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NNEPRA BOARD of DIRECTORS    

August 14, 2023 

Northern New England Passenger Rail Authority 

 

Draft Agenda 

1:00pm Public Session  

• Welcome and Introductions 

o Vote to approve new Board Secretary 

• Public Comment  

• Approval of Minutes from June 29, 2023 Board Meeting 

• Downeaster Performance Update 

o Operating Statistics 

o Amtrak rolling stock 

o Marketing Initiatives 

• Finance Report 

o Review and Approval of July Variance Report 

• FY24 Fare Plan 

o Review and approve for public comment 

• FY23 Workplan Final Report 

• Draft FY24 Workplan Review 

• Project Updates 

• Other Business 

 

 

Next Meeting:  TBD 
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Minutes of the Meeting of the Board of Directors 
Northern New England Passenger Rail Authority 
 

June 29, 2023 

 

Directors in Attendance:  

Chairman Jim Cohen; Mr. Alan Casavant, Vice Chair; Ms. Carol Murray, Treasurer; Ms. Alison Harris; Ms. Maggie 

Fleming; Mr. Nate Moulton 

 

NNEPRA Staff in Attendance:  

Ms. Patricia Quinn; Ms. Natalie Bogart; Mr. Brian Beeler; Mr. James Russell; Mr. William Gayle; Ms. Olivia Richmond; 

Ms. Taylor Belanger; Ms. Belle Askinasi 

 

Interested Parties:  

Mr. Bruce Sleeper, Trainriders NE; Mr. Frank Menair, Amtrak 

  

OPENING REMARKS 

Opened meeting at 1:00pm  
 
PUBLIC COMMENT 

Chairman Cohen opened the floor to public comment.  
 
There was no public comment. 
 
APPROVAL OF MINUTES 

Motion to approve May 25th, 2023, Minutes  
 Motion: Ms. Carol Murray 
 Seconded: Ms. Allison Harris 
 Approved: All  
 
OVERVIEW OF DOWNEASTER PERFORMANCE – Patricia Quinn    

Patricia Quinn began with a review and discussion of performance for April and preliminary review for June.  She 
reviewed the Performance Report noting that it reflected the corrected revenue figures.  Fiscal year to date, ridership 
is 90 percent of FY19.  Patricia noted that overall the railroad is in a state of good repair. Café continues to perform 
well. On Time Performance continues to be challenged by one-time events.  Overall, riders are satisfied with services 
as evidenced by a CSI score of 88 percent.  
 
MARKETING UPDATE – Taylor Belanger 

Taylor Belanger provided an update of the rapid response campaign developed by new agency, Blaze.   Taylor gave an 
overview of the campaign noting that there are three themes aimed at targeting heartfelt responses with the tagline 
of “Just a stop away”. 
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Taylor also provided an update on various workshops and outreach the marketing department has been involved 
with. 

There was a discussion regarding the campaign images and the Board agreed they are happy with what was 
provided. Chairman Cohen commented that the commuter market was not highlighted in the marketing material 
and Taylor explained that commuter campaigns would be included.   
 

AMTRAK EQUIPMENT PROPOSAL – Patricia Quinn 

Patricia provided background and the proposal of Amtrak’s request to change the coaches used for Downeaster 
service from Amfleets to the Horizon fleet. Patricia explained that there would be several concerns if the equipment 
were to change, including maintenance of equipment, service disruptions during the transition.  Amtrak also proposed 
limiting Downeaster trains to 3 passenger coaches instead of 4.  This would have a negative impact on  ridership and 
revenue.  
 
Chairman Cohen moved to public comment. Mr. Bruce Sleeper noted that TrainRiders Northeast would be opposed 
to the fleet change, reminding the board that when operations began in 2001, the Downeaster was promised Amfleet 
equipment.  
 
End of public comment.  
 
Patricia requested that the Board provide a letter regarding their official position on Amtrak’s proposal. 
 
