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The SJR&P Railway Overview 
•  Scale:	  Fn3	  (1:20.3	  3K-‐narrow	  gauge)	  
•  Size:	  	  200’	  x	  180’	  with	  over	  16	  scale	  miles	  of	  track	  
•  Prototype:	  American	  3’	  narrow	  gauge	  
•  Local:	  rugged	  hills	  of	  the	  North	  East	  
•  Era:	  1940-‐1950s	  
•  Style:	  linear	  with	  6	  main	  desWnaWons	  yards	  
•  10	  branch	  lines,	  70	  industries/	  switching	  locaWons	  
•  Mainline	  run:	  	  4	  scale	  miles	  (1100’)	  	  
•  Minimum	  degree	  of	  curve:	  	  43°	  (2	  Meters)	  
•  Minimum	  Turnout:	  #6	  mainlines	  #4	  yards/industries	  
•  Maximum	  Grade:	  2.5%	  mainline,	  4%	  branch	  
•  ElevaBon	  Change:	  375	  scale	  feet	  (18.6	  feet)	  	  
•  Roadbed:	  gravel	  roadbed	  
•  Track:	  110	  lb	  rail	  (code	  332	  stainless	  steel	  and	  brass)	  
•  Scenery:	  garden	  se\ng	  
•  Backdrop:	  natural	  sky	  
•  Control:	  DCC/Digital	  plus	  by	  Lenz	  
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Different railroads have different 
operating styles 

• Different	  prototype	  railroads	  
operated	  differently.	  

•  Timeframe	  of	  railroad	  provided	  
different	  operaWng	  styles.	  

• How	  host	  has	  implemented	  different	  	  
	  	  concepts	  also	  effects	  operaWon	  style.	  

• Garden	  railways	  have	  adopted	  a	  wide	  	  
variety	  of	  styles	  to	  fit	  the	  needs	  of	  the	  	  
individual	  railroad.	  
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SJR&P operating style 
• We’ve	  tried	  to	  structure	  our	  
operaWons	  in	  part	  to	  how	  the	  D&RGW	  
NG	  did	  its	  operaWons	  in	  the	  40s-‐70s.	  

• CommunicaWon	  styles	  are	  sWll	  
evolving.	  

•  we	  currently	  use	  FRS	  radios	  	  
•  	  may	  move	  to	  phones	  in	  the	  future	  

• OperaWng	  scheme	  is	  also	  evolving.	  
•  2-‐person	  train	  crews	  
•  Agents	  to	  help	  plan	  out	  car	  movements	  
•  Train	  orders	  for	  train	  movements	  
•  As	  we	  gain	  experience	  we	  adapt	  



1/7/2018	  

Operation positions on the SJR&P 
We	  employ	  the	  following	  	  
posiWons	  during	  operaWng	  	  
sessions	  

• Superintendent	  
• Crew	  Chief	  
• Agents/Yard	  Master	  
• Dispatcher	  
• Crews	  (Engineer	  and	  
Brakeman/Conductor)	  
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Superintendent position 

• The	  superintendent	  
organizes	  the	  
operaWons	  session	  
and	  works	  with	  all	  the	  
other	  members	  of	  the	  
crew	  to	  resolve	  any	  
issue	  that	  may	  come	  
up	  during	  the	  session	  
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Crew Chief 
The	  Crew	  Chief	  is	  responsible	  for	  
ge\ng	  trains	  out	  on	  the	  railroad	  

•  Follows	  the	  session	  schedule	  as	  a	  
guide	  

• Works	  with	  the	  agents	  and	  
dispatcher	  to	  reduce	  congesWon	  
and	  ensure	  that	  yards	  not	  get	  
overloaded.	  

• Assigns	  locomoWves	  and	  trains	  to	  
crews	  
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Agents:  from Customer Request to 
Completed Shipment.  

•  The	  primary	  interface	  for	  the	  customer	  unWl	  the	  
60’s	  was	  the	  Freight	  Agent.	  	  The	  Freight	  Agent	  
collects	  the	  customer	  needs,	  arranges	  for	  the	  
proper	  car	  to	  be	  spohed,	  and	  constructs	  the	  
waybill	  for	  the	  cars	  contents	  so	  that	  the	  contents	  
can	  be	  shipped	  to	  their	  desWnaWon	  and	  the	  
customer	  can	  be	  billed.	  

•  The	  primary	  interface	  for	  the	  Train	  Crew	  unWl	  	  
radio	  communicaWon	  was	  the	  StaWon	  Agent.	  	  

•  	  The	  staWon	  agent	  provided	  the	  crews	  with	  
orders.	  
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         Dispatcher is in  
 control of all movements             
outside yard limits. 
• Crews	  must	  call	  in	  for	  orders	  before	  leaving	  	  
yards,	  at	  a	  lowered	  train	  order	  signal	  or	  	  
when	  they	  have	  cleared	  their	  order.	  

