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The most effective way of changing safety culture is not through the latest expensive safety culture change program or consultant, nor is it about dragging the big stick out and threatening people with punitive measures. You change the culture when you get the systems and the small, day to day things right. Change the culture and you reduce the risk to the organisation.
The Public Transport Authority (PTA) is the urban and country passenger rail infrastructure owner and passenger train operator in Western Australia. In 2003 employees did not rank safety in the top five things they thought the organisation did well, even though they ranked safety as the most important for them. The Lost Time Injury Frequency Rate (LTIFR) was 83.04 (equivalent to injuring one third of our workforce every year) and in 2004 the Rail Safety Regulator delivered a less than flattering report on rail safety management. 
Although the Regulator’s Report largely focused on what is traditionally known as ‘rail safety’ the issues raised are just as applicable to occupational safety and health and other regulatory areas such as environmental management. The Report followed on from meetings throughout 2004 in which the Executive and senior managers identified safety as an area requiring better resourcing and greater attention by all staff. It was identified during 2004 that a number of operating divisions were not appropriately resourced to carry out the safety functions required, particularly with the growth of the organisation and its functions.

As a result a review was conducted into how safety was being managed across the PTA. The review into safety focussed on:

1. Corporate governance of safety across the organisation;

2. Clarifying the roles and responsibilities in relation to safety between divisions and the corporate safety area;

3. The structure of safety including the allocation of resources to divisions and the corporate safety area; and

4. The role and structure of the organisation’s safety committees.

These areas are the ‘skeleton’ of any good safety management system.

The improvement has not been achieved through the purchase of an off-the-shelf safety culture program, nor did we bring in the consultant to examine the organisation and provide a report of what we should do. We examined a number of rail and other safety critical organisations with reputations for good safety management to identify what had worked in practice. A clear vision for improvement was developed, resources put in place, some structural changes made and then we set about getting the basics right. We modernised the safety management system, ensured health assessments, training and reaccreditations are tracked and conducted on time. Health, Safety and Environment Committees were fully established in each area of the organisation with clear direction on reports and information to be tabled and discussed. Outstanding actions from incident and hazard reports, audits, investigations and meeting outcomes are tracked and monitored by safety committees. Weekly reports are made to the Executive on incident, injury and hazard reports and quarterly Executive safety management meetings include data and trend analysis and reports on outstanding corrective actions.

The following were outcomes of the review:

1. The following was picked up and managed both corporately and within operating divisions:

(a) Health, Safety and Environmental risk, compliance, auditing and planning;

(b) Hazard identification;

(c) Accreditation management;

(d) Training;

(e) Health assessment and drug and alcohol management;

(f) Workers compensation and injury management; and

(g) Health, Safety and Environment promotion.

These functions are led strategically from the corporate area, including providing systems to support operating divisions and coordinating on behalf of divisions, however the operational side of these functions must be managed at the divisional level.

Although these functions are the responsibility of all across the PTA, particularly management, management needs to be supported by the appropriate quality systems which are managed by a discrete group or individual in the operating division reporting to the general manager or director.
2. The Health, Safety and Environment (HSE) responsibilities document was reviewed and updated by the Executive. 
3. All job descriptions of HSE related positions were reviewed and rewritten. Staff were officially appointed to these new positions.

4. A Strategic Risk Management Group was established to manage high level risk across the organisation (all risk not just safety).
5. Established a cultural change program for safety across the organisation. This was based on recommendations from staff participating in a Front Line Management course and a high level leadership development course. 
6. Senior Management support for safety became more visible, planned and reinforced.
7. An appropriate safety management system was implemented to monitor incidents, audits, and outcomes of investigations, risk treatments and any other safety related actions. Closing actions out in a timely manner is critical to sending the message that safety is important. 
8. Developed greater integration between risk management and safety systems, including using incident reports to identify areas requiring risk assessment. 
9. The Executive and senior managers participate in external audits as an example to staff and to ensure the correct information is passed onto the auditor. 
10. Standardised documentation terminology across the organisation where possible, (ie policy, procedure, work instruction, standard operating procedure etc)

11. Developed appropriate processes to manage safety and health issues in relation to companies we contract to deliver services on our behalf

12. A much greater emphasis has been placed on the quality, analysis and review of data and information for the purposes of managing risk, review and improvement

In a more recent employee opinion poll the top three areas employees thought the organisation did well included taking safety seriously, having effective safety systems and being encouraged to report all hazards, near misses, incidents and injuries. The 2007 Rail Safety Regulator report identified no non conformances, commented on the improvement and the LTIFR has been cut in half. The number of incidents on the rail system has reduced in recent years, in particular the more serious incidents and near miss incidents. Staff injuries have also reduced resulting in the risk profile of the organisation being greatly improved over the past three to four years. This period also saw an increase in staff from approximately 600 to almost 1500, the construction of a new 74km electrified rail line including 4 tunnels under the central business district and a number of bridge constructions and an increase in train and passenger kilometres, all during a resources boom and skilled staff shortages in the State of Western Australia.
Much of what I have discussed in this paper is what I refer to as the skeleton, absolutely essential but not much use on its own. Getting the structures, corporate governance, resources and accountabilities right gives you the conduit to implement the vision. 

From my view, the things that make it work:

· The drive came from the Chief Executive Officer

· Supportive Executive colleagues

· Strong interpersonal relationships

· Recruiting people with skills not just knowledge

· Working with a team approach

· Clear direction and leadership

· A non-punitive, supportive approach

With accountability structures established we put in place the “positive” by reporting on and celebrating the positive indicators such as meetings held, actions closed out, training conducted and safety campaigns run. We included assessment of safety culture in the employee opinion poll and conducted a low cost safety marketing campaign within the organisation. By getting these things right, by closing things out in a timely manner, getting assessments and training done on time and following up, our people see that safety is being treated as important and the culture shifts as a result.
The bigger picture is also important, we have followed the basics with community education and media campaigns and introduced infringements for red light cameras on level crossings, but the basics must come first particularly to achieve the internal change.
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