of it.  We brought

 24  them into some meetings that maybe they didn't go

 25  to before with the City.  So they're now much more
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 01  visible to the City as well, you know, just to show

 02  full transparency.

 03              So we've done a lot of that over the

 04  last couple years to ensure that -- that people

 05  are -- are aware of what's going on and -- and

 06  therefore we can work together to find solutions a

 07  lot quicker than -- than operating in silos.

 08              KATE MCGRANN:  When you joined in July

 09  of 2020, was there a siloed nature in your view to

 10  some of the work that was being done by the City,

 11  RTM, Alstom, some or all of the above?

 12              MARIO GUERRA:  To a certain extent

 13  because of the way the contract is stipulated, I

 14  would say the answer to that is probably yes.  Much

 15  more contractual relationship, I would say.

 16              KATE MCGRANN:  Can you explain to me in

 17  a little bit more detail what you mean by that?

 18              MARIO GUERRA:  What's a good example?

 19  So, I mean, so Alstom is a subcontract with RTM.

 20  So Alstom shouldn't have any direct contract with

 21  the City.  That would -- that would be one

 22  prevailing theory.  Today, Alstom attends meetings

 23  with us in front of the City so that the City can

 24  hear directly from them.  So that whole sort of

 25  mindset has shifted quite a bit over the last
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 01  couple years.

 02              KATE MCGRANN:  What was the theory or

 03  thinking that supported keeping Alstom and the City

 04  from meeting directly, from not having them meet

 05  directly?

 06              MARIO GUERRA:  I -- I don't know.  I

 07  don't know.  It's hard for me to speak to that.

 08  You -- you have contracts, and you tend to go, you

 09  know, based on what the contract stipulates, so --

 10  but I -- I don't know why.  It just -- I guess it's

 11  just how things happened.

 12              KATE MCGRANN:  And what motivated the

 13  change in approach such that we now see Alstom

 14  attending meetings with the City, things like that?

 15              MARIO GUERRA:  Well, I mean, we had a

 16  few high profile incidents.  As most people would

 17  be aware, we had two derailments, we had an

 18  incident of cracked wheels.  So three fairly major

 19  incidents.  So we needed to become more fluid.  We

 20  needed open and honest communication moving

 21  forward.

 22              And the way to do that, I felt at the

 23  time -- especially after the second derailment --

 24  was just to get everybody in the room and let's

 25  talk about what the issues are and let's -- and
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 01  let's plan how we could fix it to make sure it

 02  doesn't happen again.  So I think, you know, having

 03  everybody in the same room helped to expedite

 04  that -- that process.

 05              KATE MCGRANN:  So you've told me a

 06  little bit about the nature of the relationship

 07  with Alstom when you joined in June 2020 and the

 08  weekly meetings and then informal meetings and

 09  things like that.  What were the interactions like

 10  with the City when you joined?

 11              MARIO GUERRA:  Just trying to figure

 12  out how to characterise it accurately.  It depends

 13  on -- depends on varying levels depending on what

 14  we were dealing with the City.

 15              In many ways, we felt is City was being

 16  very punitive in the assessment of the project

 17  agreement.  So from that -- from that perspective,

 18  you know, it wasn't exactly a wonderful

 19  relationship.

 20              And in other ways, we worked well

 21  together to try and resolve issues.  So I think it

 22  was a mixed bag of things.  To a large extent,

 23  today still somewhat the same thing.

 24              KATE MCGRANN:  When you joined, what

 25  kind of, if any, regular interactions with the City
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 01  took place in the day-to-day operations?

 02              MARIO GUERRA:  So there are morning

 03  meetings -- contractual morning meetings to

 04  decide -- to evaluate the incidents that have

 05  happened and, in essence, to decide who bears

 06  responsibility for those incidents.  So we would

 07  have daily meetings with the City to -- to -- to

 08  discuss those -- those matters.

 09              KATE MCGRANN:  Okay.  And that was the

 10  case when you joined?

 11              MARIO GUERRA:  Yes.

 12              KATE MCGRANN:  And have those daily

 13  meetings continued in the same fashion throughout

 14  your time?

 15              MARIO GUERRA:  They're now three times

 16  a week.

 17              KATE MCGRANN:  Three times a week?

 18              MARIO GUERRA:  No longer daily.  When I

 19  say daily, I mean weekdays, sorry.  Not weekends.

 20  But we also now have -- we added additional

 21  meetings in as well, so...

 22              KATE MCGRANN:  Okay.  So what will be

 23  the best way to describe the meetings that were

 24  once daily and now happen three times a week to

 25  assess and evaluate incidents from a prior day?
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 01              MARIO GUERRA:  So every morning, we

 02  generate a report, and the report looks at the

 03  incidents from the previous day and speaks to what

 04  happened.  So, for example, we had a door incident

 05  at such and such a time at such and such a station.

 06  And it could be a failure, or it could have been a

 07  customer holding the door open causing it -- so the

 08  purpose of those discussions is to determine who

 09  bears responsibility for it.

 10              If it's us, then obviously we -- we get

 11  assessed the penalties, if any, associated with

 12  that incident.  And if it's the City, then

 13  obviously -- or public or anything like that,

 14  anything beyond our control, then obviously we

 15  don't get penalised for it.

 16              So those the types of discussions that

 17  would take place in those meetings.

 18              KATE MCGRANN:  Okay.  And what would

 19  qualify as an incident?  How does something become

 20  recognised as an incident?

 21              MARIO GUERRA:  So it depends.  If

 22  you're talking about, for example, vehicle

 23  availability, then if there was loss of kilometres

 24  or a delay to service, that would qualify as an

 25  incident that we would have to look at.
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 01              If it's -- could be a -- a work order

 02  where something happened, and there would be some

 03  debate over which KPI applies and how it gets

 04  applied and, again, whether it's -- the terms that

 05  are used is projectal fault or non projectal fault.

 06  So projectal fault means it's our fault, and non

 07  projectal fault means it's theirs.  So there would

 08  be an assessment around that.

 09              KATE MCGRANN:  What sources of

 10  information are used to generate the daily report?

 11              MARIO GUERRA:  The -- the -- the

 12  vehicle kilometres is all based on the train

 13  control system, which automatically calculates how

 14  many kilometres were -- were -- were lost and the

 15  length of the delay.

 16              A work order, we have what's called a

 17  help desk.  So anything that's reported on the line

 18  gets reported to the help desk.  They open a work

 19  order, and then, in essence, they would assign the

 20  KPI to it based on their best knowledge.  And then

 21  we would respond accordingly.  And depending on

 22  which KPI is signed, there are time limits that you

 23  have to respond and rectify within.  And if you

 24  don't meet those, then you're assessed penalties

 25  based on that.
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 01              KATE MCGRANN:  What does the acronym

 02  "KPI" stand for?

 03              MARIO GUERRA:  Key performance

 04  indicators.

 05              KATE MCGRANN:  You mentioned that, I

 06  think at the time you joined, there was a sense

 07  that the City was being punitive in its view of the

 08  project agreement.  First of all, have I described

 09  that accurately?

 10              MARIO GUERRA:  Yes.

 11              KATE MCGRANN:  Can you explain to me

 12  what you mean by that?

 13              MARIO GUERRA:  I mean, that's still the

 14  case today.  For example, as I told you, when an

 15  incident happens -- I mean, let's me use an

 16  example.  That's probably the best way to -- a

 17  door.  So we have a door in the station, and maybe

 18  the door isn't latching properly.  So there's a

 19  work order that's generated for that.  We would

 20  apply a KPI to that work order.  And depending on

 21  your interpretation of that incident, there's

 22  varying KPIs, some more punitive than others.

 23              So, for example, some KPIs would

 24  require you to respond within four hours and repair

 25  within 24 hours, for example.  Some KPIs would
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 01  require you to respond within half hour and rectify

 02  within an hour.

 03              And in our experience, the City tends

 04  to apply the most punitive of those to the work

 05  orders.  And as a result, we are not always able to

 06  respond within that half hour, hour, and,

 07  therefore, we are assessed huge penalties as a

 08  result of it.

 09              Sometimes we would code it as one KPI

 10  or we believe it was a non KPI event, and the City

 11  would come back and apply a KPI to it at a later

 12  date.  And -- and those situations, you could end

 13  up with some work orders in the hundreds of

 14  thousands of dollars, because if you think about --

 15  we open up a work order, and let's say it's a work

 16  order that you get half hour response and an hour

 17  expectation time.  It's roughly $1,000 every time

 18  you miss one of those.  So in essence for every

 19  hour you miss that, you're being assessed about

 20  $3,000 per -- per hour.

 21              So, you know, when -- when the City

 22  comes back after you submit your invoice and

 23  assesses that as a KPI worthy, if that was out

 24  there, you say $24,000 a day times 20 days, you can

 25  see how the numbers start to creep up.  Right?  And
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 01  that's exactly what happened.

 02              We were assessed $16 million penalties

 03  for the month of September because of that, their

 04  interpretation of the -- it's unheard of.

 05              So we have a fundamental disagreement

 06  with the City on the interpretation of the KPI.

 07              KATE MCGRANN:  September of what year

 08  in terms of --

 09              MARIO GUERRA:  2019.

 10              KATE MCGRANN:  I just want to

 11  understand a little bit more.  "Mechanics" isn't

 12  the right word, but the way in which KPIs are first

 13  assigned and then later potentially reassessed and

 14  changed.

 15              MARIO GUERRA:  Sure.

 16              KATE MCGRANN:  So how are KPIs assigned

 17  when a work order is first placed or an issue is

 18  first identified?

 19              MARIO GUERRA:  So an issue was -- is

 20  communicated to our help desk.  Our help desk opens

 21  a work order, and they have, you know, criteria

 22  that we put together.  And they will determine if

 23  and what type of KPI will apply to that type of

 24  work order.  And then depending on that, it

 25  prioritises the work order.  Obviously the -- the
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 01  ones with the more stringent times get prioritised

 02  first.

 03              If on certain occasions the help desk

 04  didn't believe there was a KPI type work order or

 05  believed it was a lesser KPI, lesser punitive KPI,

 06  they would assign that, we would do the work, the

 07  work order would get closed in the system.  And

 08  when we invoice the City for payment, we have to

 09  attach a list of work orders and the amounts.  So

 10  we would have -- submit that to the City.

 11              The City would then come back and

 12  say -- they would review each work order, and they

 13  would say this work order here that you opened, in

 14  our opinion, it should have had a KPI assigned to

 15  it.  You did not have a KPI assigned to it.  So

 16  we're going to assess the full amount for that

 17  period.  And that's where you get these crazy, you

 18  know, $100,000 for a KPI, because they're doing it

 19  after the fact.

 20              I don't know if that explains it to

 21  you.

 22              KATE MCGRANN:  That was helpful.  Thank

 23  you.  A follow-up question I have for you is I'm

 24  trying to understand if this ties in to the

 25  meetings that you were having on a daily basis to
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 01  assess incidents that I understand are now

 02  happening thrice weekly.  So it sounds to me based

 03  on the description that you just gave that the

 04  feedback from the City on whether the

 05  characterisation of the KPI that was assigned is

 06  accurate happens after the City receives the

 07  invoice.

 08              MARIO GUERRA:  Sometimes.  Sometimes it

 09  happens in real time, depending.

 10              KATE MCGRANN:  If it happens in real

 11  time, is it happening the next morning at that

 12  meeting, or is it happening faster than that?

 13              MARIO GUERRA:  It would happen probably

 14  the next morning, and then it would happen again,

 15  because, contractually, we also have a monthly

 16  meeting where we again go through disputed amounts

 17  to try to resolve those as well.  So it would

 18  happen twice.

 19              KATE MCGRANN:  And I may come back with

 20  some more detailed questions, but stepping back for

 21  a second, I just -- what impact, if any, has the

 22  City's approach to the KPIs under the contract had

 23  on RTM's ability to meet its maintenance

 24  requirements under the contract?

 25              MARIO GUERRA:  Well, I mean, it's hard
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 01  to -- it's hard to quantify that.  I mean,

 02  obviously it -- it does take the focus away from --

 03  from other areas.  You know, when you're busy

 04  fighting a KPI over a door, you know, it takes the

 05  focus away from, you know, making sure the vehicles

 06  are working.  I don't know.  What I believe are

 07  client facing service and safety critical issues.

 08  So it does take the focus away from that.

 09              At the same time, you're not getting

 10  paid.  So that's not a very good thing -- situation

 11  either.  You know, we didn't get paid, I don't

 12  think, for the first -- we got one payment, and

 13  then we didn't get paid for five or six months.

 14              You know, luckily, we had three

 15  organisations that were committed to this to make

 16  it work, and we kept doing everything we could to

 17  deliver service, despite not being paid.  But it's

 18  not a very -- it's not a very good situation when

 19  you're providing service and you're not being paid

 20  for it because of somebody's interpretation of the

 21  contract.

 22              Again, you know, not a very good

 23  situation.  It's hard for me to quantify that as a

 24  result of that, this happened, but I can say it

 25  certainly did take away from the focus elsewhere.
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 01              KATE MCGRANN:  To the extent that you

 02  feel you can answer this, what would you say to

 03  somebody who said, I'm looking at the situation

 04  from the outside.  I see that you are working, and

 05  payments are not being made.  Is that leading to a

 06  reduction in the service that's being offered or a

 07  change in the level of services being offered,

 08  because you're not getting the payments you were

 09  expecting?

 10              MARIO GUERRA:  It's hard for me to make

 11  that direct link.  You know, it certainly was

 12  something that was front and centre on people's

 13  minds.  Absent that, then you're probably able to

 14  focus on other things a lot better.  But it's hard

 15  to make a direct link from one to the other.

 16              KATE MCGRANN:  How would the removal of

 17  this particular factor allow for better focus or

 18  more focus?

 19              MARIO GUERRA:  Well, I mean, somebody

 20  like me would be able to -- you know, to focus a

 21  lot better on the work that's being -- trying to

 22  move the -- the work forward.  You know, trying to

 23  improve things rather than fighting the City over

 24  deductions all the time.  So it certainly would

 25  allow me to focus a lot better on the business of
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 01  trying to move forward as well as some of my -- my

 02  key people here.  That's for sure.

 03              KATE MCGRANN:  I am going to define

 04  this for you now, and your counsel will jump in

 05  wherever he feels necessary, but I just want to say

 06  at the front end of this, the questions that I'm

 07  asking you, I'm not looking for you to share any

 08  legal advice that has been provided to RTG, RTM,

 09  nor am I asking you to describe any legal advice

 10  that you have sought, just to clarify before we go

 11  forward.

 12              What kind of efforts have been made to

 13  streamline or otherwise reduce the requirements

 14  coming out of these ongoing discussions with the

 15  City about the application of the project agreement

 16  and the proper characterisation of the KPIs and

 17  things like that?  It sounds like it's taking up a

 18  lot of time and effort.  What efforts have been

 19  made to try to minimise that or streamline it?

 20              MARIO GUERRA:  At one time, we were in

 21  discussions with the City about possibly looking at

 22  the interpretation and the -- of the payment

 23  mechanism.  We did have a couple of meetings.  But

 24  then I believe the derailment happened, and

 25  everything kind of grounded to a halt.  We're
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 01  hoping to resurrect those discussions.

 02              KATE MCGRANN:  And from where you're

 03  sitting right now, if you can answer that, do you

 04  have a sense of how likely it might be that those

 05  discussions could be picked up again?

 06              MARIO GUERRA:  I think it's more than

 07  likely they will.  I mean, how far we'll get, who

 08  knows.  I mean, we do have other projects we can

 09  compare it to, and this project is very unique in

 10  its interpretation of the contract, I can tell you

 11  that.  We're hopeful that we can -- we can sit down

 12  and work together to try resolve some of these

 13  issues.

 14              KATE MCGRANN:  Okay.  When you say that

 15  this project is unique as compared to others that

 16  you're aware of with respect to its interpretation

 17  of the contract, you've described here a specific

 18  approach that the City has taken to KPIs, which I'm

 19  going to summarise, and then you can tell me if

 20  I've got it right or not.  But it sound like

 21  there's a tendency on the part of the City to

 22  characterise any incident in a way that requires

 23  the most stringent response from RTM.  Is that

 24  fair?

 25              MARIO GUERRA:  That's fair.
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 01              KATE MCGRANN:  Other than that aspect

 02  of the City's approach to the project agreement,

 03  are there other parts of the City's approach to the

 04  project agreement that are unique in your

 05  experience?

 06              MARIO GUERRA:  Yes.  Yes.  One specific

 07  one I can -- I can -- I can speak to is the dispute

 08  that we have with the City over their ability to

 09  carry forward deductions.  I'll explain to you what

 10  that means.

 11              So we have a monthly payment, typically

 12  is fixed usually.  A part portion of our payment is

 13  fixed.  I can say that.  The other portion is based

 14  on the number of kilometres.  So remember I said

 15  that we were assessed that huge -- the huge

 16  deductions early on in 2019?  The City would take

 17  anything over our fixed amount for that month.  So

 18  let's say our fixed amount is 2 million, and the

 19  City assesses 4 million in penalties.  The City

 20  would assess 2 million this month and then the

 21  other 2 million next month.  So in essence, we

 22  would not get paid for two consecutive months.  We

 23  believe that that -- the deductions should be

 24  capped at our monthly payment.

 25              On another project with the same exact
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 01  payment, the payment we have here was -- was

 02  initially put together by infrastructure Ontario.