Motion to send a letter to Amtrak formally objecting to their proposals to change Downeaster fleet and reduce 
train set size. 
 Motion: Ms. Carol Murray 
 Seconded: Ms. Allison Harris 
 Accepted: All 
 
FINANCE REPORT – Olivia Richmond 

Olivia Richmond provided a review of FY23 Budget Variance Report through May 2023 and noted that overall cost 
recovery is ahead of projections. Olivia also noted that staff is preparing for the annual financial audit by Wipfli which 
will begin in August. 
 
Motion to approve May Variance Report  
              Motion: Ms. Carol Murray 
              Seconded: Mr. Alison Harris 
              Accepted: All 
 
FY24 BUDGET DISCUSSION – Patricia Quinn 

William Gayle provided the Board with an update on his transition from his role as Director of Policy and 
Administration at NNEPRA to MaineDOT effective July 14th, 2023. 
 
Patrica explained that the recommendation was to create more redundancy within the NNEPRA staff as it related to 
the financial and compliance oversight and management of grants.  She noted that the FY24 budget proposed in May 
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had been amended to reflect one additional position.  If approved, NNEPRA would plan to recruit Grant Program and 
Compliance Specialist and Manager of Budget and Administration. 
 
Mr. Nate Moulton noted that the Commissioner has reviewed the budget is is prepared to sign once the Board has 
given approval.   Natalie Bogart mentioned that she has been working with Amtrak regarding revenue managed fairs 
and plans to have more information for the Board at the August meeting. 
 
Motion to approve the amended FY24 Budget 
 Motion: Ms. Carol Murray 
 Seconded: Ms. Allison Harris 
 Accepted: All 
 
PROJECT UPDATES – Jim Russell 

Jim Russell provided an update regarding the Wells Area Improvement Project noting that there has been a slight 
delay due to lingering agreements related to the transition between CSX and PanAm.  
 
WORKPLAN UPDATE – Patricia Quinn 

 
Patricia provided an update on the Portalnd / Falmouth station projects noting that NNEPRA is working with 
MaineDOT and VHB to complete and site alternatives analysis for these projects.  
 
Patricia noted there would be a meeting in July with Amtrak to discuss operations of three roundtrips a day between 
Rockland and Brusnwick. 
 
Brian Beeler informed the Board that the Customer Service Experience project had been complete with the installation 
of all ticketing kiosk. Ms. Allison Harris commented on the kiosk in Brunswick noting that it looks great and is a valuable 
marketing tool.  
 
OTHER BUSINESS – Patricia Quinn  

Patricia provided legislature updates and informed the Board that the bills they had taken a position on pertaining to 

rail on were not passed.  

 

The Boad agreed that there would not be a July meeting due to holidays and scheduling. The next meeting would be 

scheduled for August. 

 
Meeting Adjourned at 2:24pm.  
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 Downeaster FY2023 Performance Report 

    
      

                                 
 

 

 

 

 

                     

 

 

 

 

 

3,768 4,492  925     2,099  

Fiscal Year 2023 To Date
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FY23 Performance Goals: 
Avg Fare    $19.25 OTP:  85% 
Ridership vs 2019:        85%  COTP: 90% 
Café Check Avg:  $7.95  Customer Satisfaction:       90% 
Café Capture Ratio: 18% 
        
 

