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Synopsis

Engineering and Technology’s Railway Safety Management System which is defined as  “ A formal framework designed for integrating railway safety into day-to-day operations and includes railway safety goals and performance targets, risk assessments, responsibilities and authorities, rules and procedures, and monitoring and evaluation processes” has been introduced since 2002.

Engineering and Technology’s Railway Safety Process Management reflects a hybrid system incorporating international best practices for railway safety management.

This paper will first address the implementation of the Safety Management System in Spoornet’s Engineering and Technology department, secondly it will outline the major challenges encountered during implementation phase and conclude with the innovative measures we have taken to overcome those challenges and ensure compliance.
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1.
INTRODUCTION

The South African Government announced the process of restructuring state-owned enterprises in 2000, during the same time the National Department of Transport (NDoT) established a Railway Safety Regulator. 


The restructuring brought about a radical change in the traditional and historical accepted norms and practices for railway safety management in South Africa.  

The National Railway Safety Regulator Act (Act 16 of 2002) was enacted on 20 July 2004 and proclaimed on the 20th of September 2002. 

Act 16 of 2002 came into force in 2002 to address the many changes that had taken place in the rail transportation industry in recent years

Act 16 of 2002 was designed to achieve the objectives of the national transportation policy relating to the safety of railway operations. The Act gave direct jurisdiction over safety matters to the Minister of Transport, to be administered by the Railway Safety Regulator 

One of the principal features of the National Railway Safety Regulator Act (Act 16 of 2002) is the establishment of the Railway Safety Regulator, which is independent from the Railways industry and whose mandate is to provide for and promote safe railway operations. 


The National Railway Safety Regulator Act (Act 16 of 2002) provides that the principal functions of the Railway Safety Regulator will be to:

· Foster and encourage railway safety;

· Regulate and enforce railway safety; and

· Investigate and report on railway incidents.

The National Railway Safety Regulator Act (Act 16 of 2002) does not replace the Occupational Health and Safety Act (Act 85 of 1993) but complement it. 


Spoornet has been proactive in the restructuring process and began implementing the Safety Management system in 2002 although the Railway Safety Management Regulations was only published in Government Gazette No. 26594 of 20 July 2004.
2.
BACKGROUND 
Overview of Engineering and Technology
Before I can discuss Engineering and Technology’s Safety Management System, I believe it is important to give you a brief background of the department.

Spoornet consist of 10 departments grouped under two major streams as follows: 

a) Operations
Engineering and Technology

Business Integration

Service Delivery Zones

National Operations Centre
International Joint Ventures and Over-Border

b) Support
Human Capital

Chief Financial Officer

Legal, Commercial and Governance

Strategy and Marketing

Corporate Affairs
Engineering and Technology department
Engineering and Technology is an engineering department in Spoornet whose main focus is to provide and maintain assets on life cycle management principles.


Engineering and technology is department responsible amongst others:

· The maintenance, renewal and enhancement of the rail infrastructure

· Deliver a reliable and safe rail network 

· Develop maintenance plans for life cycle

· Execute maintenance plans

· Maintenance of rail infrastructure network 

· Asset Life Cycle Management

· Fleet Management

· Define technical performance standards

· Technical Benchmarking
Assets and resources

· Locomotives – 2800

· Wagons – 105 000

· People –15 500

· Track –20 000km

· Operational budget – R6.6 billion per annum 

· Capital investment- R2.3 billion per annum 

Engineering and Technology consist of three major operational departments, namely;
i. Traction Maintenance, which is responsible for maintenance of locomotives

ii. Wagons Maintenance, which is responsible for maintenance of wagons

iii. Infrastructure Maintenance, which maintains and do renewal work on infrastructure such as tracks, signaling, bridges, overhead track equipment, substations and level crossings. 

Each of these departments has depots and sub-depots all over the country.             Each has an average of about 18 major depots scattered in the country of about 1.2 million square metres 

3.
SPOORNET: ENGINEERING AND TECHONOLOGY’S SAFETY MANAGEMENT SYSTEM:

Engineering and Technology’s Safety Management System is a hybrid system incorporating international best practices for railway safety management but is based mainly on the Canadian Railways Safety Management System. It is made up of 6 components consisting of 23 elements.