 03  They're the ones that developed this.  On that

 04  project, when we -- which is not in operation yet,

 05  but we were very concerned about the same sort of

 06  situation happening there where we asked about

 07  that.  We were told that in the model, absolutely

 08  they do not have the ability to carry forward --

 09  that our service payments capped monthly, and

 10  there's no ability in this model to carry forward

 11  deductions.

 12              Two completely different views on the

 13  same exact issue.  The people telling me that were

 14  from IO, the people that designed the system.

 15  That's an example of where we are.

 16              Another, I think, good example that --

 17  that we have one other project, another P3

 18  projects, whether that be, you know, hospitals or

 19  whatever, you know, at the -- at the start of the

 20  project, I don't know -- I don't know if you call

 21  it a bedding-in period or a soft start, there's

 22  various terms for that.  You have the ability to --

 23  to define the interpretation of these KPIs so that

 24  everybody's on the same page moving forward.

 25              Once again, on this project, we did not
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 01  have the ability to do that.  It was simply from

 02  day one, this is what it is, and that's what it's

 03  been since then.

 04              So just a couple of examples where, on

 05  other projects we -- things are much different.

 06              KATE MCGRANN:  Couple of follow-up

 07  questions about that.  The other project that you

 08  referenced that also has the IO monthly payment

 09  terms that we've been talking about --

 10              MARIO GUERRA:  Yeah.

 11              KATE MCGRANN:  -- what is that project?

 12              MARIO GUERRA:  I guess I could tell

 13  you.

 14              Any problem with telling them, Gordon?

 15  Okay.  Eglinton LRT.

 16              KATE MCGRANN:  And who are the people

 17  at IO that gave you the information about how those

 18  terms would be interpreted?

 19              MARIO GUERRA:  I don't know if I can --

 20  Gordon?

 21              MR. CAPERN:  Kate, can we get back to

 22  you about that?  I just -- I'm not clear on the

 23  circumstances in which that conversation took

 24  place.  Is that all right with you?

 25              MS. MCGRANN:  Yeah, we'll make a note

�0051

 01  of that as something you're going to take away and

 02  come back to us on.

 03              MR. CAPERN:  Yeah.  Thank you.

 04              KATE MCGRANN:  I'd like to understand

 05  what you said about a bedding-in period and the way

 06  that KPIs have worked in other ways.  Is it the

 07  case that in the other projects that you're

 08  referencing, the KPIs are set from the outset at a

 09  certain level, but as you begin the project,

 10  parties agree to change how they will be treated at

 11  the front of the project and then slowly ramp up

 12  towards the level that they were intended to be at?

 13  Is that the kind of situation you're talking about?

 14              MARIO GUERRA:  Yeah, I think that --

 15  that -- that's accurate in terms of -- you're --

 16  basically, you're testing the system for

 17  functionality.  But at the same time, you're --

 18  you're testing the -- the project agreement as well

 19  to see if it's being applied correctly, because

 20  these are 30-year projects.  You need to make sure

 21  that you're alined.  Otherwise, you know, life is

 22  going to be very difficult as a result of it.  So,

 23  yeah.  There -- I think it's twofold.  You're

 24  testing the system, you're loading the system, but

 25  you're also testing that your -- your KPIs or your
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 01  project agreement is also, you know -- it's set up

 02  right for the project.

 03              KATE MCGRANN:  With respect to testing

 04  the system on the front end, you said that the

 05  attitude was -- you know, it is what it is from --

 06  from the get go.  Is that fair?

 07              MARIO GUERRA:  Yeah.  I mean, yeah.

 08  Yeah.  Pretty much.

 09              KATE MCGRANN:  And then was that the

 10  attitude of the City?

 11              MARIO GUERRA:  The City's

 12  representatives, yes.

 13              KATE MCGRANN:  To the extent that you

 14  can speak to this, were there any discussions with

 15  the City prior to full revenue service about

 16  starting revenue service with less than everything

 17  required from a service perspective under the

 18  project agreement?

 19              MARIO GUERRA:  I wouldn't have been

 20  party to those discussions.  Sorry.

 21              KATE MCGRANN:  It's okay.  Even though

 22  you weren't part of them, were you aware of any

 23  discussions that took place by virtue of your role

 24  on the board or otherwise?

 25              MARIO GUERRA:  Those discussions would

�0053

 01  have taken place between RTG or RTC and the City.

 02  RTM wouldn't have had that.

 03              KATE MCGRANN:  And when you say they

 04  would have taken place, I'm just trying to

 05  understand whether you were aware of any

 06  discussions that took place.

 07              MARIO GUERRA:  I'm not.

 08              KATE MCGRANN:  And since the

 09  commencement of revenue service, have there been

 10  any instances -- leaving aside the derailments for

 11  a second, have there been any instances in which

 12  the service offered was taken down from full

 13  service as required under the project agreement to

 14  allow for the kind of testing of the system,

 15  response to issues that have arising from the

 16  system along the way?

 17              MARIO GUERRA:  Yeah, we've had some.

 18  We've had some -- some extensive maintenance.  I

 19  mean, the PA allows for us to do shutdowns

 20  periodically.  We're allowed so many.  So we have

 21  had shutdowns of the system to allow for

 22  maintenance that otherwise couldn't be done while

 23  the system is running.  So I can think of at least

 24  two instances where that's happened.

 25              KATE MCGRANN:  And the two instances
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 01  that you think of, what are those?

 02              MARIO GUERRA:  So, initially, there was

 03  a -- what we call a remedial plan, where we went

 04  out and did some work on the track and on the OCS.

 05  I can't remember the exact time for that one, to be

 06  honest with you.

 07              And then subsequent to that, I believe

 08  last year, the system was shut down so that we

 09  could do rail grinding and add more ballast to the

 10  system and whatnot.

 11              So it's -- it's normal.  This is why

 12  the contract allows for us to shut down for a

 13  period of hours every year if required.

 14              KATE MCGRANN:  You use the acronym OCS.

 15  What does that stand for?

 16              MARIO GUERRA:  Overhead cantenary

 17  system.  It's the power line.

 18              KATE MCGRANN:  And both of those

 19  shutdowns you described, were both of those within

 20  what the project agreement contemplates as a shut

 21  down opportunities, to your understanding?

 22              MARIO GUERRA:  I believe so, but I'm

 23  not 100 percent sure.  One -- one of them may have

 24  exceeded -- exceeded the allotted hours.  I can't

 25  remember, to be honest with you.
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 01              KATE MCGRANN:  And then have there been

 02  any requests from RTM or its subcontractors for

 03  reductions in the service required by the City

 04  other than those instances in order to address

 05  issues that have arisen or issues that were carried

 06  over from pre revenue service?

 07              MARIO GUERRA:  Other than the

 08  derailments?

 09              KATE MCGRANN:  Other than the

 10  derailments.

 11              MARIO GUERRA:  Other than those two

 12  shutdown periods, none that I can think of.

 13              KATE MCGRANN:  And just to make sure

 14  that I've got that answer clearly, other than those

 15  two periods, RTM has not asked for any concessions

 16  from the City in terms of number of trains run,

 17  hours of the services available, or anything --

 18              MARIO GUERRA:  That --

 19              KATE MCGRANN:  -- that's in order to --

 20              MARIO GUERRA:  I don't --

 21              KATE MCGRANN:  -- allow for additional

 22  work to be done?

 23              MARIO GUERRA:  Yeah, I mean, ultimately

 24  that's dictated by the City.  There are discussions

 25  that are ongoing all the time in terms of, you
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 01  know, how many trains are put in service.  But the

 02  decision, ultimately, is done by the City.

 03              KATE MCGRANN:  Okay.  So I take it that

 04  the City hasn't agreed to any further reductions,

 05  but have any been sought?

 06              MARIO GUERRA:  The City has -- we

 07  currently are in reduced service state currently,

 08  but that's -- I think that's a mutual decision.

 09  It's not -- it's something that we discussed, and

 10  the service levels are such that the ridership

 11  isn't there.  So as a result of that, there's less

 12  trains in service.  But it's a mutual decision.  I

 13  don't think it's driven by any particular party.

 14              KATE MCGRANN:  Just going to take a

 15  minute to look at my notes and reposition myself.

 16  While I'm doing that, I'll turn to my co-counsel

 17  and ask, Ms. Peddle, do you have any questions on

 18  anything that we have discussed so far?

 19              MS. PEDDLE:  Not so far.

 20              KATE MCGRANN:  I'm going to bounce

 21  around here a little bit in the chronology of

 22  events for a bit, and I apologise for that.

 23              In the steps taken prior to revenue

 24  service, to your knowledge, did RTM have any role

 25  in the integration of Alstom on the manufacturing
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 01  side, Thales, and/or Alstom's maintenance arm?

 02              MARIO GUERRA:  That wasn't part of our

 03  scope.

 04              KATE MCGRANN:  What can you tell me

 05  about RTM's work with OC Transpo prior to revenue

 06  service?

 07              MARIO GUERRA:  I mean, we would have

 08  interacted around -- mostly around the deliverables

 09  we had with regards to the PA, so our maintenance

 10  manual.  So we would have been providing

 11  information to the City, and they would have been

 12  providing feedback and comments back to us.  So

 13  that was definitely a point of interaction.

 14              KATE MCGRANN:  And do you have any

 15  information about how those interactions went in

 16  terms of timeliness of manuals provided, any

 17  feedback provided back from the City?

 18              MARIO GUERRA:  I think it was --

 19  overall, it was fairly positive.

 20              KATE MCGRANN:  Was RTM involved in any

 21  training provided to OC Transpo staff prior to --

 22              MARIO GUERRA:  That would have been --

 23  the constructor was in charge, providing the

 24  train the trainer, I believe, was the concept that

 25  was used.
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 01              KATE MCGRANN:  So that fell to the

 02  whole RTC?

 03              MARIO GUERRA:  Yes.

 04              KATE MCGRANN:  Any preparatory work

 05  done together by the RTM and the City to prepare

 06  for revenue service?

 07              MARIO GUERRA:  I mean, there would have

 08  been discussions and meetings around -- I mean, the

 09  City would have been updated on the things that we

 10  were doing to get ready for -- for -- like,

 11  mobilisation plan activities.  So the City would

 12  have been involved in discussing as there would

 13  have been regular updates to the City to ensure

 14  that, you know, things were -- were being prepared

 15  so that we would be ready, yes.

 16              I wouldn't have been involved, though.

 17  I would have been more at the board level at that

 18  point.

 19              KATE MCGRANN:  From where you're

 20  sitting now today, is there anything that RTM could

 21  have done to be better prepared from a maintenance

 22  perspective for revenue service?

 23              MARIO GUERRA:  Yeah, that's very

 24  difficult to answer.  I mean, I think from a board

 25  perspective, at that time, you know, every
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 01  indication was that we were ready.  I don't think

 02  we were ready for the City's interpretation of the

 03  PA, as I said earlier.  I don't think we were ready

 04  for how involved the City would be on a day-to-day

 05  basis.  We certainly weren't ready for that.

 06              You know, I think from an overall

 07  system liability, you know, my experience over a

 08  long time is that you're going to have issues with

 09  the vehicles.  That's just -- it's a brand new

 10  system, brand new cars.  You're going to have

 11  issues.  So I think that was expected.

 12              I think the level of involvement by the

 13  City, I think, caught us off guard.  No way -- in

 14  no way did we contemplate that.

 15              KATE MCGRANN:  And when you say the

 16  level of involvement of the City, what are you

 17  referring to?

 18              MARIO GUERRA:  I mean, the City had an

 19  army of people on the system -- consultants, staff

 20  members -- and their sole purpose was to find

 21  something that was wrong and report it, and that's

 22  what they did.  And in essence, we don't believe

 23  that's within the spirit of -- of the system, of

 24  the PA.  Certainly where we need to respond to

 25  issues, but if you send, you know -- I don't know
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 01  how many people they had out there, goodness, but

 02  it felt like, you know, a lot.  When you send that

 03  many people out looking for something, they're

 04  going to find something, and they're going to

 05  report it back, as minute as it might be.  So I

 06  don't think we were ready for that.

 07              And the -- and the City is still very

 08  much involved today in the day-to-day business.

 09  Very much.

 10              KATE MCGRANN:  When you talk about the

 11  City having an army of people on the system who are

 12  looking to find things that are wrong and report

 13  them, over what period of time was that exercise

 14  taking place?

 15              MARIO GUERRA:  I would say it was in

 16  the first few months of operation, more so the

 17  first month, and then it kind of tapered off.

 18              KATE MCGRANN:  And with respect to the

 19  goals of the people who were riding the system that

 20  you're describing, the people who form part of this

 21  army, how did you come to understand what it was

 22  they had been told to do, to go find things that

 23  were wrong and report?

 24              MARIO GUERRA:  They were told to find

 25  any little thing that was wrong with the system and
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 01  report it back.  And that's -- that's when they

 02  started opening all these work orders, you know,

 03  all these batches of work orders.  And we couldn't

 04  keep up.  There was no way.

 05              KATE MCGRANN:  How do know that they

 06  are told to do that?

 07              MARIO GUERRA:  I spoke to a few of

 08  them.

 09              KATE MCGRANN:  And what did they tell

 10  you?

 11              MARIO GUERRA:  That, We're out here

 12  looking to find things and report them back.  That

 13  was their goal.  A lot of them were consultants,

 14  some of them were -- were City employees.

 15              KATE MCGRANN:  Do you remember --

 16              MARIO GUERRA:  I --

 17              KATE MCGRANN:  Sorry.  I didn't mean to

 18  cut you off.  Please, go ahead.

 19              MARIO GUERRA:  No, no, the volume of

 20  work orders was just insane in those -- in that

 21  first month.  It was just crazy.

 22              KATE MCGRANN:  Do you remember the

 23  names of anybody that you spoke to about the

 24  instructions that were provided?

 25              MARIO GUERRA:  I don't, no.
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 01              KATE MCGRANN:  And so I understand that

 02  the number of work orders that were being logged by

 03  the City and its consultants decreased.  Is it that

 04  the number of work orders decreased after the first

 05  couple months or the number of people riding the

 06  system looking for things to --

 07              MARIO GUERRA:  I think both.

 08              KATE MCGRANN:  Both?

 09              MARIO GUERRA:  Both.

 10              KATE MCGRANN:  You said that the City's

 11  involvement in day-to-day operations continues to

 12  be quite high.  What --

 13              MARIO GUERRA:  Yeah.

 14              KATE MCGRANN:  -- does that look

 15  like -- what did it look like after the number of

 16  people riding the system looking for issues went

 17  down?

 18              MARIO GUERRA:  Just a level of -- I

 19  mean, it's gotten progressively more and more as

 20  time has gone on, especially after the derailments.

 21  It's the level of the information they asked for,

 22  the level of detail they ask for, you know, it's

 23  just -- it's at times insurmountable, and we have a

 24  hard time keeping up.  Just -- they just want all

 25  the details, every single detail.  They go through
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 01  every single work order, they question everything.

 02  It's just -- my -- micromanagement is what I would

 03  call it at this point.

 04              KATE MCGRANN:  And has it been the case

 05  that the level of micromanagement, as you describe

 06  it, has stayed relatively steady since you joined?

 07  Or have there been changes to it?

 08              MARIO GUERRA:  It's increased.

 09              KATE MCGRANN:  Increased?

 10              MARIO GUERRA:  Especially in light of

 11  the derailments.

 12              KATE MCGRANN:  Is it still increasing,

 13  like, over the last month or two?  Has it continued

 14  to increase, from your view, or has it --

 15              MARIO GUERRA:  Yes, now we have

 16  consultants -- TRA consultants as well.  From that

 17  perspective, it's continued to increase.

 18              KATE MCGRANN:  And --

 19              MARIO GUERRA:  Well, as well as other

 20  consultants, by the way, not just TRA.

 21              KATE MCGRANN:  What other consultants

 22  are involved in the --

 23              MARIO GUERRA:  They had -- Mott

 24  McDonald's been in.  They've done some studies.

 25  What else?  There's probably a few others that I
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 01  can't remember, but it's been -- been a lot of

 02  consultants here.  But currently, it's been -- TRA

 03  and Mott McDonald have been two that...

 04              KATE MCGRANN:  What impact has this

 05  micromanagement of the City and its consultants

 06  have on RTM and its subcontracts ability to fulfil

 07  their maintenance obligations?

 08              MARIO GUERRA:  Well, again, it takes

 09  away from focus on the business, right?  Because

 10  you're out there trying to gather, you know, every

 11  single inspection report that they want or, you

 12  know, responding to why this work order had this

 13  comment on it or -- you know, I have people here

 14  whose jobs it is just to do that.  You know?  It

 15  just takes away from the focus elsewhere in the

 16  business.  At some point, you know, there's gotta

 17  be some -- as I think people around here like to

 18  say, at some point, please just let us do our jobs,

 19  which is to maintain the system.  Let us do our

 20  jobs.

 21              KATE MCGRANN:  So I asked you, you

 22  know, sitting here today, what your views were on

 23  RTM's readiness for its maintenance obligations

 24  after revenue service started.  Do you have a view

 25  on the City's readiness for revenue service
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 01  operations and things like that?

 02              MARIO GUERRA:  I mean, I can give

 03  you -- I mean, I wasn't intimately involved at the

 04  start, but I can say that, from my board

 05  perspective, you know, I think they were as ready

 06  as they could be, you know, absent any bedding-in

 07  period or soft start, whatever.  You have to

 08  understand, it's a brand new system.  It's not a

 09  legacy system.  You have brand new people, not, you

 10  know, widely experienced in rail systems.  So, you

 11  know, I would say they're a lot better today than

 12  they were two years ago, for sure.