Period FY Actual  Budget Variance vs. 2019 Actual  Budget Variance $/Rider  

Jun 23 FY23 45,027 43,411 1,616 93% 900,524$ 835,654$ 64,870$ 20.00$ 

May 23 FY23 39,276 39,986 -710 88% 754,624$ 769,732$ (15,108)$ 19.21$ 

Apr 23 FY23 44,730 41,390 3,340 92% 831,278$ 796,756$ 34,522$ 18.58$ 

Mar 23 FY23 38,277 37,430 847 80% 778,241$ 720,520$ 57,721$ 20.33$ 

Feb 23 FY23 33,402 32,368 1,034 83% 636,652$ 623,084$ 13,568$ 19.06$ 

Jan 23 FY23 35,435 30,370 5,065 93% 701,691$ 584,630$ 117,061$ 19.80$ 

Dec 22 FY23 39,649 37,008 2,641 86% 830,010$ 712,404$ 117,606$ 20.93$ 

Nov 22 FY23 43,636 38,058 5,578 92% 882,688$ 732,624$ 150,064$ 20.23$ 

Oct 22 FY23 47,822 40,290 7,532 95% 1,009,651$ 775,590$ 234,061$ 21.11$ 

Sep 22 FY23 45,677 40,644 5,033 96% 941,548$ 782,406$ 159,142$ 20.61$ 

Aug 22 FY23 51,736 51,802 -66 85% 1,080,956$ 997,196$ 83,760$ 20.89$ 

Jul 22 FY23 52,056 46,893 5,163 94% 1,072,818$ 902,686$ 170,132$ 20.61$ 

516,723 479,651 35,456 90% 10,420,681$ 9,233,283$ 1,137,637 20.17$ 

403,775 323,157 80,618 70% 8,106,919$ 5,932,202$ 2,174,717$ 20.08$ 

FY23 Final

FY22 Final

Downeaster Performance Metrics - Last 12 Months

Ridership Revenue
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Trains Passenger CSI 

Period FY Operated Miles End Point Customer Capture Ratio Check AVG  

Jun 23 FY23 300 3,737,241 80% 83% 18% 9.97$ 90

May 23 FY23 310 2,827,872 76% 87% 17% 9.46$ 88

Apr 23 FY23 300 3,513,832 85% 88% 18% 9.60$ 87

Mar 23 FY23 302 2,985,606 83% 90% 19% 9.49$ 88

Feb 23 FY23 240 2,701,879 70% 77% 17% 9.38$ 89

Jan 23 FY23 307 3,047,410 70% 84% 18% 9.11$ 90

Dec 22 FY23 308 3,548,669 69% 80% 19% 9.26$ 90

Nov 22 FY23 296 3,744,739 82% 92% 16% 8.76$ 88

Oct 22 FY23 310 4,094,733 60% 75% 16% 8.46$ 89

Sep 22 FY23 300 3,894,054 73% 85% 16% 8.88$ 91

Aug 22 FY23 310 4,551,810 57% 70% 18% 9.03$ 90

Jul 22 FY23 310 4,500,638 65% 83% 17% 8.64$ 91

3,593 43,148,483 73% 83% 17% 9.17$ 89%

3,621 35,080,346 74% 82% 18% 7.98$ 90%

FY23 Final

FY22 Final

Downeaster Performance Metrics - Last 12 Months

On Time Performance Downeaster Café

Sample 

Size

Overall 

Score

Train 

Comfort

Train 

Cleanliness

Train 

Crew
OTP

 Train 

Status Info
Café WiFi

Station 

Staff

Station 

Overall

Jun 1,175      89.7 9.0 9.0 9.3 8.7 8.7 8.3 7.9 9.2 8.7

May 853         87.7 9.0 9.0 9.3 8.7 8.4 7.9 8.0 9.1 8.6

Apr 784         86.7 9.1 9.0 9.2 8.7 8.6 8.0 8.0 9.1 8.7

Mar 315         90.0 9.0 8.9 9.3 8.9 8.7 8.2 8.1 9.2 8.8

Feb 706         88.9 9.1 9.0 9.3 8.4 8.3 9.4 9.0 9.5 8.5

Jan 422         90.1 9.1 9.1 9.2 8.6 8.5 8.2 8.0 9.2 8.8

Dec 513         90.4 8.9 9.0 9.2 8.1 8.0 8.0 7.4 9.0 8.7

Nov 447         87.8 9.0 9.0 9.1 8.8 8.5 8.2 7.4 9.1 8.8

Oct 538         88.8 7.8 9.1 9.1 8.2 9.0 7.4 9.1 9.1 8.2

Sep 230         90.2 9.1 9.1 9.2 8.9 8.9 8.1 8 9.2 8.8

Aug 1,281      89.6 9.1 9.0 9.3 8.2 8.4 8.2 7.5 9.2 8.7

Jul 1,346      91.1 9.1 9.2 9.4 8.9 8.7 8.2 7.4 9.3 8.8

FY23 8,610 89.3 8.9 9.0 9.2 8.6 8.6 8.2 8.0 9.2 8.7

FY 2023 Downeaster Customer Satisfaction
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Actual Budget Variance Actual Budget Variance %

