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Managing Change for Train Drivers of DB Bahn Regional
- Current development since 2006 -


Introduction
My name is Volker Karbach. I am Head of Train Running for DB Bahn regional since 2003. I am responsible for processes, regulations for the planning and implementation of train running for regional services, operating provisions, the qualification of the train drivers, and the energy cost management of train running. 

Chart 2

3 years ago, I have talked about the new job profiles of train drivers in regional services as a consequence of market liberation since 2003. Today, I would like to report on more recent developments since 2006.
Chart 3

I would like to present you the new structure of the DB-group and where we are located as regional transport division. Deutsche Bahn has got a new organisational structure, after the decision was made by the German parliament to privatise parts of the DB Group in 2008.
The newly found „DB Mobility Logistics AG“ hosts the passenger transport division, DB Schenker Logistics and Rail as well as DB Sales and DB Services. The passenger transport consists of DB Bahn long distance, DB Bahn urban, and DB Bahn Regional, to which I belong.

Chart 4

All three Passenger Transport business units operate successfully in an increasingly competitive transport market. Despite an intensive competition, DB Bahn Regional has defended its first position. More than 1.200 millions customers travel with our services in 2008.
Chart 5

DB Bahn Regional has decided to actively meet the challenge of globalisation. In order to secure our core activities on the German market we have intensified activities within Europe. Chiltern Railways has become part of DB Bahn Regional.

Chart 6

Let me present you some facts and figures on DB Bahn Regional (figures relate to 2008):

· Every day more than 3 million passengers (3.39 million) use the services of DB Bahn Regional.
· There are 21,500 train journeys per day. 

· 36,688 million passenger kilometres or 490.7 million train path kilometres are run by our 10,353 train drivers. 
· More than 4,700 train attendants are on board of our trains. 
Chart 7

To defend our market share in Germany remains our central strategic focus of the core business. We have attracted new customers and generate more traffic (with so called Laender-Tickets, subscriptions and season tickets).And, for the past years, we have optimized our processes and cost structures to improve our competitiveness. And I want to stress:  not at the expense of our employees.  We support a general industrial agreement for train staff to end wage dumping in tenders.
Chart 8

Market conditions for railways have become more demanding over the years. Job profile of train drivers gradually changed. The focus switched from mere technical aspects of train running to customer services. Train driver are often the only staff on board. New tasks for train drivers have become now part of the daily routine: for example the dispatching of trains, announcing respective exit doors or giving information in case of a delay. 
Despite these developments and high operation grade of tracks, which are often shared by freight and passenger transport, the number of accidents is constantly on a low level (in 0.3 cases per million train path kilometres DB Bahn was responsible for accidents).
New requirements assigned to our train staff must be carefully balanced, in order to keep high safety standards in railways operations. Therefore, we put an emphasis on regular trainings of correct behaviour in critical situations during services.  Besides, enhancing working processes and introducing new technologies also asks for a thorough preparation of the staff. In view of future developments, especially the internationalisation of railways, the complexity rules and standards must be carefully reduced.
I will exemplify this, but I would like to mention two occasions, when train drivers had their say. 

Chart 9

In 2007, an institute for occupational science was assigned to study the demands and working load of our train drivers.  Various aspects of their working conditions and identified fields of action were to be analysed. 2007 was, for German standards, an eventful year with strikes in different industries. In December 2007, there were extensive strikes organized by one the labour unions. Main targets were higher wages for train drivers (plus 30 percent) and a reconciliation of work and family life. Intensive negotiations followed.  

The surveying of train drivers in spring 2008, which had been postponed during the strikes, disclosed that the problem was not simply higher wages. In sum, it was a matter of appreciation of the train drivers, more information on the development and decisions of the DB group, and communication between staff with superiors. 
Chart 10

We were pleased, that 47 percent of the randomly selected train drivers (around 500) participated in the survey. 

One goal of the study was to document, systemize, and weigh avoidable and not avoidable demands as well as work loads of train drivers. For the assessment, all tasks were analyzed according to the questions whether they were doable, endurable, reasonable, and satisfying. Second, potential excessive demands and consequences should be classified. Furthermore, need for action should be identified according to urgency.
The Institute for Work Science use different instruments:

· Train drivers were questioned in workshops and accompanied during their services (eye movement analysis) for a few times
· There was a questionnaire with specific questions for train drivers and a standardized questionnaire on job satisfaction and stress (for comparison with other groups like nurses)

· The researcher also analyzed shift schedule, medical data, and data on accidents
The most important result was, that there is no need for action regarding 
operational processes (e.g. dispatching) in order to prevent potential dangers. The researches recommended additional research to analyse demands in situation with accumulative activities for example when train drivers also act as train conductor in 
one-person-operation (also see chart 24). We also got detailed hints for our 9 regional business units to improve certain aspects. Train drivers appreciated for example new vehicles, the quality of continuing training. But they strongly criticised the reliability of operation schedules, general communication of DB group and the quantity of operational information.
Chart 11

We take the feedback from train drivers seriously. Many of the global trends of nowadays are not reversible though. We can take the challenge and think about, how we can best support our train staff, to manage the changes in modern railways operations. Some of our activities aim at finding solutions for the addressed problems. New media is helping us achieving our goal - a higher employee satisfaction, active participation of train drivers and improved information channels.
In the area of continuing training we have collected best practices from trainers and have developed a new training concept offering supervision to trainers. Our driving simulators were updated. We also plan to introduce additional mobile simulator trainings on PC (also see chart 14).  