 13              But I would say that I don't know if

 14  there was anything -- and I know I keep -- keep

 15  coming into this bedding period.  Sorry.  I really

 16  think that that would have added in a lot of value.

 17  Absent that, you know, I think they were as ready

 18  as anybody.

 19              KATE MCGRANN:  You say that the City's

 20  a lot better today than they were at the start.

 21  Better how?

 22              MARIO GUERRA:  Well, in terms of -- for

 23  example, in the way that -- that they will react to

 24  incidents on the line.  The operators are now much

 25  more experienced; they're able to isolate faults a
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 01  lot quicker.  You know, the control centre is now

 02  able to -- to deal with issues that come up with

 03  diversions a lot quicker.  It's just they gained

 04  that experience over two and a half years that

 05  they're able to apply now.  So an incident does not

 06  cause as much disruption today as it may have

 07  caused two, two and a half years ago.

 08              KATE MCGRANN:  And would that be just

 09  as a result of the natural learning curve of

 10  working with the system and operation over time?

 11              MARIO GUERRA:  I think so, yeah.

 12              KATE MCGRANN:  Any specific steps taken

 13  to try contribute to that sort learning curve by --

 14              MARIO GUERRA:  Yeah, sure.

 15              KATE MCGRANN:  -- the City over time?

 16              MARIO GUERRA:  Sure.  I mean, you know,

 17  every time there's an incident, there's a debrief,

 18  and all the stakeholders are present at the

 19  debrief.  And we discuss the incident, what could

 20  have been done differently, what could have been

 21  done better so that we can apply those lessons

 22  going forward.  So, you know, those happen for just

 23  about every -- any significant incident.

 24              THE COURT REPORTER:  Can I just ask you

 25  to wait until the question is over?
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 01              MARIO GUERRA:  Sorry.

 02              KATE MCGRANN:  With respect to debrief

 03  meetings, what's the nature of the relationship as

 04  it's displayed at those meetings?  Are the meetings

 05  collaborative?  Do you find them to be largely

 06  productive?  Are there things that could be done to

 07  make them better?

 08              MARIO GUERRA:  I would say mostly

 09  collaborative.  And -- and -- and in terms of

 10  determining next steps as well, collaborative.  I

 11  think the -- the mindset is to -- is to learn and

 12  apply those lessons going forward so things can

 13  improve.

 14              KATE MCGRANN:  And the mostly

 15  collaborative nature of those meetings, has that

 16  been is case since you joined -- have there been

 17  any changes to the -- let me ask one question at a

 18  time.

 19              Has it been the case that those

 20  meetings have been largely collaborative in your

 21  experience since you joined as acting as CEO and

 22  general manager?

 23              MARIO GUERRA:  Yes.

 24              KATE MCGRANN:  Have there been any

 25  changes to the tone or output of those meetings
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 01  since you joined?

 02              MARIO GUERRA:  I think, as I said

 03  earlier, there's a lot more experience now, so I

 04  think we're able to sort through issues a lot

 05  quicker than we did before.

 06              KATE MCGRANN:  Any other changes?

 07              MARIO GUERRA:  With respect to the

 08  debriefs?

 09              KATE MCGRANN:  Yeah.

 10              MARIO GUERRA:  No.  I mean, there's

 11  more accountability around the actions required, so

 12  they're tracked a lot closer now than they were

 13  before.

 14              KATE MCGRANN:  And is that closer

 15  tracking the result of the introduction of new

 16  methods or system tracking outcomes?  Or how has

 17  that changed?

 18              MARIO GUERRA:  No, just I think we're

 19  better at it than we were before.  That's all.

 20              KATE MCGRANN:  And when you say "we're

 21  better at it," who are you referring to?

 22              MARIO GUERRA:  All of us collectively.

 23              KATE MCGRANN:  In terms of preparing

 24  for revenue service and the start of maintenance

 25  service, what impact did the delays in achieving
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 01  RSA from what was originally contemplated in the

 02  project agreement to when RSA was achieved have on

 03  RTM's ability to prepare and the steps it took to

 04  prepare?

 05              MARIO GUERRA:  Yeah, we -- we had to

 06  continuously adjust our mobilisation plan as a

 07  result of it.  I think the -- the biggest impact at

 08  times was the uncertainty of what that date was

 09  going to be -- from our perspective, anyways,

 10  because we didn't have -- obviously we weren't part

 11  of those conversations.  So, obviously, we were

 12  trying as much as we can to defer costs so that --

 13  so I think the uncertainty of that date really

 14  caused us to -- to at times make decisions without

 15  really knowing, you know, what that start date was

 16  going to be.

 17              KATE MCGRANN:  What kind of decisions

 18  are you making without knowing what the start

 19  date's going to be?

 20              MARIO GUERRA:  Hiring the people,

 21  getting them -- ensured that they're -- typically,

 22  you know, depending on the job classification, some

 23  positions require a lot of training, because you

 24  can't just hire people off the street that have

 25  that skillset.  So you would require, you know,
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 01  some cases up to three months of training.  So you

 02  would typically hire those people, you know, four,

 03  even five months to ensure that they're fully

 04  trained.

 05              So the shifting of that date, you know,

 06  and the uncertainty of it, sometimes we just had to

 07  hire people early because of it, and that ended up,

 08  you know, costing more money.  It also -- I think

 09  because people are hired into a role and they're

 10  not in a real live operation, it's possible that

 11  they would lose some of that as well.  So it -- we

 12  needed to keep people fresh, keep them trained to

 13  ensure that we were all set going into our new

 14  service.

 15              KATE MCGRANN:  Okay.  With respect to

 16  the hiring of people, was it the case that you

 17  engaged in hiring or rounds of hiring and then

 18  ultimately had to let those people go because

 19  revenue service wasn't achieved on time for them to

 20  work?

 21              MARIO GUERRA:  No, we kept everybody.

 22              KATE MCGRANN:  Kept everybody?  Okay.

 23              MARIO GUERRA:  And it just resulted in

 24  additional costs that otherwise wouldn't have been

 25  incurred.
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 01              KATE MCGRANN:  Who bore the cost of

 02  that work force that wasn't able to get started as

 03  envisioned?

 04              MARIO GUERRA:  So we have -- through

 05  our interface agreement with OLRTC, they would bear

 06  the cost of those liquidated damages associated

 07  with the late start.

 08              KATE MCGRANN:  And with respect to the

 09  notion that you would provide training and then if

 10  the people receiving the training didn't get to use

 11  it on the job in a certain amount of time, that the

 12  training wouldn't be as fresh, how did you deal

 13  with that?

 14              MARIO GUERRA:  Yeah, that's a good

 15  question.  In some instances, they would -- we had

 16  them do work within the facility here.  So, sorry,

 17  let me back up a little bit to give you some

 18  context if I can.

 19              The majority of the work that we do is

 20  subcontracted out to various subcontractors, but we

 21  do self-perform the maintenance on facilities and

 22  things of that nature.  So from that perspective,

 23  we were able to have people go out there and do

 24  some of that work as well as do some of that work

 25  within the shop as well.  So we did do some work,
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 01  just not to the extent that we normally -- to try

 02  and keep people fresh as we can.

 03              Those are also positions that we could

 04  probably afford to defer hiring, because they're

 05  more general type skills, facility maintenance

 06  technicians.  Other aspects, we are actually -- for

 07  example, we have what's called the yard control

 08  downstairs, which is where we monitor the movement

 09  of trains in the yard.  So that's all done.  So

 10  those people were actually already in place prior

 11  to revenue service because of the movements in the

 12  yards.

 13              KATE MCGRANN:  And what information was

 14  available to you about how the delays impacted

 15  Alstom's readiness for maintenance?

 16              MARIO GUERRA:  Alstom was in the same

 17  boat as we were.  Obviously the -- they would be

 18  made whole through liquidated damages as well.  But

 19  they already had vehicles here.  They had staff

 20  that was provide -- that were providing maintenance

 21  on the cars already, and they were doing warranty

 22  work.  So there was work there for them in that

 23  perspective.

 24              KATE MCGRANN:  Just coming up on 2:30,

 25  and this is a good point in my questions to stop,
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 01  so I suggest that we take a break.  Is 15 minutes

 02  sufficient for everybody?

 03              MARIO GUERRA:  Sure.

 04              KATE MCGRANN:  Okay.  So we will --

 05              MR. CAPERN:  Good here.

 06              KATE MCGRANN:  -- go off the record and

 07  come back at 2:45.

 08              MR. CAPERN:  Thank you, Kate.

 09              (ADJOURNMENT)

 10              MR. CAPERN:  If it's okay, Kate, I can

 11  address the issue.  Madam reporter, are we back on

 12  already?

 13              THE COURT REPORTER:  Sure.

 14              KATE MCGRANN:  Please go ahead.

 15              MR. CAPERN:  I spoke about the

 16  communications with audit and its interpretation of

 17  the deduction point carryover issues; in other

 18  words, the fact that those -- that the fairly

 19  common provision in the governing P3 agreements.

 20  And, you know, Mr. Guerra's evidence is that, I

 21  think, IO interprets that provision differently

 22  than the City of Ottawa has attempted to apply it

 23  in the circumstances here.

 24              Because of the circumstances in which

 25  that information came from IO to Mr. Guerra, I
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 01  think it is not appropriate for him to disclose the

 02  identity of the individuals involved.  And we would

 03  invite you to be in touch with IO if you wish to,

 04  as you obviously have the power to do, to get their

 05  interpretation of that particular provision so

 06  you've got that from the horse's mouth, as it were.

 07              KATE MCGRANN:  Thanks for that.

 08              Mr. Guerra, I'd like to spend some time

 09  speaking with you about maintenance work that

 10  Alstom has done.  And as a starting point based on

 11  your prior experience, can you explain to me what

 12  you would expect Alstom's maintenance service to

 13  look like?  And by that, I mean what hours would

 14  you expect them to be on the job and where

 15  physically would they be on the system in the

 16  normal course when they're not responding to an

 17  incident.

 18              MARIO GUERRA:  So hours are 24/7.  We

 19  are a 24/7 operation.  And they would be located --

 20  majority of their staff would be located at the

 21  maintenance facility here in Belfast.  They would

 22  also need to have a presence on the line during

 23  revenue service to react to any incidents.  And

 24  they would, depending upon the nature of the work,

 25  obviously, be out on -- on the line either reacting
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 01  to incidents or doing preventative maintenance on

 02  the assets.

 03              KATE MCGRANN:  And the presence on the

 04  line, what does that look like?  Who would be on

 05  the line, and where would you expect them to be?

 06              MARIO GUERRA:  So on the -- just about

 07  every transit system that I have experience with,

 08  you typically have technicians on the line,

 09  especially during peak periods during the day,

 10  usually mornings and afternoons, so that you can

 11  react to any incidents on the line much quicker to

 12  remedy the situation and keep the service going.

 13              So you can either -- there's different

 14  approaches.  In some instances, they're placed at

 15  strategic stations; in some instances, they ride

 16  the trains.  It depends on the system.

 17              KATE MCGRANN:  And when you joined,

 18  were Alstom staff acting as you expected them to in

 19  terms of the hours they were working and where they

 20  were placed on the system?

 21              MARIO GUERRA:  The answer is yes, but

 22  not to the extent I felt they should.

 23              KATE MCGRANN:  And can you explain

 24  where they did not meet or -- where they didn't

 25  meet your expectations, where they weren't doing
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 01  what you thought they should be doing?

 02              MARIO GUERRA:  Well, first, they

 03  weren't consistent about it.  So they didn't

 04  consistently put people out there.  Sometimes if

 05  they were short staffed, we wouldn't see them.  And

 06  then they -- they limited it to certain times of

 07  day.  They weren't consistent at all.  So I felt

 08  they could have had a -- especially in view of the

 09  fact that this was a brand new system with

 10  virtually brand new vehicles, so we were going to

 11  see more -- more incidents than you would normally

 12  see, I felt they should have had a heightened

 13  presence on the system because of that.

 14              KATE MCGRANN:  What impact did the

 15  approach that Alstom was taking when you joined

 16  have on RTM's ability to provide maintenance

 17  service?  When I say "RTM," I mean both it and its

 18  subcontractors.

 19              MARIO GUERRA:  We were much lower to

 20  respond to events, because we had to dispatch

 21  technicians from the shop.  So depending on where

 22  the incident happened, we weren't able to get there

 23  as quick, which meant we weren't able to resolve

 24  the issue.  And oftentimes that resulted in the

 25  system -- delays on the system because of it.  It
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 01  would impact the service.

 02              KATE MCGRANN:  What do you know about

 03  the reasons for why Alstom did not have the kind of

 04  presence on the line that you would have expected?

 05              MARIO GUERRA:  I don't -- you know,

 06  honestly, I don't think they understood the

 07  importance of such an activity.  I don't think they

 08  were experienced enough to be able to make that

 09  assertion.  And they were probably short staffed.

 10  Not probably.  They were short staffed.

 11              KATE MCGRANN:  Okay.  With respect to

 12  your view that you didn't think that they

 13  understood the importance of the -- is it the line

 14  presence, the technician's presence on the line

 15  that they didn't understand?

 16              MARIO GUERRA:  Yeah, sometimes referred

 17  to as line mechanics.

 18              KATE MCGRANN:  Line mechanics?  Okay.

 19  What led you to form the view that maybe they

 20  didn't understand the importance of line mechanics?

 21              MARIO GUERRA:  The fact that they

 22  didn't have the -- the numbers I felt needed to be

 23  out there based on my experience.

 24              KATE MCGRANN:  And what steps, if any,

 25  did RTM take to address the number of line

�0078

 01  mechanics that were in place versus what you

 02  thought should be there?

 03              MARIO GUERRA:  Obviously, we had

 04  discussions with Alstom to try convince them to do

 05  so.  They did in spurts but not on a consistent

 06  basis.  We had no contract with them to force them

 07  to do so.

 08              KATE MCGRANN:  So when you joined, you

 09  thought that they didn't understand the importance

 10  of the line mechanics.  After efforts were taken to

 11  try to get them to increase the line mechanic

 12  presence, what is your understanding as to why they

 13  could only get there in spurts and you weren't able

 14  to get to the level that you thought was required?

 15              MARIO GUERRA:  Just insufficient

 16  resources at the end of the day.  I don't think

 17  they had enough people, and it's a -- it's a

 18  skillset that -- that is -- is -- you can't just go

 19  out and hire mechanics for rail vehicles.  They

 20  just don't exist.  So they require a lot of

 21  training.  So, you know, it's hard to get people up

 22  and trained, you know.  It needs quite a lengthy

 23  time period to get people to the point where

 24  they're able to function.

 25              KATE MCGRANN:  Can you give me a sense
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 01  of how long it would take to train someone to step

 02  into a role like that?

 03              MARIO GUERRA:  Based on my experience?

 04  I'm going to say two to three months before they're

 05  at the point where they're able to adequately

 06  perform their -- the duties.  Very complicated

 07  vehicles.  Very, very complicated.

 08              KATE MCGRANN:  You mentioned that

 09  Alstom was short staffed when you joined.  I

 10  understand that short staffing to include line

 11  mechanics.  Is that fair?

 12              MARIO GUERRA:  Well, yeah, mechanics in

 13  general, yes.

 14              KATE MCGRANN:  And is there a

 15  distinction between line mechanics and other

 16  mechanics?

 17              MARIO GUERRA:  There's a distinction

 18  between what's called a warranty technician and --

 19  and a vehicle technician.  These particular

 20  situations, because the vehicles were under

 21  warranty, it would have been the warranty

 22  technicians that would have been addressing the --

 23  the problems with the cars.

 24              KATE MCGRANN:  And was Alstom short of

 25  warranty technicians when you joined?
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 01              MARIO GUERRA:  I believe so, yes.

 02              KATE MCGRANN:  And do you know why they

 03  were short warranty technicians when you joined?

 04              MARIO GUERRA:  I would only be

 05  speculating, so I will say no.

 06              KATE MCGRANN:  When you joined, was

 07  Alstom taking steps to try to address its short

 08  staffing with respect to line mechanics with

 09  respect to warranty technicians?

 10              MARIO GUERRA:  Initially, I would say

 11  no.

 12              KATE MCGRANN:  In your view, was Alstom

 13  aware that it was short staffed?

 14              MARIO GUERRA:  I think we had a

 15  disagreement where they felt they were adequately

 16  staffed, and we felt they weren't.

 17              KATE MCGRANN:  Was that disagreement

 18  ultimately resolved?

 19              MARIO GUERRA:  Ultimately, yes.  After

 20  the last derailment, Alstom staffed up to a large

 21  degree, yes.

 22              KATE MCGRANN:  And what caused Alstom

 23  to increase its number of staff?

 24              MARIO GUERRA:  So after the last

 25  derailment, there was -- there was a lot of work
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 01  required to get back to revenue service from the

 02  perspective of the -- addressing the issues with

 03  the vehicles and ensuring that they were safe for

 04  use on the line.  So they would have had to have

 05  staffed up to ensure -- to get that work done in

 06  the -- in an acceptable timeframe.  You know,

 07  they -- they brought in a lot of quality control

 08  people to ensure that all the -- that's all

 09  processes around that.

 10              There was just a genuine increase in

 11  presence in the maintenance facility, so they would

 12  have staffed up -- I'm going to say twofold at

 13  least during that period.