Elements of Engineering and Technology’s Safety Management System are as follows:                                                              
1. Management policy and structure                                                                                                                 
1.1 Railway Safety Policy Statement

1.2 Safety Organisation
1.3 Authorities, Responsibilities and Accountabilities
1.4 Employee and Representative involvement
1.5 Communication
1.6 Safety Plan and Objectives      

1.7 Compliance with legal requirements

1.8 Document and data control

1.9 Safety Change Management   

1.10 Safety Performance Monitoring

1.11 Safety Audits

1.12 Safety Management System Review
2. Risk and occurrence management
2.1 Risk Assessment processes

2.2 Risk Control Strategies

2.3 Occurrence Management

2.4 Occurrence reporting and recording, safety data collection and safety performance analysis

2.5 Occurrence Investigation

2.6 Corrective Action Procedures

3. Human Factors Management  

3.7 Human Safety Standards

3.8 Safety Critical Work
4. Procurement of Material and Services
5. Technical and Operational System Safety
6. Interface Management
4.
CHALLENGES FACED IN IMPLEMENTING THE SAFETY MANAGEMENT SYSTEM IN SPOORNET’S ENGINEERING AND TECHNOLOGY DEPARTMENT

4.1
 Buy-in by all employees
Spoornet is a centralised entity so the initiation phase of the Safety Management System for all departments including Engineering and Technology took place at the Head Office. Some employees at the operational level were informally aware of the   Safety Management System and felt that they were not properly informed and kept up to date with the process and that resulted in the unfortunate situation whereby a number of employees regarded the Safety Management System as not belonging to all of us but as belonging to the Head Office.

There was a lack of awareness at the initial stages and as a result some employees were usually not readily receptive to the Safety Management System

4.2
Visible commitment by Senior Management 

Spoornet has centralised its control in Johannesburg after operating with Regions in the 1990s.The regions were dismantled as they were criticised for becoming “fiefdoms” and slowing the transformation process. Virtually all Spoornet’s senior management cadre is based in the Johannesburg area

The failure of senior management to become part of the implementation team or give visible support led to the detachment of the Head Office expectations and the expectation of staff at the operational or depot level.

The Safety Management System implementers, who were of junior management level, found it difficult to get cooperation from the depot staff due to lack of senior management support. 

There was a perception in Engineering and Technology that senior management was not committed to the Safety Management Systems and this was having a negative effect on staff morale and motivation.

4.3
Language
South Africa has eleven official languages, namely, Afrikaans, English, Zulu, Xhosa, Swazi, Ndebele, Southern Sotho, Northern Sotho, Tsonga, Tswana and Venda.  Usually one language is dominant in a particular geographical area, the dominant language will most likely be used as a working language in that particular area .The Safety Management System presentation was delivered entirely in English, which is the official language in the company.

Some of the employees did not really understand the presentation and therefore were unlikely to realise the importance of the system and contribute meaningfully to the process. 

4.4
Safety culture
Safety culture refers to the aspect of corporate culture that affect safety-defined by the Health and Safety Executive in the UK as:

“…the product of individual and small group values, attitudes, competencies and patterns of behaviour that determine the commitment to, and style and proficiency of, an organisation ‘s health and safety programmes.”

The adequacy of the safety culture of Engineering and Technology has been considered to the best practice model of safety culture, which places the motives of individuals to behave within the context of the following layers:

· The individual

· The working environment

· The perceived effectiveness of the safety management system

· The organisation
· The external cultural environment

There are failings at some of the layers of this safety culture model. Safety is therefore not usually integrated into individual thinking apart from an instinct for self-protection.
4.5
Interfaces
It is essential that all private rail operators such Metrorail, Sheltam, Rovos rail and    all private sidings owners comply with the requirements of the Railway Safety Regulator and obtain a safety permit if required.

If a safety permit is not required and Spoornet trains are using the private siding it will be required that the line be maintained according to requirements of Spoornet who is holding a safety permit. 

Some of the private siding owners were reluctant to sign agreements requiring them to comply with Act 16 of 2002 and all related regulations.

4.6
Communication  
Our company is a large, geographically and demographically diverse company, meaning that effective communication will always provide some challenges

The communication process was not 100% effective and even some of the safety people who were tasked with implementing the Safety Management System were not properly conversant with Safety Management System.

Risk Professionals, who provide advice and support to line management, felt excluded, as the Safety Management System was not communicated to them.  


4.7
Training of the trainers and internal Safety Management System auditors
Some of the safety representatives who were supposed to oversee the implementation of the Safety Management System in the depots were not properly trained 

Risk professional who are presently responsible for internal auditing of the system were not properly trained.

4.8
Union consultation
Engineering and Technology has for some time been conscious of the fact that Union involvement in implementing any new system is of paramount importance. The unions were involved in the whole process of drafting Spoornet’s Safety Management System and all related policies but we neglected to involve them in the drafting of departmental specific Safety Management Systems and implementation thereof as we assumed that involving them on the corporate level was enough.