Operating Revenue

Amtrak Ticket Revenue 900,524$          835,654$       64,870$          10,420,681$    9,233,283$      1,187,398$     13%

Food Service Revenue 95,860$            63,112$         32,748$          823,041$         697,336$         125,705$        18%

Parking Lot Revenue 97,739$            24,000$         73,739$          602,349$         365,250$         237,099$        65%

Interest & Other Revenue 38,850$            28,400$         10,450$          621,874$         406,649$         215,225$        53%

Total Operating Revenue 1,132,972$      951,166$       181,806$        12,467,944$    10,702,518$   1,765,427$     16%

Expenses

Administration

Salaries and Benefits 90,867$            79,000$         11,867$          903,982$         948,000$         (44,018)$         -5%

Office Expenses 12,374$            12,501$         (127)$              120,384$         134,406$         (14,022)$         -10%

Professional Services 15,557$            7,280$           8,277$             118,040$         142,200$         (24,160)$         -17%

Insurance -$                  -$               -$                 64,817$           53,868$           10,949$          20%

Board Operations 1,294$              1,250$           44$                  13,837$           21,624$           (7,788)$           -36%

Total Admin Expenses 120,092$         100,031$       20,062$          1,221,059$      1,300,098$     (79,039)$         -6%

Train Operations

Amtrak Train Operations 603,117$          610,300$       (7,183)$           7,225,909$      7,220,550$      5,359$             0%

Amtrak Equipment Maintenance 1,188,922$      780,850$       408,072$        8,388,969$      8,912,892$      (523,923)$       -6%

Amtrak Support Services 179,755$          173,677$       6,079$             1,896,540$      2,000,636$      (104,096)$       -5%

Train Fuel Cost 204,899$          270,270$       (65,371)$         2,872,660$      3,462,159$      (589,499)$       -17%

Other Train Operations 152,593$          182,592$       (29,999)$         1,743,490$      2,201,381$      (457,891)$       -21%

ARPA Relief Credit -$                  -$               -$                 (1,016,034)$     (1,016,034)$    0$                    0%

Facilities 102,948$          45,035$         57,913$          617,525$         630,180$         (12,655)$         -2%

FY23 Capital Maintenance 862,482$          -$               862,482$        868,451$         883,553$         (15,102)$         -2%

Total Train Operations 3,294,717$      2,062,724$   1,231,993$     22,597,510$    24,295,317$   (1,697,807)$   -7%

Station Operations

Portland Station 40,663$            38,907$         1,756$             480,205$         463,256$         16,949$          4%

Platform Insurance -$                  -$               -$                 209,410$         225,000$         (15,590)$         -7%

Station Platform Leases -$                  -$               -$                 46,741$           46,010$           731$                2%

Station Improvements 69,787$            250$              69,537$          96,335$           50,000$           46,335$          93%

Total Station Operations 110,450$         39,157$         71,293$          832,691$         784,266$         48,425$          6%

Total Food Service 112,893$         96,473$         16,420$          1,128,096$      1,040,060$     88,036$          8%

Total Marketing 93,951$            40,000$         53,951$          482,148$         520,000$         (37,852)$         -7%

Total Expenses 3,732,104$      2,338,384$   1,393,719$     26,261,505$    27,939,741$   (1,678,236)$   -6%

Add'l Funding Required 2,599,132$      1,387,218$   1,211,914$     13,793,561$    17,237,223$   (3,443,662)$   -20%

Downeaster Ridership 45,027                  43,411               1,616                   516,723                479,651               37,072                  

Overall cost recovery 30% 41% 47% 38%

NNEPRA Fiscal Year 2023

Operating Budget Variance Report
July 2022 - June 2023

June-23 Fiscal Year to Date  Jul 22-June 23
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