•  Proceed	  Orders	  -‐	  allow	  movement	  in	  one	  direcWon	  only	  
•  Between	  Orders	  -‐	  allow	  unlimited	  movement	  between	  two	  points	  

• Crews	  use	  Form	  19s	  to	  record	  train	  orders.	  
•  Form	  Ds	  are	  used	  to	  provide	  special	  instrucWons	  to	  crews.	  
• Before	  entering	  a	  yard,	  the	  engine	  crew	  will	  sound	  Approaching	  WaiWng	  or	  
MeeWng	  Point	  signal.	  All	  movement	  within	  yard	  limits	  is	  at	  restricted	  speeds.	  
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Train Crew 
•  On	  the	  SJR&P	  our	  Train	  Crews	  consist	  of	  two	  	  
people:	  engineer	  and	  conductor/brakeman	  

•  Crew	  picks	  up	  list	  of	  waybills	  from	  agent	  at	  	  
iniWal	  staWon	  and	  constructs	  switchlist	  for	  run.	  

•  Switching	  takes	  a	  lot	  of	  Wme	  and	  work,	  so	  	  
proper	  planning	  on	  how	  a	  train	  is	  made	  up	  can	  save	  a	  lot	  of	  Wme.	  

•  If	  origin	  yard	  has	  a	  yard	  crew,	  train	  may	  be	  made	  up;	  if	  not	  train	  crew	  
makes	  up	  train.	  

•  Before	  leaving	  the	  yard	  limits,	  the	  train	  crew	  needs	  a	  clearance	  card	  or	  
orders	  from	  the	  dispatcher.	  

•  Along	  the	  route,	  the	  train	  crew	  may	  have	  to	  pick	  up	  or	  set	  out	  cars	  
•  At	  desWnaWon,	  crew	  needs	  to	  put	  out	  cars	  and	  put	  locomoWve	  away.	  



A variety of documents assist 
operations 
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Route Instructions 

<-‐	  Linear	  schemaWc	  
	  

Each	  train	  crew	  
receives	  a	  clearance	  
card	  that	  contains	  a	  
route	  map	  and	  route	  
instrucWons	  (right)	  
along	  with	  a	  linear	  
semanWcs	  of	  the	  
railway	  (below).	  
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Locomotive card : characteristics of the 
locomotive 

Narrow	  Gauge	  
Railroads	  typically	  
run	  at	  less	  then	  15	  
MPH.	  A	  speed	  of	  2	  
seconds	  per	  30’	  car	  
is	  approximately	  

12MPH	  
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Waybill 

• Contains	  key	  informaWon	  on	  	  
	  	  	  	  	  	  	  	  	  	  	  	  car	  movement	  

• DesWnaWon	  Town	  
• DesWnaWon	  Industry	  
• RouWng	  InstrucWons	  
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Form 19  
•  Each	  Wme	  a	  train	  is	  taken	  outside	  yard	  
limits,	  a	  train	  order	  from	  the	  Dispatcher	  
is	  required	  	  

• Proceed	  Orders	  -‐	  allow	  movement	  in	  one	  
direcWon	  only	  to	  the	  locaWon	  as	  
instructed	  by	  the	  dispatcher.	  

• Between	  Orders	  -‐	  allow	  unlimited	  
movement	  between	  two	  points	  

•  The	  Conductor/Brakeman	  records	  the	  
order	  on	  a	  Form	  19	  
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Form D 
Form	  Ds	  are	  supplemental	  
instrucWons	  to	  	  the	  Train	  Crew	  	  
	  

•  Used	  to	  indicate	  special	  
switching	  moves	  in	  addiWon	  to	  
the	  train	  orders	  
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Switching List 
•  Switching	  lists	  are	  used	  by	  the	  train	  	  
crew	  to	  organize	  the	  train	  and	  its	  
movements	  along	  the	  route.	  

• Helps	  to	  organize	  the	  set	  of	  waybills	  	  
that	  the	  crew	  is	  handling	  
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Big Rock Local – Example of operations 
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Start of Operations 

• At	  the	  start	  of	  operaWons	  the	  
Superintendent	  brings	  everyone	  
together	  to	  go	  over	  the	  day’s	  train	  
orders	  

•  Train	  orders	  are	  key	  to	  ensure	  all	  
train	  crews	  understand	  the	  day’s	  
operaWons	  

• Also	  key	  is	  describing	  any	  railroad	  
restricWons	  	  
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Before you begin  
 your run:  
 	  

• Get	  your	  assignment	  from	  the	  Crew	  Chief	  
•  Train	  clearance	  card	  contains	  route	  and	  simplified	  
instrucWons.	  Green	  highlighWng	  shows	  route	  on	  card.	  

•  If	  new	  route,	  best	  to	  walk	  route	  first	  to	  
gain	  familiarity	  with	  run.	  