Unions felt that they were not properly consulted especially in the drafting of Engineering and Technology’s Safety Management System

5. KEY ACTIONS USED TO ADRESS THE CHALLENGES
5.1 Buy in of all employees

Engineering and Technology with the help of Corporate Affairs department has embarked on a countrywide awareness campaign which will one ensure that employees are aware of the Safety Management Systems and Safety in general. The second part or focus of the campaign is to ensure that employees take ownership of the Safety Management System. 

We have also enlisted the help of the Unions to ensure buy in from their constituency

We are committed to the progressive implementation of the strengthened approach with the full support and buy-in of trade unions  
5.2 Safety leadership- Visible commitment by Senior Management

Effective safety leadership and visible commitment to safety is key to implementing a successful safety management system 

To rectify this shortcoming Engineering and Technology initiated Senior Management safety tours which are an essential part of demonstrating safety leadership.

A system was put in place to ensure that Senior Management spend an adequate amount of time, devoted to safety issues with front line staff

5.3 Language

Long term: Engineering and Technology together with the Unions has put in place a plan to implement adult basic educational training program, which will ensure that all employees have a basic understanding of the English Language. This program will ensure at least the working and written knowledge of the English language.

Short term: in demographics where the audience in predominantly not English conversant we try to provide a bi-lingual Safety Management System presentation.
5.4 Safety culture

Engineering and Technology department realises that the safety culture of any company is determined by the willingness of management and staff to accept and respect rules and has therefore decided to implement the following initiatives: 

· Spoornet’s Corporate Affairs department, has be been tasked to achieve an understanding of culture by discovering the values, attitudes and perceptions that affect the behaviour of an individual and then change all of those.

· Spoornet’s Corporate Affairs department has embarked on an extensive nationwide safety communication drive to help create a culture of safe working and operating within the company

· To ensure employees involvement, daily green area meetings are held to create a culture to promote safety. All meetings commence with a safety talk. Safety is discussed at all Levels meetings with the Labour Union members. 

· Level three meetings are used to build relationships and resolve safety issues, without the need for confrontation in level one meetings and help to develop a positive safety culture where the Unions and management are seen to be agreement about safety.
· Unions are playing a critical role in ensuring the safety culture improves and therefore all our initiatives are planned and implemented jointly with the Unions. We are thankful that labour accepts that safety is a common issue to all of us and have been helpful.

· We also embarked on a Safety Drive to ensure that everyone in the department endorses our safety values

· There is a campaign to achieve total commitment by introducing and adopting the “One team, One vision” strategy.

Employees are made aware that only with the help and commitment of each and every employee can we achieve the successful implementation of the Safety Management System.

5.5 Interfaces with other rail operators

Interface agreements which includes Railway Regulator’s requirements have been entered into with other rail operators such as Metrorail, Sheltam, Private sidings owners, Rovos rail and various steam clubs,
A private sidings project team was established to:

· Facilitate customer compliance to Railway Safety Regulator 

· Design Process / procedure to ensure Spoornet Compliance to Railway Safety Regulator
· Get feedback from Railway Safety Regulator on all customers who applied for the permit

The project team ensures that all private sidings owners adhered to the requirement as set out in their contracts. Failure to adhere to requirement result in the company refusing to enter into agreement

5.6 Communication

Good communication requires a formal process to ensure systematic communication to all employees in the workplace.

Workshops were held with all unions to chart a way forward and devise a safety communication programme for all employees

Spoornets’ Corporate Affairs department has embarked on a safety communication drive.

5.7 Training of the trainers and internal Safety Management System auditors
A program has been designed to provide skills training in effective safety management system for those involved in implementing and auditing the Safety Management System

5.8 Union consultation
Engineering and Technology realises that union consultation is of paramount importance and upon identifying a shortcoming in consultation we immediately arranged a workshops with all union representations whereby it was agreed that unions would become part of the process. The workshops were very fruitful as the unions have now been given a chance to contribute inputs to the Safety Management System and they have done. They are now our partners in the implementation process.

      6.           CONCLUSION:    
Most of the problems encountered in implementing the Safety Management System could have been avoided had there been a more prudent planning

The process of righting the wrongs is still ongoing and presently Engineering and Technology department is reasonably satisfied that adequate actions have been taken to address all shortcomings and all corrective action plans put in place seem to have the desired effect

Safety in general is treated with renewed vigour in our company.

Overall, I conclude that with these actions to address the shortfall in safety arrangements Engineering and Technology will achieve a seamless journey in implementing their Safety Management System.
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