Information and communication are always topics discussed in big companies. All transport divisions of DB Mobility Logistics have set up a web portal in January 2009 for all train drivers, to achieve more transparency and provide more information on time (also see chart 15). 

Technical improvements may also help to improve information exchange about operational occurrences. Via the PDA of train drivers information about delays on minor routes are automatically sent (also see chart 16). The prognosis of delay is then distributed via different channels of the passenger information system (also see chart 17). In the following other recipients e.g. trains, passengers can be informed. 
A further milestone was the introduction of a so called train report, which simplifies processes of removing damages (also see chart 18). Train drivers send the train report via PDA and facilitate further steps of the transport management and maintenance (also see chart 19).

Working processes, in which new technical equipment is involved, must be prepared thoroughly in advance with employees. This was the case when we first tested the use of the PDA to email operational instructions to train drivers (also see chart 20).

Based on emailing instructions there is another project. We are developing a database on instructions. This will not only simplify the administration.  We also want to grant access to instructions for the train staff via PDA or even external PC (also see chart 21).

In context of European standards (TSI OPE) we are working on a Driver’s rulebook, in which all technical and operational rules and regulation will be integrated in one document (also see chart 22).
Last, but not least, there has been a project on operation schedules for train staff aiming at a higher employee satisfaction - under the premise of economic efficiency. Different solutions for more reliable operation schedules were tested and handed over to the regional operation units (also see chart 23).
Chart 12

One constituent of our vision for the year 2022 for DB Bahn Regional is “enthusiastic passenger, employees, and stakeholders. 

We know: Our employees’ satisfaction with theirs jobs and their relatedness with the company are requisites for “enthusiastic employees”. We also need to foster the understanding, that global trends in railways are not reversible. We want to best support our employees to manage the changes that are also noticeable to them. Our employees are the basis for granting our customers safe and attractive services.
Appendix (charts can be used additionally, if needed):

Chart 14
20 driving simulators for different series are spread all over Germany. They are used for education, continuing training and supervision of train drivers. In addition, we want to introduce more flexible simulator trainings in our regional operation units. This way, train drivers can excise various operational situations during the annual continuing education.
Chart 15

Apart from general information, the different business units also have regional editorial groups consisting of train drivers. Our train drivers can access the web portal via intranet or internet.
Chart 16

In the past, there were problems on minor routes, which are not monitored electronically. If a train was late, neither the local transport manager (which belongs to the transport division) nor the local infrastructure manager (which belongs to DB Netze) knew about it or could give a prognosis for further connections. Nowadays, information about delays greater than 5 minutes is automatically sent via PDA. The local transport manager notices immediately that journey “RB 27322” is delayed for 6 minutes. The prognosis for further connections is directly sent via the passenger information system and distributed to other recipients.
Chart 17

The illustration shows all participants of the information flow within the passenger information system. Based on the actual operational data, which stems form train drivers, train attendants or the local transport or infrastructure manager, the gained prognoses are distributed to different channels for example stations, internet or SMS to passengers).

Chart 18

In the past, train drivers or train attendant wrote down detected damages in a log file and informed the transport manager. They never got a feedback on what was happening then. Nowadays train drivers or train attendants just send a train report via PDA. The advantage is: local transport manager and car shops are immediately informed. In a next step there will be an option to give a direct feedback to the train staff about the next steps. 
Chart 19

After a train driver has selected a category describing best the detected damage he can add further comments or a request for a call back. Train report ticker immediately informs the local transport manager, the local control centre for train allocation, and the car shop that there is a new train report including all information and its actual status.
Chart 20

We wanted to know whether the emailing was accepted by train drivers, whether the instructions were legible on their PDA, and whether there were constraints with tables and illustrations. The later was true. Still, train drivers appreciated to know that there is a new instruction. If necessary, they resorted to the paper version the next time they visited the registration office.   
Chart 21

The advantage of this solution will be that we can easily allocate instructions according to the user profile. Distributing paper versions of instructions to every train driver will no longer be necessary then. Still, we will provide all instructions in the registration office.
Chart 22

A huge number of regulations and standards for train drivers have been written by the transport division and the infrastructure management over the years. The driver’s rulebook offers a good chance to review all regulations and standards, to delete doubling and have a single structure, distinguishing regular and disturbed operation or emergencies.

Chart 23

Employees, schedulers and work councils were actively involved in the project. Scientific surveys on existing operation schedule models (full and part time) analysed strengths and shortcomings. In addition, there were interviews with train staff to learn about their preferences regarding the existing and newly tested operation schedule models. Due to technical changes, planning tools now have a greater transparency and have more options to acknowledge personal needs of the staff more previously.
Chart 24
Frequently train drivers are the only staff during regional or local services. Due to modern dispatching systems, train driver also act as train conductor during services. 
Especially when entering important junctions or major central stations the number of required tasks may accumulate for train drivers. There will be an additional study analysing these situations more closely which are prevalent in urban railways.
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