 14              KATE MCGRANN:  And then once revenue

 15  service resumed, what happened to Alstom's staffing

 16  levels?

 17              MARIO GUERRA:  They decreased but not

 18  to the levels they were before.  They're -- they

 19  maintained higher level work force.

 20              KATE MCGRANN:  And as things sit right

 21  now, what is your view on the adequacy of the

 22  number of staff and roles filled at Alstom?

 23              MARIO GUERRA:  On the vehicle side, I

 24  think I would say they're sufficient.  On the

 25  infrastructure maintenance side, I would say
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 01  they're not.  They -- they're not adequately

 02  staffed.

 03              MS. PEDDLE:  If I could just jump in?

 04              KATE MCGRANN:  Please.

 05              MS. PEDDLE:  You said that Alstom

 06  increased their staff in the maintenance facility

 07  twofold.  How quickly did that happen after the

 08  derailment?

 09              MARIO GUERRA:  Actually, fairly

 10  quickly.  They brought in staff as we -- as you

 11  probably are aware, Alstom and Bombardier at that

 12  point merged.  One bought the other one; I don't

 13  know whatever it is.  So they had access to a lot

 14  of the legacy Bombardier staff and various projects

 15  thorough Ontario and Quebec.  So they were able to

 16  draw on those projects and bring a number of staff

 17  in quite quickly to the organisation.

 18              KATE MCGRANN:  You mentioned that there

 19  was no contractual lever available, I think.  And

 20  then I can't read my own notes.  So we were talking

 21  about the level of Alstom staff and also their

 22  presence on the line.  I think I asked you, what

 23  steps did you take to try address that?  Let's

 24  start there.  What steps did you try to take to

 25  address when you saw that number of staff and also
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 01  the -- more specifically, the number of staff on

 02  the line when you arrived?

 03              MARIO GUERRA:  That was a -- it was a

 04  topic of discussion, ongoing discussion.  It was

 05  escalated, you know, to the highest of levels

 06  within Alstom.  And when I said we don't have a

 07  contractual lever is we are -- our contract doesn't

 08  stipulate you must have 20 employees.  It's

 09  performance based.  So the number of employees is

 10  theirs.  But, you know, we did everything we could

 11  to try get them there.  We escalated to the highest

 12  level of management.  That's about all we could do.

 13  Right?

 14              KATE MCGRANN:  Were they meeting the

 15  performance requirements under the contract as

 16  between --

 17              MARIO GUERRA:  No, because the

 18  availability numbers obviously were not met for a

 19  number of periods.  And so from that perspective,

 20  no.  At -- we had spurts.  Let me qualify that.  So

 21  there were -- there were months, where, yes, the

 22  available targets for the vehicle availability were

 23  met, and there were months were no.  So it was

 24  somewhat inconsistent from that perspective.

 25              KATE MCGRANN:  Okay.  Were the
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 01  contractual levers that were available as a result

 02  of the performance requirements have any material

 03  use to you in trying to get Alstom to increase its

 04  staffing levels?

 05              MARIO GUERRA:  Yeah, we do have -- and

 06  that -- not specifically that, but we do have the

 07  ability to -- if they're not performing, to --

 08  to -- to do certain things to -- to encourage them

 09  to -- to get there, depending on how bad the

 10  performance was, what the levels were.

 11              KATE MCGRANN:  In describing work done

 12  by Alstom technicians, you mentioned reactive work

 13  and you mentioned proactive work.  With respect to

 14  those two kinds of work, what was Alstom's

 15  performance like?  And by that, I mean were they

 16  performing at the same levels with respect to their

 17  reactive work and their proactive work?  Or were

 18  they better at one than the other?

 19              MARIO GUERRA:  I think early on, it was

 20  mostly reactive, because we were having failures.

 21  With the -- the performance, the reliability of the

 22  system wasn't what it should be.  I think from a

 23  reactive perspective, they're a little slow on the

 24  mark earlier.

 25              From a proactive, yeah, Alstrom, I
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 01  mean, they're vehicle suppliers, so they delivered

 02  lots of vehicles and lots of properties.  So, you

 03  know, it's never fast enough.  You know, we have a

 04  problem, but it -- you know, then there are steps

 05  that are being in place to mitigate the problem

 06  short term, and then there are long-term solutions

 07  to the problem.  So from that perspective, I mean,

 08  I think if you ask any client, it's never fast

 09  enough.  And I think -- on my experience, I think

 10  they did a fairly good job, yeah.

 11              KATE MCGRANN:  And was that the case

 12  from the beginning of the work that you took on in

 13  around June 2020 throughout?

 14              MARIO GUERRA:  Yeah, I mean, they were

 15  slower on some things and okay on others.  I think

 16  you'll find that, for example, on the cracked

 17  wheels issue, it took them a long time to -- to get

 18  that done.  So they were very slow there in terms

 19  of that retrofit.  So I think on the retrofit side

 20  of business, they were slow.  I think that improved

 21  significantly over the last few months, but they

 22  were quite slow there.

 23              KATE MCGRANN:  With respect to the

 24  cracked wheels, do you know why they were slow to

 25  respond?  Do you know what contributed to that?
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 01              MARIO GUERRA:  Again, I'd have to --

 02  from my experience, I think work force availability

 03  was an issue, and they just had too many things

 04  going on at the same time.  There were too many

 05  retrofits.  I don't think things were scheduled as

 06  well as they should -- should have been and

 07  executed.

 08              KATE MCGRANN:  The scheduling that

 09  you're talking about, who was responsible for that?

 10              MARIO GUERRA:  Alstom.

 11              KATE MCGRANN:  And then the execution,

 12  did that also fall to Alstom?

 13              MARIO GUERRA:  Yes.

 14              KATE MCGRANN:  With respect to the

 15  retrofits more generally, what was the status of

 16  the retrofits that were required to the vehicles

 17  when you joined in June 2020?

 18              MARIO GUERRA:  Not good.  The list was

 19  very long.  It wasn't progressing as fast as it

 20  should be, and I think from my -- from our

 21  perspective and also obviously from the City's

 22  perspective as well.

 23              KATE MCGRANN:  With respect to the list

 24  of retrofits, were the list of retrofits to be done

 25  holdovers from issues identified prior to revenue
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 01  service?  Or were there new retrofits required as

 02  well?

 03              MARIO GUERRA:  Both.

 04              KATE MCGRANN:  Can you speak to how

 05  many retrofits were still outstanding from what had

 06  been identified prior to revenue service when you

 07  joined in 2020?

 08              MARIO GUERRA:  I couldn't speak to the

 09  numbers back then.  Sorry.

 10              KATE MCGRANN:  Do you know if they were

 11  behind in addressing the retrofits that were

 12  outstanding from prior revenue service when you

 13  joined in June 2020?

 14              MARIO GUERRA:  I would believe, yes,

 15  they were behind.

 16              KATE MCGRANN:  Do you know what factors

 17  caused them to be behind where they had planned to

 18  be or where it had been planned they would be with

 19  those retrofits?

 20              MARIO GUERRA:  I think the -- the sheer

 21  number of retrofits.  And, again, I point to maybe

 22  the lack of resources or work force or lack of

 23  planning, all those things, I think, would have

 24  contributed to it.  It's not uncommon to go to

 25  revenue service with -- I think they refer to it as
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 01  a punch list of issues still needing to be

 02  resolved.  It's not uncommon.  It happens.  But

 03  they certainly were not resolved in a timely

 04  fashion.  In fact, two and a half years in, and the

 05  list is still quite large.

 06              KATE MCGRANN:  You say it's not unusual

 07  to go into revenue service with a list of

 08  retrofits.  With respect to the number of retrofits

 09  that were required on this project, was the number

 10  of retrofits required heading into revenue service

 11  unusual in your experience?

 12              MARIO GUERRA:  It's hard to answer that

 13  question, because I'm -- my experience is in -- is

 14  in legacy type systems where you can afford to

 15  maybe -- because you have an existing fleet, you

 16  can afford to hold the vehicles back a little

 17  longer.  So it's hard for me to answer that

 18  question on a brand new system.

 19              KATE MCGRANN:  If you can't answer this

 20  question, just let me know, but was it the nature

 21  of the retrofits that were required heading into

 22  revenue service unusual in your experience?

 23              MARIO GUERRA:  Oh, I don't think so.

 24              KATE MCGRANN:  Nothing of any

 25  particular kind of seriousness or work required to
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 01  be addressed on that list cause you any --

 02              MARIO GUERRA:  Sorry, not -- not

 03  heading into revenue service.  What happened post

 04  revenue service, yeah, I can say there's a couple

 05  there where I'd say were a bit unusual.

 06              KATE MCGRANN:  Can you identify for me

 07  which ones were unusual, in your view?

 08              MARIO GUERRA:  I think -- yeah, I mean,

 09  the -- the ones that resulted from -- from

 10  workmanship were -- were unusual.  I think you

 11  can -- you know, incidents that happened as a

 12  result of something that are forming, but, you

 13  know, we had -- the second derailment is basically

 14  due to torques not -- bolts not being torqued.  So

 15  for me, that was unusual, because you don't -- you

 16  don't see that sort of thing.

 17              KATE MCGRANN:  Other than the second

 18  derailment, any other examples of retrofits

 19  required that were unusual in your view?

 20              MARIO GUERRA:  Retrofits?  No.  I mean,

 21  I wouldn't classify that as a retrofit, the

 22  torque -- bolts not being torqued.  That's --

 23  retrofit is typically due to the malfunctioning of

 24  some equipment, right?

 25              KATE MCGRANN:  Any other examples of
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 01  workmanship creating issues that were unusual in

 02  your view?

 03              MARIO GUERRA:  There's been a few.

 04  We've had handles fall off that weren't tightened

 05  up properly.  We recently had a -- a vehicle where

 06  the gearbox had no oil in it; as a result, seized

 07  on the line.  So there's been a few.

 08              KATE MCGRANN:  And what steps, to your

 09  knowledge, has Alstom taken to address those

 10  issues?

 11              MARIO GUERRA:  Well, they -- they

 12  increased -- or improved their quality control

 13  processes and their presence around QC.  And

 14  they've also updated their processes to ensure that

 15  they have checks and balances in place, that sort

 16  of thing.  It's been a real positive move over the

 17  last -- since the last derailment.  It's -- that's

 18  where they focussed all their attention.

 19              KATE MCGRANN:  And what involvement did

 20  RTM have in addressing those issues?  By "those

 21  issues," I mean the workmanship issues that you've

 22  identified.

 23              MARIO GUERRA:  We were front and centre

 24  with -- with them along with the City.  Like I

 25  said, you know, the -- the one workmanship issue
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 01  that is obviously the -- the bolts not being

 02  tightened on the gearbox were the causes of a major

 03  derailment.  After that, I think I alluded to

 04  earlier where it was a real collaborative effort

 05  between us, the City, their consultants, TRA,

 06  and -- and Alstom to ensure that they put the right

 07  quality control processes in place to ensure that

 08  doesn't happen again.

 09              KATE MCGRANN:  And I think that we've

 10  talked a bit about what that collaborative effort

 11  looks like, but could you just describe how that

 12  played out in terms of practice?

 13              MARIO GUERRA:  Sure.  I mean, we -- we

 14  met every day.  There was two streams that we were

 15  looking at that needed to be addressed.  The first

 16  stream was the infrastructure, and the other stream

 17  was the vehicle.

 18              On the infrastructure side, we needed

 19  to make a lot of repairs to the system because of

 20  the damage caused by the derailment.  So we would

 21  have -- we had daily meetings with all parties

 22  around that just to monitor progress, see if there

 23  was any issues.

 24              And on the vehicle side, much the same

 25  where we would meet -- on the vehicle side not
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 01  necessarily daily but probably -- I'm going to say

 02  at least three times a week to discuss progress and

 03  to discuss, you know, what the expectations were

 04  from the City through their consultants, TRA, in

 05  terms of what was acceptable before we could return

 06  the vehicles back to service.

 07              So there was a whole inspection regime

 08  that had to be developed and validated and

 09  approved.  We had -- we had to put together an

 10  extremely detailed return to service plan as well.

 11  So that all had to be documented, in some cases

 12  verified, and then communicated to the City in a

 13  timely manner before the City would allow us to

 14  begin -- begin putting vehicles into service.

 15              Now, we -- during that period, we were

 16  still doing work.  You know, because the system was

 17  shut down, we took the opportunity to do some work.

 18  But it was a long effort.  I have a binder here

 19  that's fairly thick, which is our return to service

 20  plan.  It's quite comprehensive.

 21              KATE MCGRANN:  Speaking to the

 22  reliability of the service that was available from

 23  the system and leaving aside the derailments for

 24  the minute, what in your view were the biggest more

 25  significant contributing factors to the reliability
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 01  issues that were seen on the system?

 02              MARIO GUERRA:  We had some issues with

 03  some equipments, auxiliary power equipment where we

 04  had -- we actually had some of these inductors --

 05  wouldn't say blowing up.  It's probably an

 06  exaggeration.  But -- so that was a problem.  That

 07  caused us a lot of delays.  In fact, that caused a

 08  huge delay on New Year's Eve.  I think it was in

 09  '19 into '20 at the U of Ottawa.  That -- that was

 10  a bad one.  We had a couple of those instances.  So

 11  that was hard.

 12              I think the wheels were one of the --

 13  the cracked wheels were one that caused us to

 14  actually come up real quickly with a work around or

 15  a -- a mitigation where we had to inspect the

 16  wheels just about every day.  So that caused quite

 17  an impact on us as well.  Doors were a problem for

 18  a while.  The reliability of the doors just wasn't

 19  there.  Which is typical of most systems; doors

 20  tend to be a lot of problems.

 21              Yeah, I mean, those are probably three

 22  systems that gave us quite a bit of problems early

 23  on.

 24              KATE MCGRANN:  The inductors, was it

 25  ultimately determined that was causing the issues
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 01  with those?

 02              MARIO GUERRA:  Yeah, they figured out

 03  what was causing it, and there have been

 04  mitigations put in place.  But the long-term fix

 05  hasn't been -- requires a redesign of that

 06  circuitry, so that's still pending.  But we --

 07  we got -- we've put if place mitigations so that --

 08  so that we don't have the same results anymore.

 09              And, really, we don't really see very

 10  many of those incidents anymore.

 11              KATE MCGRANN:  I missed what you said.

 12  The long-term fix requires -- and then I missed the

 13  part that came after that.

 14              MARIO GUERRA:  Change-through design of

 15  the circuitry.  So they're still working on that.

 16              MS. PEDDLE:  What are the mitigation

 17  efforts that were put in place?

 18              MARIO GUERRA:  So now I'll try not to

 19  get too technical.  But whereas the inductor may

 20  have blown up or for now, we have put steps in

 21  place to protect it, then maybe it will blow a fuse

 22  or circuit breaker instead, so we just have to

 23  reset the circuit breaker.  That sort of

 24  mitigation.

 25              MS. PEDDLE:  I thought I read on the
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 01  news article that it was a problem with dirt

 02  build-up.  Is that accurate at all?

 03              MARIO GUERRA:  I think we determined

 04  that it might have been a contributing factor

 05  because of the -- when you have the pantograph that

 06  rides along the OCS, there's always copper, like...

 07  So as a result of that, we also started --

 08  instituted an annual cleaning program on the roofs

 09  of the vehicles.  There were a number of steps

 10  taken to try and mitigate.  That was one.

 11              KATE MCGRANN:  Just to help visualise

 12  how this mitigation works, what's required in order

 13  to replace a blown fuse or reset a circuit breaker?

 14              MARIO GUERRA:  The -- the train comes

 15  in, go on the roof, and that's it.

 16              KATE MCGRANN:  Is that the kind of

 17  thing would be fixed by an Alstom technician who is

 18  riding along?

 19              MARIO GUERRA:  Yeah.  Yes.

 20              KATE MCGRANN:  And would a blown fuse

 21  or certain breaker that requires resetting stop the

 22  train; like, cause the train to stop on the line or

 23  otherwise impair its ability to complete its route?

 24              MARIO GUERRA:  It may depending on

 25  which -- on the circumstances.
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 01              KATE MCGRANN:  Can you speak about the

 02  work around and the mitigation efforts with respect

 03  to the cracked wheels?

 04              MARIO GUERRA:  Sure.  So it -- it

 05  sounds worse than it actually is.  It's just a

 06  hairline that was found.  So what was -- the work

 07  around was that the vehicles would be inspected

 08  every day prior to going to service, see if there

 09  was any cracks on the wheels.  It was quite an

 10  undertaking for a while until the wheels were

 11  changed out.

 12              KATE MCGRANN:  And have all the wheels

 13  been changed out at this point in time?

 14              MARIO GUERRA:  Currently, all except

 15  two vehicles, which -- the two vehicles were

 16  involved in the heavy derailments which still

 17  haven't been repaired.  But everything in service

 18  has been -- the wheels have all been addressed,

 19  yes.

 20              KATE MCGRANN:  And what did it take to

 21  obtain the replacement wheels and to put them in

 22  place?

 23              MARIO GUERRA:  It's quite an

 24  undertaking.  I mean, we have to -- we have to

 25  remove the bogies from the vehicle, and the wheels
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 01  get replaced.  It was quite an undertaking to be

 02  able to do that.

 03              KATE MCGRANN:  I believe that the

 04  bogies are under the vehicles.  Is that correct?