• Make	  up	  your	  train	  at	  the	  origin	  yard	  
• Plan	  your	  switching.	  

Each	  movement	  takes	  Wme	  
• Block	  your	  train.	  

•  Figure	  out	  the	  order	  of	  the	  cars	  in	  your	  train	  
•  Reduces	  extra	  movements	  

• Make	  sure	  dispatcher	  gives	  you	  permission	  
each	  Wme	  you	  enter	  the	  mainline.	  
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The Origin Yard for this Train is 
Cedar Deck Yard 
 • Work	  with	  the	  Yard	  Agent	  to	  understand	  

which	  waybills	  you	  will	  be	  handling.	  
•  Service	  your	  locomoWve.	  
•  Make	  up	  your	  train	  at	  the	  origin	  yard	  
•  Plan	  your	  switching	  –	  Make	  Switching	  
List	  

•  Each	  movement	  takes	  Wme	  
•  Block	  your	  train.	  

•  Figure	  out	  the	  order	  of	  the	  cars	  in	  your	  train	  
•  Reduces	  extra	  movements	  

•  Make	  sure	  dispatcher	  gives	  you	  	  
permission	  before	  you	  leave	  the	  yard	  
limits.	  

•  Copy	  instrucBons	  on	  form	  19.	  



1/7/2018	  

First Stop Bat Yard 
 

•  Bat	  Yard	  is	  a	  busy	  place	  on	  the	  SJR&P.	  
•  Cars	  not	  desWned	  for	  Big	  Rock	  will	  be	  leK	  
here.	  

•  Agent/Yardmaster	  will	  provide	  you	  with	  
addiWonal	  Waybills	  for	  Big	  Rock.	  

•  Revise	  Switching	  List	  
•  Make	  sure	  Dispatcher	  gives	  you	  	  
permission	  before	  you	  leave	  the	  yard	  
limits.	  

•  Copy	  instrucBons	  on	  form	  19.	  
•  Head	  to	  Big	  Rock	  where	  you	  will	  service	  
industries.	  
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Big Rock Switching Example 
Step 1 

• Arrive	  at	  Big	  Rock	  and	  
pull	  train	  into	  siding	  
• Let	  dispatcher	  know	  
you	  are	  clear	  of	  the	  
Main	  Line	  
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Big Rock Switching Example 
Step 2 

• Pull	  car	  #3	  from	  
tail	  track	  so	  that	  
you	  have	  room	  
to	  pull	  and	  spot	  
cars	  in	  factory	  
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• Run	  around	  train.	  
• Pick	  up	  caboose	  and	  Car7.	  
• Make	  sure	  you	  clear	  move	  
	  	  	  with	  Dispatcher.	  

Big Rock Switching Example 
Step 2 
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Big Rock Switching Example 
Step 4 

• Spot	  car	  #7	  in	  
the	  factory	  
• The	  caboose	  will	  
now	  be	  at	  the	  
rear	  of	  the	  train	  
when	  it	  is	  made	  
up	  



11/26/2017	  11/26/2017	  

Big Rock Switching Example 
Step 5 

• Pull	  car	  #2	  from	  
track	  you	  leK	  car	  #7	  
• Leave	  it	  in	  front	  of	  
caboose	  as	  part	  of	  
return	  train	  
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Big Rock Switching Example 
Step 6 

• Now	  that	  the	  
switching	  at	  the	  
factory	  is	  complete	  
you	  can	  spot	  car	  #5	  
on	  the	  coal	  trestle	  
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Big Rock Switching Example 
Step 7 

• Cars	  #3	  and	  #6	  can	  
now	  be	  cleared	  from	  
the	  team	  track	  and	  
placed	  on	  the	  siding	  
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Big Rock Switching Example 
Step 8 

• Car	  #6	  can	  now	  be	  
spohed	  on	  the	  team	  
track	  
• Make	  sure	  you	  
clear	  this	  move	  with	  
the	  Dispatcher	  if	  you	  
need	  to	  foul	  the	  
main	  line	  
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Big Rock Switching Example 
Step 9 

•  Train	  is	  now	  ready	  to	  Return.	  
• Rebuild	  Switchlist	  for	  return	  trip.	  
• On	  way	  back	  switch	  out	  cars	  	  
	  	  	  	  at	  Bat	  House	  Yard.	  

•  Train	  ends	  at	  Deck	  Yard.	  
• Put	  away	  Caboose	  and	  LocomoWve.	  
• Return	  route	  orders	  and	  	  
locomoWve	  card	  to	  Crew	  Chief.	  
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Best of all Have Fun! 

• OperaWons	  is	  a	  
puzzle.	  

• Take	  the	  Wme	  to	  
enjoy	  your	  visit.	  

• Remember	  everyone	  
makes	  mistakes	  and	  
that	  is	  just	  part	  of	  the	  
fun.	  