 05              MARIO GUERRA:  Yeah.  Yes.

 06              KATE MCGRANN:  So then do you have the

 07  lift the vehicles off the ground to --

 08              MARIO GUERRA:  Yeah.

 09              KATE MCGRANN:  -- get at them?

 10              MARIO GUERRA:  Correct.

 11              KATE MCGRANN:  Did you have the

 12  resources in order to effect the repairs at the MSF

 13  at the time that the wheels cracked?

 14              MARIO GUERRA:  Some of that work was

 15  done outside of the MSF in the other Alstom

 16  facility.

 17              KATE MCGRANN:  In terms of obtaining

 18  the replacement wheels, for people who don't have

 19  experience with an LRV system, there could be an

 20  understanding that you place an order and get

 21  replacement wheels within a week.  Can you help me

 22  understand what's involved in obtaining replacement

 23  wheels?

 24              MARIO GUERRA:  Well, there's quite a

 25  lead time on those.  And in terms of ordering them,
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 01  they come from Europe, so that adds a level of

 02  complexity.  And then Covid didn't help matters,

 03  you know, with the pipeline for all sorts of parts,

 04  not just the wheels.  So it's differently the

 05  sourcing of wheels had an impact on the ability to

 06  expedite the project.

 07              KATE MCGRANN:  Can you speak to the

 08  results of the inspections that were instituted to

 09  look for cracks in the wheels?  Was it an issue

 10  that you, in fact, found as a result of the

 11  inspections?

 12              MARIO GUERRA:  Sorry.  Can you try that

 13  again?  I just want to --

 14              KATE MCGRANN:  Yes.  I would happily

 15  try it again.  You instituted inspections looking

 16  for cracks in the wheels as an interim measure, I

 17  understand, until you're able to replace all the

 18  wheels.  During that time that the inspections were

 19  being conducted, did you find wheels that were

 20  cracked that impacted the ability to meet service

 21  requirements?

 22              MARIO GUERRA:  I believe we found a few

 23  more, couple more.  Two or three, I believe.

 24              KATE MCGRANN:  And at this point, my

 25  understanding is you said that all the vehicles in
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 01  service, that problem has been addressed?

 02              MARIO GUERRA:  Yes.

 03              KATE MCGRANN:  And the only vehicles

 04  that are awaiting replacement wheels are the two

 05  that are not currently in use?

 06              MARIO GUERRA:  That's correct.

 07              KATE MCGRANN:  You also mentioned

 08  issues with reliability of the doors.  Can you help

 09  us understand what those issues were and what

 10  contributed to them?

 11              MARIO GUERRA:  I mean, varying issues.

 12  It could be the door motors, it could be the

 13  circuitry around there, it could be a number of

 14  issues.  But essentially typically what happens is

 15  you get to the station, and the doors won't close

 16  for whatever malfunction.

 17              So they're required -- the doors have

 18  to be isolated to keep the people in service.  If

 19  the doors don't close, the vehicle won't move until

 20  it's isolated.  So that's typically what happens

 21  with doors.

 22              Sometimes it's the passengers that

 23  force the doors open and cause it to happen as

 24  well, so...

 25              KATE MCGRANN:  And what steps was RCM
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 01  or Alstom or others able to take to try to address

 02  those issues?

 03              MARIO GUERRA:  A few.  So there were

 04  modifications obviously done to try prevent that

 05  from happening in the first instance.  But we also

 06  worked closely with OC Transpo to ensure that their

 07  operators had the right information to be able to

 08  have them isolate the doors, which obviously would

 09  allow for the vehicles to be able to open a lot

 10  quicker than waiting for a technician.

 11              So we've worked very hard with OC

 12  Transpo to provide them operational tools to try to

 13  deal with incidents like that.

 14              KATE MCGRANN:  Just so I understand

 15  what isolating the doors actually involves, so the

 16  doors are stuck open.  What can a train operator do

 17  in order to address that?

 18              MARIO GUERRA:  There's a -- in some

 19  systems, there's a button, some systems, it's a

 20  handle, which allows you to manually close the

 21  doors, and then those doors are bypassed so that

 22  they don't affect the operation of the vehicle.

 23              KATE MCGRANN:  And the efforts made to

 24  arm the OC Transpo operators with tools and

 25  information so they can react in that way, how were
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 01  those efforts met by the City and OC Transpo?

 02              MARIO GUERRA:  They were very open to

 03  it.

 04              KATE MCGRANN:  The information and the

 05  tools required for the drivers to be able to

 06  identify that issue as something they can deal with

 07  and then isolate the doors so service can continue,

 08  is that the kind of information and skillset you

 09  would have expected the drivers to have from the

 10  outset of revenue service?

 11              MARIO GUERRA:  Some of it, but most of

 12  it, I think, is dependent on the kind of issues

 13  that you run into as the vehicles are in service.

 14  Right?  That kind of drives where you're at.

 15              One other thing -- sorry, one other

 16  thing I failed to mention is we took an Alstom

 17  supervisor, and they now have a desk downstairs

 18  here in the yard control room.  So they will also

 19  talk with the operators when an incident happens to

 20  try and help them, guide them in terms of what

 21  steps to do.  So we have done that as well, and

 22  that's helped out a lot as well.

 23              KATE MCGRANN:  The steps that were

 24  taken to help arm the operators with skills and

 25  tools to deal with door issues like this, is that
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 01  the kind of exercise that you would expect -- that

 02  would fall in as bedding-in period for people

 03  with --

 04              MARIO GUERRA:  Yeah, I think you would

 05  have learned some of that in that period, yes.  I

 06  mean, yeah, and the answer is yes.  Some of that

 07  would have been done during that period with the

 08  understanding that some incidents would have

 09  happened probably after the bedding-in period.  So

 10  it's a continuous loop of continuous learning,

 11  right?

 12              KATE MCGRANN:  Okay.

 13              MARIO GUERRA:  The de -- sorry, one

 14  more thing.  The debriefs helped as well that I

 15  spoke about earlier.

 16              KATE MCGRANN:  I understand that there

 17  have been some incidents in the maintenance

 18  facility.  And by "incidents," I mean a collision.

 19  Does that ring a bell for you?

 20              MARIO GUERRA:  There's been a couple,

 21  yes.  In the yard, yes.

 22              KATE MCGRANN:  Okay.  Can you describe

 23  those collisions to me?

 24              MARIO GUERRA:  Sure.  I mean, we

 25  have -- we have what's called a rail car mover,
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 01  which in essence connects up to the -- the trains

 02  so that we can move them around the yard.  So we

 03  had instants where the operator of a rail car mover

 04  is not -- thought he was going and was going in

 05  reverse and caused a collision in the yard.

 06              We've also had two derailments in the

 07  yard as well.

 08              KATE MCGRANN:  I'm going to speak about

 09  the collisions and the derailments separately just

 10  to keep them -- so we all know what we're talking

 11  about.

 12              With respect to collisions, did any of

 13  the collisions have any impact on the availability

 14  of vehicles for service or otherwise the service

 15  that the system was able to provide to the riders?

 16              MARIO GUERRA:  No, I -- collisions have

 17  been minor in nature, so I would say probably not.

 18              KATE MCGRANN:  And then with respect to

 19  the two derailments within the yards, can you

 20  describe for me one at a time what happened with

 21  that?

 22              MARIO GUERRA:  They were both very

 23  similar, happened in the same location.  Only

 24  there's a track that goes around.  The biggest

 25  difference was the first time, it was noticed very
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 01  quickly, so it didn't cause much damage.  The

 02  second time, the operator didn't notice it, and it

 03  caused quite a bit of damage in the yard.

 04              We did an investigation, and, you know,

 05  we found that the track needed to be lubricated in

 06  order to -- and we needed to go maybe a little

 07  slower around that turn.  And as a result of taking

 08  those actions as well as we -- we ended up putting

 09  operators on both ends of the train as well when

 10  there's certain moves made in the yard.  So all of

 11  that has resulted in no additional derailments.

 12              And, yes, one of those did cause an

 13  impact because the vehicle was damaged to the point

 14  where we couldn't use it for service anymore.

 15              KATE MCGRANN:  About when did that

 16  derailment take place?

 17              MARIO GUERRA:  Oh, my God.  I'm going

 18  to say about a year ago.  Sorry.

 19              KATE MCGRANN:  And how long were the

 20  impacts of that derailment felt on the service

 21  provided to the public?

 22              MARIO GUERRA:  We were one vehicle

 23  short, I would say, for a good six months.

 24              KATE MCGRANN:  Who drives the trains or

 25  moves them around in the maintenance yard?
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 01              MARIO GUERRA:  That's a good question.

 02  Technically, the yard is supposed to be fully

 03  automated.  Unfortunately, it's not yet.  It's

 04  something that -- that wasn't completed prior to

 05  revenue service.  So the work continues to try to

 06  get it automated.

 07              So as a result of the yard not being

 08  fully automated, Alstom has had to hire staff,

 09  employees.  We call them hostlers because they

 10  hostle the vehicles.  It's a railroad term.  So

 11  they're the ones that move the trains.

 12              KATE MCGRANN:  Do you know what caused

 13  the delay to the complete automation of the yard?

 14              MARIO GUERRA:  Caused the delay?

 15              KATE MCGRANN:  Yes.

 16              MARIO GUERRA:  I don't know.

 17              KATE MCGRANN:  Other than the

 18  requirement that hostlers be hired -- and how do

 19  you spell that?

 20              MARIO GUERRA:  H-O-S-T-L-E-R-S.

 21  Hostlers.

 22              KATE MCGRANN:  Okay.  Other than the

 23  requirement of hostlers be hired to move the trains

 24  around in the yard, have there been any other

 25  impacts on the ability to -- well, let me put it
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 01  this way.  Have there been any impacts on the

 02  ability to perform the maintenance required as a

 03  result of the fact that the yard's not fully

 04  automated yet?

 05              MARIO GUERRA:  The answer to that is

 06  yes.  I mean, it would be hard -- it's hard for me

 07  to sit here and give you specific examples, but

 08  obviously a fully automated yard allows you to move

 09  quick certify, safer, faster than one where you

 10  have to rely on someone to drive it.  So the

 11  impacts -- the answer to that is, yes, it has

 12  impacted our ability to offer service.

 13              KATE MCGRANN:  And is there currently a

 14  schedule towards full automation or an anticipated

 15  date for full automation?

 16              MARIO GUERRA:  Yeah, we're hopeful it

 17  can be done before the year end.

 18              KATE MCGRANN:  So fair to say that the

 19  incomplete automation of the maintenance facility

 20  was an outstanding issue or deficiency that has had

 21  some impact on the ability to perform maintenance

 22  work?

 23              MARIO GUERRA:  Yes.

 24              KATE MCGRANN:  Any other -- sorry, I

 25  think you said yes, and I shouldn't talk over you.
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 01              MARIO GUERRA:  I'm trying to -- I'm

 02  trying to play by the rules to wait for you to

 03  finish.

 04              So the answer to the question is yes,

 05  that's fair to say.

 06              KATE MCGRANN:  Okay.  Any other

 07  outstanding deficiencies that have had an impact on

 08  RTM or its subcontractor's abilities to complete

 09  their maintenance obligations?

 10              MARIO GUERRA:  There's been a couple.

 11  I guess there's also -- there was a secondary

 12  delivery track for service that is still not in

 13  service.  That would give us another option.  That

 14  has impacted or abilities as well.

 15              There was some shop equipment that was

 16  not ready to go on day one as well that had some

 17  revenue impact as well, so, yeah.  Those --

 18  those -- those two things.

 19              KATE MCGRANN:  Okay.  Anything else you

 20  can think of sitting here today?

 21              MARIO GUERRA:  Not of any great

 22  significance.  I mean, those two were somewhat

 23  significant.

 24              KATE MCGRANN:  Can you help me

 25  understand what the secondary delivery track --
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 01  what is it and what does it do?

 02              MARIO GUERRA:  So when we -- when we

 03  have vehicles going into revenue service, our job

 04  is to deliver them to a handover platform where

 05  the -- those -- a transfer operator takes over.

 06              With the advent of stage 2, there was a

 07  secondary delivery track built.  So if we had that

 08  secondary track, then we could move two vehicles or

 09  three vehicles in some cases up and have them ready

 10  to go and be able to deliver service, you know, in

 11  a more expedited fashion.  Not having that, you

 12  know, makes -- makes the delivery service at times

 13  tougher, not having that option.

 14              KATE MCGRANN:  You said with the advent

 15  of stage 2.  So was the secondary delivery track

 16  part of the work that was envisioned for stage 1?

 17  Or is that a late breaking addition?

 18              MARIO GUERRA:  That was the later

 19  addition when stage 2 was in sight.

 20              KATE MCGRANN:  Okay.  And then you

 21  mentioned there was some shop equipment that wasn't

 22  ready to go.  Can you be more specific about what

 23  wasn't there?

 24              MARIO GUERRA:  Some jacks to lift

 25  vehicles.
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 01              KATE MCGRANN:  Okay.  Anything else?

 02              MARIO GUERRA:  Probably a slough of

 03  little things, but it's hard for me to pinpoint.

 04              KATE MCGRANN:  Okay.  Who was to

 05  provide the jacks?

 06              MARIO GUERRA:  Oh, RTC.

 07              KATE MCGRANN:  Could you help me

 08  understand the impact of not having the jacks

 09  available on maintenance service?

 10              MARIO GUERRA:  It limits your ability

 11  to -- to perform work that requires the vehicles to

 12  be lifted.  When you have multiple locations,

 13  obviously, you can -- you can go get through work

 14  much faster as a result of it.

 15              KATE MCGRANN:  How many jacks were

 16  supposed to be available?

 17              MARIO GUERRA:  There was one set that

 18  wasn't available.

 19              KATE MCGRANN:  Sorry, but does one set

 20  consist of -- let me ask you this.  How many trains

 21  can one set of jacks lift at a single time?

 22              MARIO GUERRA:  One.

 23              KATE MCGRANN:  And how many sets of

 24  jacks were planned for in the maintenance facility?

 25              MARIO GUERRA:  Two.
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 01              KATE MCGRANN:  So half as many as you

 02  expected.

 03              MARIO GUERRA:  We only have one, yes.

 04              KATE MCGRANN:  Okay.  And is it still

 05  the case that there's only one?

 06              MARIO GUERRA:  No.

 07              KATE MCGRANN:  Okay.  When was the

 08  second set of jacks put in service?

 09              MARIO GUERRA:  Three, four months ago.

 10  We actually have three sets right now.  Alstrom

 11  brought in their own after the derailment to

 12  expedite things even further.

 13              KATE MCGRANN:  A couple questions about

 14  that.  Is the plan to continue on with three from

 15  this point onwards?

 16              MARIO GUERRA:  Just two.

 17              KATE MCGRANN:  When -- I'm assuming

 18  that the Alstom jacks will be the set that will be

 19  removed?  Yes?  Okay.

 20              Just because the court reporter can't

 21  record it if we're nodding and --

 22              MARIO GUERRA:  Sorry.

 23              KATE MCGRANN:  That's okay.

 24              MARIO GUERRA:  The answer is yes.

 25              KATE MCGRANN:  Okay.  And have you
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 01  noticed an impact in having two jacks on the

 02  ability to perform maintenance work required?

 03              MARIO GUERRA:  Absolutely.  It's paying

 04  huge dividends in terms of expediting work through

 05  the shop.

 06              KATE MCGRANN:  Are you able to help me

 07  understand why there was a delay in getting the

 08  second set of jacks in the maintenance facility?

 09              MARIO GUERRA:  I couldn't speak to

 10  that.

 11              MS. PEDDLE:  Did you have two jacks

 12  when you were dealing with the cracked wheel issue?

 13              MARIO GUERRA:  No.  But understand, as

 14  I said earlier, some of that work was done off

 15  site, right, in an Alstom facility.

 16              MS. PEDDLE:  Thank you.

 17              KATE MCGRANN:  And just to help us

 18  understand what that would look like, where was the

 19  Alstom facility that that work was --

 20              MARIO GUERRA:  One of their plants in

 21  Quebec, I believe.  I don't remember exactly where

 22  they have a plant.

 23              KATE MCGRANN:  The level of staffing at

 24  Alstom when you joined, we've spoken about that.

 25  Were you aware of the level of staffing at Alstom
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 01  before you joined, or is that something you learned

 02  about when you stepped into Mr. Jacob's role?

 03              MARIO GUERRA:  No, I was aware of it

 04  when on the board.

 05              KATE MCGRANN:  How were you aware of it

 06  as a member of the board?

 07              MARIO GUERRA:  It was an issue we

 08  escalated through the board to Alstom senior staff.

 09              KATE MCGRANN:  Were there any other

 10  issues arising from Alstom's maintenance work that

 11  came to your attention as a member of the board?

 12              MARIO GUERRA:  Yeah, I think there --

 13  as we talked about, their responsiveness to

 14  incidents on the line and their level of staffing

 15  as a result of it.  I think that was one.  I mean,

 16  their -- their -- the speed at which they were

 17  addressing the retrofits, we talked about wheels as

 18  an example of that, that was something, you know,

 19  that we were very concerned about as well.  So

 20  things of that nature.

 21              KATE MCGRANN:  And with respect to the

 22  levels of staffing, you said that was escalated to

 23  Alstom's senior management.  Is that right?

 24              MARIO GUERRA:  Yes.

 25              KATE MCGRANN:  And what was the result
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 01  of that escalation?

 02              MARIO GUERRA:  Initially, not -- not a

 03  good result.  There wasn't much done initially.  I

 04  think that with -- with time and, as I said, most

 05  recently, they really have stepped up.

 06              KATE MCGRANN:  Okay.  With respect to

 07  the speed of Alstom's work to address the

 08  retrofits, were any steps taken to address that at

 09  the board level when you were a member of the

 10  board?

 11              MARIO GUERRA:  Yeah, the board would

 12  meet with senior staff at Alstom.

 13              KATE MCGRANN:  What was the result of

 14  those efforts?

 15              MARIO GUERRA:  So it -- I have to add

 16  some context to that question.  There's actually

 17  two separate contracts with Alstom.  There's the

 18  maintenance contract that we have, RTM, and then

 19  there's the supply contract, which is the -- that's

 20  through OLRTC.

 21              So, in fact, the retrofits fall on the

 22  supply side of the -- so we wouldn't have been able

 23  to have much impact.  We certainly voiced our

 24  concerns from a service perspective.  It would have

 25  been OLRTC that would have had to meet with Alstom
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 01  in -- in that particular matter.

 02              KATE MCGRANN:  With respect to -- I'm

 03  going to describe this as a crossover issue.  I'll

 04  tell you why, and then you can tell me if you agree

 05  with that characterisation or not.  But this is an

 06  issue that, I think, presented itself during the

 07  construction phase, engages the arm of Alstom that

 08  was working on construction, but it's having an

 09  impact on the maintenance phase.  Is that fair?

 10              MARIO GUERRA:  Yes.

 11              KATE MCGRANN:  So with respect to a

 12  crossover issue like that, what kind of cooperation

 13  or collaboration is available to RCI vis-Ã -vie its

 14  relationship with OLRTC?  How can RTM work with

 15  OLRTC to address the crossover issue?

 16              MARIO GUERRA:  We have interface

 17  agreements and we have the interface meetings.  And

 18  those issues are -- we're also at the end of the

 19  day in the same companies.  You know, SNC, SNC,

 20  EllisDon and -- so there's a relationship there as

 21  well.  So we would use, obviously, any internal --

 22  internal levers we can use to get that.  So, you

 23  know -- so that was definitely used.

 24              Most recently, however, as I said -- as

 25  I indicated earlier, the meetings that we currently
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 01  hold every day, OLRTC and Alstom supply are present

 02  at those meetings as well so that we can have

 03  issues discussed amongst all the parties.  And that

 04  started with our return to service initiatives.

 05              So, again, we weren't in those silos

 06  anymore.  Now everybody's at the meetings, and

 07  issues are discussed.  And I believe it's been a

 08  very -- a very good way to -- to -- to sort of

 09  address issues and make sure everybody's on the

 10  same page.

 11              KATE MCGRANN:  Okay.  With respect to

 12  the -- let's see if I can read my own handwriting.

 13  With respect to the speed at which Alstom was

 14  addressing the retrofits and the issues that arose

 15  there, how effective was the interface agreement

 16  between RCM and OLRTC in resolving this issue or

 17  seeking to resolve it?

 18              MARIO GUERRA:  In that particular

 19  instance, the interface agreement itself wasn't

 20  from the perspective of -- because we would -- we

 21  would simply ask for OLRTC to intervene because

 22  what you called the crossover event that would --

 23  would ultimately impact our ability the delivery

 24  service, right?  So...

 25              And that lead to a lot of issues around
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 01  the penalties and assessing penalties and who was

 02  responsible and all that wonderful contractual

 03  stuff that's still ongoing today.

 04              KATE MCGRANN:  Okay.  So when you're

 05  talked about penalties and assessing penalties, are

 06  you speaking about the penalties that the City can

 07  levy against RTM?

 08              MARIO GUERRA:  Yes.  Especially

 09  because -- it's complicated, because you're in a

 10  warranty period as well.  So there's, you know --

 11  you know, you get assessed -- let me play it for

 12  you once through.

 13              So RTG gets assessed penalties by the

 14  City for various APRs or non performance, whatever

 15  it is.  RTG would flow those deductions down to

 16  RTM.  If it's within Alstom's scope, then those

 17  deductions get flowed down to Alstom.  Alstom

 18  then -- Alstom maintenance.  To Alstom maintenance.

 19  You know, and then they claim that's due to defect

 20  or warranty, and so it comes back up through us to

 21  RTC to Alstom supply.  It's kind of a -- that's how

 22  it would work.

 23              KATE MCGRANN:  Okay.  So when you say

 24  it's complicated by the fact that it's in the

 25  warranty period, does the complication flow from
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 01  the number of parties that who are engaged from

 02  that --

 03              MARIO GUERRA:  From that and also

 04  assigning responsibility, because it's -- it's --

 05  you know, it's -- the -- the maintainer will state

 06  that it's CC defect, and the constructor or

 07  supplier will say it's due to poor maintenance.  So

 08  there's always a little bit of friction there.

 09              KATE MCGRANN:  Okay.  And just so that

 10  someone who is reading this transcript will know

 11  who you're talking about, the maintainer is RTM,

 12  right?  And they would be saying it's a CC defect;

 13  the CC is OLRTC?

 14              MARIO GUERRA:  Yes, and their subs

 15  would be Alstom maintenance and Alstom supply.

 16              KATE MCGRANN:  That exercise in

 17  determining responsibility for an issue like this,

 18  has that exercise any impact on RTM's ability to

 19  perform its maintenance obligations under the

 20  project agreement?

 21              MARIO GUERRA:  Again, it's hard to make

 22  a direct link, but certainly it has had an impact

 23  from the perspective of the -- we -- we are

 24  assessed the penalties.  And in turn, so is Alstom

 25  maintenance in a first instance.  So from that
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 01  perspective, you know, the fact that you're not

 02  being paid is not a good motivator.

 03              So it's hard to make a direct link.

 04  But I would say indirectly, probably somewhat.

 05              KATE MCGRANN:  So we talked about the

 06  retrofits as a crossover issue in that it was an

 07  issue that came up during the construction period,

 08  engages people working on the construction side of

 09  things, but has an impact on the maintenance

 10  service.

 11              Any other crossover issues like that

 12  beyond the train retrofits?

 13              MARIO GUERRA:  Well, we have

 14  facility -- facility retrofits as well, like,

 15  infrastructural retrofits that still needed to --

 16  to get done.  There's a bunch of items on the --

 17  the list there as well.

 18              KATE MCGRANN:  Could you describe them

 19  by general category to help me understand what that

 20  list looks like?

 21              MARIO GUERRA:  More on the facility

 22  side.  Like, for example, the heat tracing on -- on

 23  some of the stations wasn't working, so that

 24  resulted in us having to hire people to clean snow,

 25  an example.  There was some retrofits needed to be
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 01  done on the overhead wire that we needed to shut

 02  down to be able to do it.  Just general things

 03  like, you know, failures in -- on the system

 04  that -- that happened that we addressed that

 05  impacted us and caused the City to apply KPIs to us

 06  all during that warranty period.

 07              KATE MCGRANN:  The focus of the

 08  Commission is on breakdowns and derailments on the

 09  system.  To the extent that you can answer this

 10  question, were any of the facility retrofits that

 11  were required -- did they have any impact, do you

 12  think, or any contribution to the breakdowns or

 13  derailments either directly or indirectly as a

 14  result of the attention of staff required in other

 15  places, things like that?

 16              MARIO GUERRA:  Oh, I would say no.

 17              KATE MCGRANN:  So we were talking about

 18  issues that were either elevated to the RTM board

 19  or that you became aware of as a result of your

 20  position on the board regarding maintenance work

 21  being done.  And we talked about issues with

 22  Alstom's work and some -- I believe some --

 23  anything that you haven't mentioned already that

 24  you became aware of as a result of your position on

 25  the board with respect to RTM's ability to perform
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 01  its maintenance obligations?

 02              MARIO GUERRA:  I can't think of

 03  anything additional.

 04              KATE MCGRANN:  Beyond what you've

 05  identified to us and we've discussed so far, are

 06  there any other obstacles to RCM performing its

 07  maintenance obligation under the project agreement?

 08              MARIO GUERRA:  None that I can think

 09  of.

 10              KATE MCGRANN:  I don't think we've

 11  covered this, but I am sure that your counsel will

 12  let me know if we have.  Can you describe what the

 13  working relationship was like with Alstom when you

 14  first joined?

 15              MARIO GUERRA:  When I --

 16              KATE MCGRANN:  When I say "when you

 17  first joined," that wasn't very clear.  When you

 18  first joined as acting CEO and general manager of

 19  RCM.

 20              MARIO GUERRA:  Somewhat contentious.

 21              KATE MCGRANN:  And what do you mean by

 22  that?

 23              MARIO GUERRA:  You know, there was -- I

 24  didn't believe that they were acting as they should

 25  or reacting as they should when issues would come
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 01  up, so that would result in some rather contentious

 02  discussions at times.  They lacked what I call the

 03  sense of urgency around issues at the time.  That

 04  was my thought.

 05              KATE MCGRANN:  When you say they

 06  weren't acting as you thought they should, what do

 07  you mean by that?

 08              MARIO GUERRA:  I mean, my experience --

 09  I've been around, like I said, for a long time.

 10  When -- when issues arise, you could feel a buzz in

 11  the workplace.  People are running around, they're

 12  doing things.  There's that sense of urgency

 13  around -- I didn't -- that just wasn't happening

 14  with Alstom.  You would -- I'll give you an

 15  example.  You know, I would come in, you know, and

 16  check service, and we would be one train short for

 17  service, as an example.  So I would walk down to

 18  the Alstom offices, and lights are out, nobody's

 19  home.  You know, and it was just -- they lack that

 20  understanding, the sense of urgency of what it took

 21  to -- to deliver revenue service.  I didn't fee

 22  they had -- they had that.

 23              So because of that, you know, there was

 24  a lot of frustration and -- and at time times

 25  contentious discussions to -- to make them
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 01  understand the seriousness of that.

 02              KATE MCGRANN:  I want to asked you to

 03  describe what you meant by somewhat contentious.

 04  You said three things.  They're not acting as they

 05  should, they weren't reacting as they should, and

 06  they lacked a sense of urgency.  Are you describing

 07  the same kind of thing in three different ways when

 08  you say that?  Or is there more to not reacting as

 09  they should than you've already described?

 10              MARIO GUERRA:  No.  I mean, so we

 11  alluded to support on the line.  They obviously

 12  didn't see a need for that.  So they didn't act as

 13  I think you should in this type of industry.  You

 14  know, they're -- I don't know that they -- the lack

 15  of sense of urgency obviously stands by itself.

 16              And I don't know that -- that the staff

 17  understood the seriousness of a P3 project and --

 18  and -- and what that looks like if you don't

 19  deliver and the penalties and the pay points

 20  associated with that.

 21              I had the sense that they didn't fully

 22  understand what that meant.  The fact that if

 23  you're short for service, there are some serious

 24  penalties that will be levied against you above and

 25  beyond the reputation of not being able to deliver
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 01  service.  I don't think they understood that.

 02              KATE MCGRANN:  Well, what was it that

 03  led to your view that maybe they didn't understand

 04  the seriousness of not providing the service

 05  required?

 06              MARIO GUERRA:  The fact that they

 07  didn't pay and react the way that I think they

 08  should have whenever we had any of these instances.

 09  They were very at times lackadaisical in their

 10  approach to -- to the situation, usually around

 11  revenue service, delivery of revenue service.

 12              Small things at the time.  Something

 13  like, you know, when you're delivering service, I

 14  indicated earlier how we hand the trains over, it's

 15  common practice to have a technician present in

 16  case you have any issues in the morning.  Right?

 17  Those kinds of little things they just didn't

 18  understand the need for it and had to kind of

 19  impress on them the need to do such things.  We've

 20  come a long way.  We've come a long way.

 21              KATE MCGRANN:  Using the example you

 22  just provided of having a technician present at

 23  handover of a vehicle from maintenance to revenue

 24  service, I take it that you took steps to explain

 25  the importance of that step in the work that was
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 01  being done?

 02              MARIO GUERRA:  Yes.

 03              KATE MCGRANN:  And once you had

 04  explained to them the importance -- and by "them,"

 05  I mean Alstom.  Once you explained to Alstom the

 06  importance of that step, what was their reaction?

 07  What was their response?

 08              MARIO GUERRA:  I mean, it took a while,

 09  but eventually they got there, and they put

 10  somebody out there.  But, again it wasn't very

 11  consistent and it wasn't monitored.  So, you know,

 12  there were times where, you know, there wouldn't --

 13  there just simply wasn't anybody there whether

 14  because of short staffed or the person just didn't

 15  go there.

 16              They -- they made the effort to

 17  allocate the resource, but initially they lacked

 18  the effort to ensure that it was happening on a

 19  consistent basis.  And eventually -- you know,

 20  eventually, it came around.

 21              KATE MCGRANN:  Do you know what caused

 22  or contributed to them coming around on the

 23  management and oversight piece that you just

 24  identified?

 25              MARIO GUERRA:  Honestly?  Me beating
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 01  the crap out of them every day.

 02              KATE MCGRANN:  I'm sorry.  Could you

 03  say that again?

 04              MARIO GUERRA:  My tenacity around

 05  reminding them of what should be done.  I'll say

 06  that a little differently.

 07              KATE MCGRANN:  And did you have the

 08  sense that the approach that you took to reminding

 09  Alstom of what needed to be done was different than

 10  the approach taken by your predecessor?

 11              MARIO GUERRA:  Yeah.  To be fair to

 12  Claude, I have much more experience in -- in -- in

 13  transit than he ever did.  So, you know, just to be

 14  fair to him, I don't think he had that -- that

 15  level of experience.

 16              KATE MCGRANN:  Other than engaging with

 17  your tenacious nature to help Alstom understand

 18  what needed to be done, any other steps that you

 19  took to change the approach that RTM was taking to

 20  maintenance when you took over from Mr. Jacob?

 21              MARIO GUERRA:  Yeah, I think eventually

 22  we moved more into a mentoring type relationship

 23  with them and some of the people that we have here

 24  as a different approach to try and get them there.

 25  And they did -- they did make some changes to
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 01  their -- to their leadership here eventually and

 02  brought in some people that were a lot more

 03  experienced.  And I -- and that helped a lot as

 04  well, because they understood these things a lot

 05  better.

 06              So I think that the mentoring aspect of

 07  it and the -- they fact that they brought some

 08  people in eventually, I think we -- it got us to

 09  the point where we are today, which is, you know, a

 10  lot further ahead.  These things now are second

 11  nature.  They're no longer an issue for us.

 12              KATE MCGRANN:  The mentoring, I won't

 13  ask you to go into granular detail, but can you

 14  give me a sense of, first of all, when that

 15  started?

 16              MARIO GUERRA:  I would say probably a

 17  few months after I -- I came into this role, we

 18  started taking that approach.  Not only with me but

 19  my staff as well, to -- to try and talk to them,

 20  try and explain why it's important to do some

 21  things certain ways and whatnot.  Yeah.

 22              KATE MCGRANN:  And what was the initial

 23  reaction to your efforts to implement some

 24  mentoring in the workplace?

 25              MARIO GUERRA:  I think for the most
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 01  part, most of the staff were accepting of it.  They

 02  understood that we were all -- I think the end of

 03  the day, the goals were the same.  It's just how we

 04  got that there that we needed to -- to kind of

 05  figure out to do it better.

 06              KATE MCGRANN:  Were there any

 07  particular areas that you felt were calling out for

 08  mentorship or that really benefitted from the

 09  mentorship that you implemented?

 10              MARIO GUERRA:  I would say delivery of

 11  service was one aspect that -- where we worked

 12  really hard with Alstom to improve.

 13              KATE MCGRANN:  And what kind of things

 14  did you work on specifically to try to improve the

 15  delivery of service they were providing?

 16              MARIO GUERRA:  We talked about having a

 17  technician there, about having -- making sure that

 18  the -- the supervisors, you know, start planning

 19  for -- for revenue service a lot earlier, for

 20  example.  You really -- in this type of industry,

 21  you start planning for morning service the day

 22  before.  You have to start forecasting and

 23  planning.  So, you know, providing those tools,

 24  working more closely with them around planning and

 25  executing, those types of things.
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 01              KATE MCGRANN:  And anything else that

 02  you think that mentoring -- any other areas that

 03  you think that mentoring addressed that weren't

 04  receiving the right or enough attention before you

 05  started doing that work?

 06              MARIO GUERRA:  No.  I mean, it was a --

 07  I mean, it was a constant -- you know, there was a

 08  lot of discussions and whatnot, so it was pretty

 09  consistent on both sides.  But I can't think of

 10  anything else specifically.

 11              KATE MCGRANN:  And then you mentioned

 12  that Alstom brought in some people who were more

 13  experienced.  More experienced in what?

 14              MARIO GUERRA:  So we noticed a big --

 15  when Alstom and Bombardier merged -- I'll say

 16  "merged," because I don't know who bought who.  I

 17  guess Alstom bought them, because they're called

 18  Alstom.  So then Bombardier had a much more evolved

 19  services business in North America that they can

 20  tap into.  So you noticed a big difference.  They

 21  started bringing some of the Bombardier legacy

 22  people into the operation here.  And then you

 23  noticed a big difference in terms of the skillset

 24  and the understanding of the type of business of

 25  these people.  Until today.  The people they have
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 01  here now understand the business quite well.

 02              KATE MCGRANN:  Okay.  So the extent you

 03  can, can you describe to me what roles the more

 04  experienced legacy Bombardier employees came in to

 05  fill at Alstom?

 06              MARIO GUERRA:  The general managers.

 07  Like, I see the -- the quality control people, the

 08  amount of industrial engineering staff that came

 09  here.  So a lot of those top level people are --

 10  are pretty much legacy Bombardier people.

 11              KATE MCGRANN:  Okay.  What did the

 12  staff at RTM look like when you joined as acting

 13  CEO and general manager?

 14              MARIO GUERRA:  What do you mean by

 15  looked like?

 16              KATE MCGRANN:  I mean how many people

 17  were there, and what roles did they fill?

 18              MARIO GUERRA:  Let me think.  I think

 19  there was about -- about 30-odd people at the time.

 20  We're probably at 40-some odd people now.  We've

 21  gone through some -- some major reorganisation over

 22  the last couple of years.  I mean, I reorged

 23  initially to allow us to -- to focus on the -- on

 24  the issues that were arising as a result of the --

 25  of the -- of the, you know, reliability problems
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 01  that we were having during the initial phase.  I

 02  brought in some new people as well in some more

 03  senior roles.  So that was done, I think, maybe six

 04  months after I took over.

 05              And then more recently over the last

 06  three or four months, I reorged again, as I think I

 07  indicated earlier, to focus more on oversight and

 08  management of the work, essentially split the

 09  organisations into two.  One is to provide

 10  oversight, one that provides the management.  And

 11  then I have the support functions -- HR, legal and

 12  whatnot that report to -- change the reporting

 13  structure a slight bit as well.  So, you know,

 14  we're constantly looking at better ways to -- and

 15  we increased that, obviously, as well.

 16              KATE MCGRANN:  What reorg -- let me

 17  start again.  The reorganisation that you did

 18  approximately six months after you joined to focus

 19  on the reliability issues, what changes did you

 20  make, and how did they affect RTM's ability to

 21  address the issues?

 22              MARIO GUERRA:  So we replaced

 23  Claude Jacob, obviously, as a change.  There was a

 24  couple of key positions here as well on the

 25  maintenance director side that I replaced as well.
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 01  Again, we hired a couple people as well.  We --

 02  we've hired a vehicle specialist, so on vehicles to

 03  better work and track reliability and provide some

 04  oversight on issues so that we can be better

 05  informed.  So initially those types of things.

 06  Changed some reporting relationships as well.

 07              KATE MCGRANN:  The directors that you

 08  replaced, what were you hoping to accomplish with

 09  the people that you brought in?

 10              MARIO GUERRA:  Some of it was just we

 11  needed a change.  We needed a new voice in the

 12  room.  Some of it was bringing in people that were

 13  more technically sound, new more technically.  So a

 14  little bit of both.  Some for some, it was a change

 15  and some of it was -- was bringing in people that

 16  had more technical skills.

 17              KATE MCGRANN:  And similar question to

 18  changes that you made to the reporting

 19  relationships, what were you hoping to accomplish

 20  with those changes?

 21              MARIO GUERRA:  Just trying to

 22  streamline things as best as I can and delegate

 23  more to the next level of management down rather

 24  than having a lot of reports directly to -- to my

 25  position.
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 01              At times, you know, I mean, people --

 02  leaders work definitely, but I needed to empower

 03  them to make decisions and -- and to do things, so

 04  I -- I adjusted the reporting relationships to

 05  ensure that that -- that that happened.

 06              KATE MCGRANN:  And with the changes

 07  that you made to the reporting relationships to

 08  streamline and to empower people to make decisions,

 09  were those changes successful?

 10              MARIO GUERRA:  I would say yes.  For

 11  the most part, yes.

 12              KATE MCGRANN:  And how would you

 13  measure that success?  How did you see it play out?

 14              MARIO GUERRA:  I think the flow of

 15  information was much better.  There wasn't -- there

 16  was less duplication of effort on -- on certain

 17  things.  There was much more -- there was much more

 18  clarity around who was responsible for what.  All

 19  those things.

 20              KATE MCGRANN:  And the changes that you

 21  made to the directors, were those changes

 22  successful?  Did you accomplish what you wanted to?

 23              MARIO GUERRA:  Yes.  They're still

 24  here.

 25              KATE MCGRANN:  I was going to ask you
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 01  how you measured that success.  The continued

 02  presence is one way.

 03              MARIO GUERRA:  Well, that's one way,

 04  but, you know, they've adjusted as well as the

 05  business needs.  And, you know, as I've said,

 06  recently, we have gone through another reorg three,

 07  four months ago.  So I would say yes, they were

 08  successful.  And we also let a few people go over

 09  time as well.

 10              KATE MCGRANN:  To help me understand

 11  the reorg that was done more recently, you said

 12  that you've created two -- I will say this, and you

 13  tell me if you've got it right.  It sounds like

 14  you've got two groups working now.  One focussed on

 15  oversight and one focussed on management.  Is that

 16  accurate?

 17              MARIO GUERRA:  That's accurate.

 18              KATE MCGRANN:  Okay.  To somebody who

 19  thinks that oversight and management sound like the

 20  same thing, can you help me understand the

 21  difference between --

 22              MARIO GUERRA:  Sure.

 23              KATE MCGRANN:  -- the work being done

 24  by the two groups?

 25              MARIO GUERRA:  Sure, I can do that.  So
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 01  the -- it's important that -- that the two are

 02  separate in my mind and a lot of organisations that

 03  I'm in.  So the management group is essentially --

 04  the maintenance manager's sole responsibility is

 05  to, (a), ensure that the work that is being

 06  scheduled is being executed on and reporting back

 07  on that.  They're there to deal with issues,

 08  whether that be employee issues, subcontractors,

 09  whatever that may be.  And in essence, during the

 10  weekends, off shifts, whatever, they are in charge

 11  of the operation.  And they have been delegated

 12  certain powers.  And on other things, obviously

 13  they would have to call their supervisors.

 14              But they're there to make sure that the

 15  work being done is being done properly, it's being

 16  done safely on an ongoing basis with any basis.

 17  That's what they do.

 18              The oversight group, they're there to

 19  provide oversight to ensure that the work is

 20  generally being done in a timely manner and in a

 21  proper manner.  So they will -- I don't know if the

 22  word "audit" is correct, but let's go with that.

 23  So they will go down and do an audit on a

 24  particular activity, and they will ensure that the

 25  employee -- that the -- that the work is being done
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 01  in a timely manner in accordance with the

 02  specifications, in accordance with the work methods

 03  statements.  Is the employee wearing all their PPE?

 04  Is the employee working safely?  All that.  So that

 05  all gets documented on the table.

 06              They will show up unexpected just to

 07  make sure that people are there, doing what they're

 08  supposed to be doing.

 09              So it's more -- that particular aspect

 10  is meant to correct and identify anything that is

 11  not being done in accordance with the requirements,

 12  whether that's behavioural or technical.  That's

 13  the purpose of the oversight.

 14              KATE MCGRANN:  Okay.  And one question

 15  about the work that the management group is doing.

 16  You said that they're there to ensure that the work

 17  that is scheduled to be done is done.  Work by who?

 18              MARIO GUERRA:  I have -- by RPM staff,

 19  by Alstom, by our cleaning staff, by our other

 20  maintenance staff.  They will show up at a station

 21  at night, make sure that the cleaners are there,

 22  that the cleanliness of the station is -- is good.

 23  They're there in charge of that shift and

 24  everything that's going on in that shift.

 25              KATE MCGRANN:  And same question as
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 01  with respect to the first reorg you did.  Have

 02  these changes that have been in place for three to

 03  four months -- so far, are you seeing the

 04  management group accomplishing what you were hoping

 05  to accomplish?

 06              MARIO GUERRA:  Yes.  Unfortunately, I

 07  have a couple vacancies now, but yes.  So

 08  they're not -- they're out there.  They're having

 09  an impact, because we're already seeing some

 10  behaviours being corrected.

 11              Because they're now reporting

 12  continuously every morning, I come in, I have a

 13  report, and it's a detailed report on everything

 14  that's happened in the past 24 hours.

 15              So I'm able to take that, and if it's

 16  an Alstom issue, I'm able to go to Alstrom and say,

 17  Hey, this is what we saw last night.  What

 18  happened?  Well, you know, guy called in sick.  We

 19  rescheduled the work for today.  Okay.  Let's make

 20  sure that, you know, we're adequately staffed.

 21              If there are any safety incidents, I

 22  can deal with my safety person and make sure that

 23  she's investigating properly.

 24              Just it arms you with the information

 25  that you need on the activities that are going to
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 01  on so that you can, in some cases, ensure there's

 02  further actions taken or hold people accountable at

 03  the end of the day, make sure that things get done

 04  in the future.

 05              KATE MCGRANN:  Okay.  And with respect

 06  to the oversight group, are they accomplishing what

 07  you were hoping that group would accomplish?

 08              MARIO GUERRA:  Yeah, that -- they're

 09  not 100 percent yet, because we're still

 10  developing -- we just hired a couple people.  We're

 11  still developing the -- the -- the methods and

 12  the -- the actual forms that we used to -- to -- to

 13  provide oversight.  But on the -- on the couple of

 14  areas that we're doing it, yes, we noticed that

 15  it's paid dividends in terms of having that

 16  feedback loop.

 17              At the end of the day, we're trying to

 18  contract behaviours.  It's not an I gotcha moment

 19  or anything like that.  And we've already seen that

 20  in certain areas.

 21              KATE MCGRANN:  We've spoken as a result

 22  of other areas that we have been discussing about

 23  the derailments.  But I just want to address them

 24  as a stand-alone topic.  With respect to the first

 25  derailment, can you just talk to me about the
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 01  approach that was taken to respond to that?

 02              MARIO GUERRA:  Well, our response

 03  was -- was immediate.  We were on site fairly

 04  quickly.  You know, there's an initial assessment

 05  that's done in -- in terms of what happened, what

 06  may have caused it to happen.

 07              And, you know, there was a lot of

 08  discussion with Alstom engineering at the time in

 09  terms of what might have happened.

 10              And then at some point during the

 11  night, you know, in my discussions with Alstom

 12  engineering, we decide that because there was no

 13  certainty around the cause, we were going to ground

 14  the fleet.  We were not going to -- we were not

 15  going to provide service the next morning, because

 16  there was too much uncertainty around what had

 17  happened and -- and what needed to be done.  So --

 18  so at that point, the decision's made by us in

 19  consultation with Alstom that we ground the fleet.

 20              So at that point, probably around 3,

 21  3:30 in the morning, I would say, I contact the

 22  City, and I let them know that we will not be

 23  providing service in the morning so that they're

 24  able to -- to get bus service ready to go.  So

 25  that's...
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 01              Then after -- after that decision is

 02  made, then the focus turns to the retrieval of the

 03  vehicle and try get it back to the MSF so a

 04  proper -- so we can evaluate what actually happened

 05  and put steps in place to mitigate.  So -- so that

 06  took quite a while.  There's quite a bit of...

 07              In essence, the vehicle fell off the

 08  vehicle, right?  In essence.  So we had to figure

 09  out how to do it.  It takes us -- takes us almost a

 10  full day to get the vehicle back in line.

 11              And then the process starts.  You know,

 12  TSB is involved, obviously, at that point as well,

 13  the City is involved, there's safety people

 14  involved.  So try determine the root cause and what

 15  needed to be done.

 16              KATE MCGRANN:  How would you describe

 17  the relationship between RCG, RTM, Alstom, and the

 18  City as it played out in response to the first

 19  derailment?  Was it a good collaboration?  Was

 20  there good communication?  Was there cooperation as

 21  required?

 22              MARIO GUERRA:  I think in the first

 23  one, there is.  I mean, we -- we -- the City is in

 24  full agreement with us to ground the fleet.  I

 25  think everybody was on the same page.  So I think
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 01  from that perspective, everybody's mentality is

 02  safety first above all else.  So let's take the

 03  time to evaluate and make sure, you know, we know

 04  what the situation is before we put vehicles back

 05  in service.

 06              KATE MCGRANN:  And with respect to

 07  steps that were taken to address potential route

 08  cause -- I'm trying to think how to describe this.

 09  What steps were taken to account for the derailment

 10  when service resumed?

 11              MARIO GUERRA:  Okay.  So once --

 12  once -- once we figure out what happened, then --

 13  then the focus is on mitigation.  And mitigation in

 14  these instances typically is in two stages.

 15  There's the immediate mitigation to try to keep

 16  service going, and then there's the long-term fix,

 17  long-term mitigation.

 18              So it was determined -- Alstom

 19  engineering determined that it was the axle bearing

 20  that failed.  There was a nut in there that

 21  actually came loose.  So engineering comes up with

 22  a way to test the cars to see if there was

 23  likelihood of that happening on another car.

 24              Essentially we lift the cars and see if

 25  there's -- if there's play.  And if we see a
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 01  certain level of play -- we're talking about less

 02  than a millimetre here.  It's very minute.  So we

 03  develop -- in consultation with Alstom, they

 04  developed this test.

 05              And obviously that is communicated with

 06  the City.  And then in consultation with RPM, the

 07  City, Alstom, OLRTC, you know, we agreed that the

 08  test is a sound one, and all the vehicles get

 09  tested initially before going into service.  And

 10  then the test is happening -- and still happening

 11  today.  Every 7,500 kilometres, we do a test on the

 12  vehicles.

 13              The long-term fix is still not in

 14  place.  There's still -- actually, we expect to

 15  hear something within the next few weeks as to

 16  what -- what that looks like and what -- what the

 17  long-term fix is going to look like.  Until that

 18  long-term fix is in place, we will continue to

 19  inspect the vehicles every 7,500 kilometres.

 20              And we have found vehicles that have

 21  failed the specification.  So in those instances,

 22  the vehicles are taken out of service, and the --

 23  the axle bearing is -- is replaced with a brand new

 24  one before it goes back into service.

 25              KATE MCGRANN:  Okay.  And then with
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 01  respect to the second derailment, can you walk me

 02  through the same sort of sequence of events?  So

 03  initial response, short-term mitigation, long-term

 04  mitigation to the extent that that applies?

 05              MARIO GUERRA:  Yeah, so that one is

 06  slightly different, because initially we're not

 07  given access to the scene, because the police is on

 08  scene -- on site.  There was a report somebody

 09  threw something, so police takes over.  Immediate

 10  there, we cannot access the site to evaluate what's

 11  going on.

 12              Eventually, the police allows one

 13  representative, I think, from each group -- Alstom

 14  and RTM -- to go down and have an initial look.

 15  And -- and we do.  And then it's while, and TSB

 16  kind of takes over as well.  So they don't really

 17  allow us to do anything in terms of try and -- we

 18  weren't -- obviously the same as the first

 19  instance, we want to evaluate, look at it, see if

 20  we can determine the initial cause, and then

 21  eventually it's about recovering the vehicle back

 22  in the shop so we can do our analysis.

 23              So that -- that effort is somewhat

 24  hindered first by the police and then by TSB,

 25  because they don't give the green light to be able
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 01  to try and rerail the vehicle for -- it might have

 02  been a day or two.  Not very long.  And so, you

 03  know, it's a while.  It's a day or two before we

 04  can actually figure out what happened with that --

 05  that incident.

 06              Even when we get the vehicle back into

 07  the shop, we're asked -- the core team -- not to

 08  touch it at all.  So we want to send some of the

 09  equipment up for analysis, but we're not allowed

 10  to.  The parts have to remain quarantined until TSB

 11  gives us the green light.  Which is their

 12  prerogative.  At the end of the day, that's what

 13  they do.  Right?

 14              So eventually, you know, we're --

 15  we're -- we're still able to do some analysis, and

 16  we start to think based on what we saw on the

 17  guideway where we saw some parts on the guideway

 18  vary -- varied locations on the guideway, bolts

 19  that probably came off the gearbox and things of

 20  that nature.  And when you visually look at it, you

 21  saw that there was bolts missing.  In other words,

 22  it wasn't, like, some sort of force sheered the

 23  bolts off -- the bolts off.  They were actually

 24  missing.

 25              So we start to think that it was
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 01  probably human error without, you know, factually,

 02  because we still hadn't had a chance to actually

 03  dive into it, because the parts and everything is

 04  warrantied.  But we start to think that it was most

 05  likely human error.

 06              And then eventually, you know, that's

 07  the conclusion that people come to.

 08              In the course of addressing one of the

 09  axle bearing failures that we talked about earlier,

 10  in order to change that bearing, the gearbox has to

 11  be removed.  So when the gearbox was put back in,

 12  the bolts were not tightened properly.  They were

 13  not torqued.  So over the course of time, the bolts

 14  started coming loose.

 15              And that's why we found evidence of

 16  bolts elsewhere on the guideway.  It was -- it was

 17  something that didn't happen just like that.  It

 18  happened over time.  And then eventually it gets to

 19  the station, and the gearbox actually shifts and

 20  drops.

 21              And then when the vehicle starts to

 22  leave the station, the gearbox has dropped, and it

 23  jumps the tracks.  And at that point, that -- that

 24  particular bogie is derailed, and, you know, the

 25  train travels, I don't know, about 150 metres.
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 01              And because of the derailment, it

 02  causes significant damage to the -- to the

 03  infrastructure as well as the vehicle, obviously,

 04  so, yeah.  So that's the initial kind of...

 05              KATE MCGRANN:  And with respect to the

 06  relationship with the City and the work done

 07  following the derailment, can you speak to what

 08  that was like?

 09              MARIO GUERRA:  Yeah, that was not as

 10  good as the first time around.  Really, the City,

 11  obviously, respectfully, is very worried, and, you

 12  know, even I think at some point, you know, we're

 13  asked to go to a Commission meeting.  And we do so.

 14  And, you know, we pretty much get lambasted by the

 15  Commission at the meeting about the incidents.

 16              The City commits to bringing TRA in.

 17  Well, first, they -- first, they bring in one other

 18  consultant in, and then that consultant -- there

 19  was a -- there was some sort of conflict with the

 20  consultant, so that -- that consultant is then

 21  replaced.  So that -- that caused a bit of delay in

 22  terms of starting to get things rolling, because,

 23  you know, they didn't have their consultants up and

 24  running until over a week later.  So eventually,

 25  TRA comes in, and we start working with them and
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 01  the City in terms of what the strategy will look

 02  like to get back to service.

 03              And at this point, you know, I think it

 04  could have gone a lot quicker and smoother, but

 05  there are kinds of obstacles.  And in terms of

 06  developing the return to service plan where we

 07  not -- we're not really working as cooperatively,

 08  because the City is insisting on all kinds of

 09  things for us to be able to put the vehicles back

 10  into service.  So it becomes a bit of -- I'm trying

 11  to find the word to explain it.  At this point, I

 12  think the City and TRA are holding us back to a

 13  certain extent.

 14              KATE MCGRANN:  A couple clarifications.

 15  You said that you attended a Commission meeting.

 16  Is that the Transit Commission, the City's

 17  Transit --

 18              MARIO GUERRA:  Yes.

 19              KATE MCGRANN:  -- Commission?

 20              MARIO GUERRA:  Yes.  Sorry.  Yes.

 21              KATE MCGRANN:  That's okay.  You

 22  mentioned a consultant that was retained prior by

 23  TRA, but you thought there maybe had been an issue

 24  with them.  Do you know if that was STV?

 25              MARIO GUERRA:  Yes, it was.
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 01              KATE MCGRANN:  During the time that you

 02  were -- let me put it this way.  The work that was

 03  done and the relationship with the City as you

 04  described it following the second derailment, has

 05  that had an impact on RTM's ability to provide

 06  maintenance service that lasted beyond the return

 07  to service?

 08              MARIO GUERRA:  I think yes.

 09              KATE MCGRANN:  And what impact do you

 10  think it's had?

 11              MARIO GUERRA:  I'll give you an

 12  example.  The wheels -- we talked about the wheels

 13  earlier, right, the green wheels.  So we had come

 14  up with a process whereby we inspected the wheels,

 15  and the vehicles were allowed to go out to service.

 16  After the derailment, the City changed the rules

 17  and said, No, you can no longer put those wheel and

 18  those cars in service unless they have brand new

 19  wheels in them.  So they basically changed the --

 20  changed the scenario under which we -- that -- that

 21  impacted our ability to get vehicles into service

 22  quicker, because we now had some cars still with

 23  red wheels on them, and we couldn't put them into

 24  service.  So they changed the rules on us a bit

 25  there.  That's one example.
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 01              KATE MCGRANN:  Do you know what the

 02  rationale was for that change and approach to the

 03  wheels?

 04              MARIO GUERRA:  They just changed their

 05  minds.

 06              KATE MCGRANN:  What was RTM's

 07  relationship like with Alstom and the response to

 08  the second derailment?

 09              MARIO GUERRA:  I think we -- I would

 10  characterise our relationship as -- as good.  You

 11  know, obviously not as fast as we wanted things to

 12  move, but at end of the day, we wanted to be sure.

 13  So I would characterise it as -- as good, but we

 14  would have liked the -- for things to have moved a

 15  little quicker.

 16              KATE MCGRANN:  Since the return to

 17  service from a revenue service reliability

 18  perspective, what have the main challenges been in

 19  meeting the revenue service requirements?

 20              MARIO GUERRA:  Well, initially, we had

 21  to perform a slough of inspections on -- on all the

 22  fasteners to make sure everything was torqued,

 23  everything was marked.  So that -- that was quite

 24  the exercise initially.  So we had to gradually

 25  bring vehicles into service.  So it was seven
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 01  trains, eight, nine, 10, 11, and so on.  So it

 02  impacted us from that perspective.

 03              Since then, we've had a couple of

 04  incidents, problems unrelated.  But, overall, you

 05  know, the service and reliability of the fleet is

 06  actually quite good.  I would say, you know, we

 07  gradually built up to the 11 service.  We've been

 08  able to maintain 11 pretty steady in, you know, I

 09  guess, March, April.  In April, we provided 15

 10  trains up for service, although we're only putting

 11  11.  So the reliability of the service today is

 12  actually quite good.

 13              KATE MCGRANN:  You said that you ran

 14  into a couple instances or problems that were

 15  unrelated.  Do you mean unrelated to --

 16              MARIO GUERRA:  Derailment and the --

 17  and the torquing of the bolts.

 18              KATE MCGRANN:  Okay.  And what

 19  instances or problems have you run into since

 20  returning to service?

 21              MARIO GUERRA:  We've had a couple of

 22  problems with the OCS itself.  We had a couple

 23  issues with the springs on the pantograph that have

 24  broken.  And we figured out why, so it's been

 25  corrected.  And we had one instance where a gearbox
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 01  did not have any oil in it, and that caused us a

 02  bit of an incident on the line.

 03              But for the most part, you know, I

 04  think I -- in fact, I know in April -- I just saw

 05  the numbers earlier -- we're at about 99 percent

 06  availability for April, so we're -- we're doing

 07  quite well these days.

 08              KATE MCGRANN:  Just so I understand the

 09  incidents and problems that you just described, the

 10  OCS is the overhead cantenary system?

 11              MARIO GUERRA:  Yes.

 12              KATE MCGRANN:  And the spring on the

 13  pantograph, is that the same issue as the overhead

 14  cantenary --

 15              MARIO GUERRA:  Two different --

 16              KATE MCGRANN:  No?

 17              MARIO GUERRA:  Two different issues.

 18              KATE MCGRANN:  Can you tell me what the

 19  OCS issue was?

 20              MARIO GUERRA:  If I can explain it.

 21  There are things called parafills, which actually

 22  (indiscernible) CS up.  We had a couple of those

 23  break over the last little while.  They needed to

 24  be replaced, which is not unheard of.  It's -- it's

 25  it happens.  It happens on other systems; it
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 01  happened on this one.  So that happened.

 02              And then we also had where a bracket

 03  shifted, and it was contacted by a few cars.  That

 04  caused us a bit of -- a bit of a setback.

 05              So things of that nature which -- I

 06  wouldn't say they're normal, but things happen, and

 07  they're going to happen.  And, you know, so I

 08  wouldn't characterise them as highly unusual.

 09              KATE MCGRANN:  For the piece that held

 10  the pantograph in place, that breakage, was the

 11  cause identified for that?

 12              MARIO GUERRA:  Yeah.  There's --

 13  these -- the parafills that sit where the system

 14  goes over, there tends to be a lot of salt from the

 15  roadways through the winter.  So there's probably a

 16  little bit more corrosion.  So we've instituted

 17  additional inspections in those areas to ensure

 18  that they're -- they're kept cleaner.

 19              KATE MCGRANN:  And then with respect to

 20  the bracket that shifted, do you know what caused

 21  that?

 22              MARIO GUERRA:  No.  Just one of those

 23  things.  Again, it's just a matter of being more

 24  diligent in our inspections so we can catch it.

 25              KATE MCGRANN:  I think you mentioned a
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 01  spring on one of the pantographs broke.  Have I got

 02  that right?

 03              MARIO GUERRA:  Yes.

 04              KATE MCGRANN:  And do you know what

 05  caused that?

 06              MARIO GUERRA:  Yeah, we had some rework

 07  springs that were used.  And those seem to be the

 08  ones that were failing, so we replaced all of them

 09  on the entire fleet.  That was maybe 15 springs.

 10              KATE MCGRANN:  What's a reworked

 11  spring?

 12              MARIO GUERRA:  A -- a spring, for

 13  example, that may have rusted, and then we -- we

 14  maybe clean it up and paint it and put it back in

 15  rather than -- rather than a brand new one.

 16              KATE MCGRANN:  And then the gearbox

 17  that didn't have oil, were you able to isolate what

 18  led to that?

 19              MARIO GUERRA:  Human error.

 20              KATE MCGRANN:  I am sorry to bounce

 21  around, particularly at the end of the day, but

 22  turning back to derailment two for one second, the

 23  human error in the failure to torque the bolts,

 24  have I described that fairly?

 25              MARIO GUERRA:  Yes.
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 01              KATE MCGRANN:  Is there a paper trail

 02  that would usually follow a part that's being

 03  worked on from the beginning of service through to

 04  the end?  Or some kind of record that would show

 05  you what was done and when it was completed and

 06  things like that?

 07              MARIO GUERRA:  Yes.  There's two

 08  methods of documenting that.  And there's a paper

 09  trail where, you know, there's a -- what's called a

 10  work method statement that outlines what should be

 11  done.  And then that is supposed to be checked and

 12  signs.

 13              And then there's also a work order that

 14  goes into a maintenance system to verify that the

 15  work's been done.

 16              KATE MCGRANN:  Was it determined what

 17  happened to those two methods of recordkeeping with

 18  respect to the train that derailed?

 19              MARIO GUERRA:  I think they were

 20  retrieved.  One of the contributing factors was

 21  there was a shift change as well, a handover, and

 22  we believe there was an assumption by the next

 23  shift that the previous shift had torqued the

 24  bolts, and in the end, they weren't torqued.  So --

 25  so that's part of the -- part of the -- the process
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 01  was to ensure that when there was a handover, that

 02  things were communicated more effectively.

 03              KATE MCGRANN:  Do you know whether

 04  either approach to keeping records of the work done

 05  showed that the torquing had not been completed?

 06              MARIO GUERRA:  I -- I wouldn't know.

 07              KATE MCGRANN:  You wouldn't know?

 08              MARIO GUERRA:  I wouldn't know.

 09              KATE MCGRANN:  Do you know who would be

 10  able to answer that question?

 11              MARIO GUERRA:  Somebody from Alstom.

 12              KATE MCGRANN:  Just while I'm looking

 13  at my notes, I will turn to my colleague.

 14              Ms. Peddle, do you have any follow-up

 15  questions based on what we discussed today?

 16              MS. PEDDLE:  I'll have to look at my

 17  notes too.

 18              KATE MCGRANN:  Just bear with us for a

 19  moment.

 20              (DISCUSSION OFF THE RECORD)

 21              KATE MCGRANN:  I don't have any

 22  follow-up questions at this time based on the

 23  discussions that we have had today.

 24              Ms. Peddle, do you have any follow-up

 25  questions?
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 01              MS. PEDDLE:  No, I don't think so.

 02              KATE MCGRANN:  Mr. Capern, were there

 03  any questions you wanted to ask the witness?

 04              MR. CAPERN:  No, I think I was just

 05  going to ask Mr. Guerra, you know, we touched on

 06  the issue earlier of the importance of the

 07  bedding-in period from your perspective and whether

 08  there's anything further you wanted to add about

 09  the importance of that beyond what you've already

 10  said today.

 11              MARIO GUERRA:  Yeah, I mean, in

 12  these -- maybe a little something, yes.  Maybe I

 13  will.  This -- Ottawa LRT is a brand new system,

 14  brand any vehicles, brand new system, brand new

 15  people.  If a bedding-in period was to be used,

 16  this is the place it needed to be used, because

 17  there's -- like I said earlier, it tests the

 18  efficiency of the system, the vehicles, the

 19  infrastructure, the people, you know, the

 20  responsiveness, everything, all systems, the PA --

 21  we talked about testing the PA.  You know, on any

 22  new system, I think the bedding-in period is

 23  absolutely critical to the long-term success.

 24              You know, if it's a more robust

 25  existing legacy system, then -- then -- then, no,
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 01  it's not as big a deal.

 02              So the importance of it is absolutely

 03  critical.  So I just want to make sure.  Thanks for

 04  the question, Gordon.  I just want to make sure I

 05  drove that home even more.

 06              KATE MCGRANN:  Following on that,

 07  maybe -- oh, sorry, Ms. Peddle.  Do you have a

 08  question?

 09              MS. PEDDLE:  Yeah, I was just

 10  wondering, based on the your experience -- and

 11  maybe you actually don't have knowledge, because

 12  you were working in systems that were already in

 13  place, but are you aware of other LRTs actually

 14  contractually providing for this bedding-in period?

 15              MARIO GUERRA:  Yeah, there's only --

 16  there's on one other LRT system -- actually, two,

 17  and I'm not familiar with the Waterloo system.  I'm

 18  more familiar with Canada Line out in Vancouver.

 19  So there aren't that many examples.

 20              But I think if you look at the social

 21  infrastructure side of things where P3s were more

 22  prevalent in hospitals, courthouse, I think you'll

 23  see there that bedding-in periods were quite a norm

 24  in those contracts, I believe.

 25              KATE MCGRANN:  And with respect to the
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 01  Canada Line, do you know if a bedding-in period was

 02  either provided for or engaged with?

 03              MARIO GUERRA:  I don't know.  That's,

 04  like, 11 years ago.  Sorry.

 05              KATE MCGRANN:  Following on

 06  Mr. Capern's question -- I guess, two follow-ups.

 07  First of all, the mandate of the Commission broadly

 08  is to look at the commercial and technical

 09  circumstances that led to the breakdowns and

 10  derailments on the system.  Any areas that we

 11  didn't discuss today that you think the Commission

 12  should be looking at as part of its investigation?

 13              MARIO GUERRA:  None that I can think of

 14  right now.

 15              KATE MCGRANN:  One of the things that

 16  the Commissioner has been asked to do is to make

 17  recommendations to try to prevent similar issues

 18  from happening in the future.  Are there any

 19  specific recommendations or areas that you would

 20  suggest he focus on as he does his recommendation

 21  work?

 22              MARIO GUERRA:  Yeah, I'll say the -- a

 23  colleague of mine recently in an Affidavit -- which

 24  I'm sure the Commission has read -- said that, you

 25  know, it's a P3 project:  it's public private
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 01  partnership.  I think sometimes the City forgets

 02  about the third P, the partnership piece of it.

 03  And I don't know if that's politically driven by

 04  the Commission being on them so much, but, you

 05  know, this -- for the long-term success of this

 06  project, we need to start acting as partners to --

 07  to ensure -- and I don't think -- especially as it

 08  relates to the interpretation of the PA, we

 09  certainly have not thus far.  So I would -- I would

 10  leave you with that.

 11              KATE MCGRANN:  I will bother you with

 12  one follow-up.

 13              MARIO GUERRA:  Okay.

 14              KATE MCGRANN:  Based on what you know

 15  about the project and the relationships involved

 16  and things like that, is there anything that you

 17  think could have been done or could be done to

 18  create more opportunities for the kind of

 19  partnership relationship that you've described to

 20  happen?

 21              MARIO GUERRA:  Yeah, I mean, open

 22  dialogue.  I mean, you know, it's almost like

 23  there's a fear of -- perception that we're being

 24  cut -- given any breaks.  Like, that if we discuss

 25  something, that it will be perceived as us getting

�0159

 01  a break rather than looking at it from a long-term

 02  success of the project.  And -- and because of

 03  that, you know, the opportunity to actually have

 04  progressive discussions around the payment and

 05  these other things don't present themselves.  And

 06  that's probably a little bit politically driven, if

 07  I'm being honest with you, in Ottawa.

 08              KATE MCGRANN:  Okay.  Any other

 09  recommendations or areas that you think the

 10  Commissioner should be looking at in the

 11  recommendation realm?

 12              MARIO GUERRA:  No.  I mean, I'll say

 13  we've come a long way.  You know, we are not the

 14  same -- both the City and Alstom and us, we're not

 15  the same organisations we were, you know, and I

 16  think it's starting to show.  And, you know, we

 17  need to keep that momentum and -- but we need to

 18  work out our differences if we're going to be

 19  successful in the long run.  It needs to be a true

 20  partnership at the end of the day.

 21              KATE MCGRANN:  What do you think the

 22  main contributors were to the changes that you

 23  described in the City, Alstom, and RTM that have

 24  led you to being where you are today?

 25              MARIO GUERRA:  I mean, from -- I think
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 01  just open dialogue.  You know, I said earlier,

 02  bring everybody to the table.  Let's have a

 03  discussion.  You know, what is the goal here, and

 04  how do we get there, you know, and working

 05  together.  And the City in many ways has helped.

 06  It's not all bad.  They have helped.  You know?

 07  You know, and Alstom and -- supplier and OLRTC, I

 08  think everybody being at the table, I think, has

 09  really worked towards moving us to where we are

 10  today:  you know, shared goals in terms of

 11  providing safer, reliable service.  I think that

 12  that's -- that's what's hugely contributed.  At

 13  least from my perspective, anyways.

 14              KATE MCGRANN:  And I think that truly

 15  is it as far as questions from me.  I'll turn to

 16  Ms. Peddle and Mr. Capern.  Any follow-up questions

 17  from either of you?

 18              MS. PEDDLE:  Not from me.

 19              MR. CAPERN:  No.  Not from me.

 20              MARIO GUERRA:  Okay.

 21              KATE MCGRANN:  Well, thank you very

 22  much for your time this afternoon.  This brings the

 23  interview and my questions for today at least to an

 24  end.

 25              We can go off the record now.
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 01  -- Upon concluding at 4:39 p.m.
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