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1. Regionalisation – a success story on Germany's rail network

The year 1994 was a year of major change for the German railways. The Bundesbahn (the former Federal German Railways) and the Reichsbahn (the former East German Railways) merged to form one company. The newly formed company, Deutsche Bahn, was subsequently faced with a challenging integration process. The company was also given the task of becoming competitive in order to compete successfully with other transport companies on a market that was subsequently to be liberalised. Market share in all segments was to be secured and increased.

One of the major steps taken on the way to achieving an improvement in competitiveness was the separation of Deutsche Bahn into the following corporate divisions: Passenger Transport, Track Infrastructure, and Transport & Logistics. Passenger Transport was itself subdivided into business units – Long-Distance Transport, Regional Transport (Regio) with regional railways and rapid transit systems, Urban Transport with Hamburg and Berlin rapid transport systems, plus Bus Transport.

In Germany, regional transport services are awarded by the Federal States. For this reason, the Board of Management of DB AG took a decision in 1996 to assign business responsibility for Regional Transport on a regional basis. Since then, DB Regio AG has consisted of railway undertakings with regional performance responsibility competing for new transport orders locally with their immediate competitors. Since 1994, some 25% of the regional transport services in Germany have been put out to tender again and by 2013 it is expected that the vast majority of the transport services awarded by the Federal States will be on the basis of new long-term contracts.

As a result, DB Regio AG is now subject to increased competitive pressure. Each new contract put out to tender that DB Regio is unable to acquire reduces the order intake of the former monopolist. 

DB Regio AG therefore needs to increase the efficiency of its rail operations. To ensure that it remains competitive, however, the quality of the services it provides will also be increased. This of course will have an effect on the work performed by our train drivers. The challenge is to improve the quality goal of train punctuality (and other quality goals) as well as operational efficiency while ensuring that the required optimum safety of the rail operations is met. The goal is to increase quality while reducing costs, combined with greater employee satisfaction.

2. Development lines of the new urban transport services

DB Regio has already taken steps to deal with this challenge:

Transport performance:

The performance of regional transports in Germany overall has risen. Whereas in 2001 the figure was 599 million train-kilometres (including 550 million accounted for by DB Regio), in 2005, the figure had risen to 632 million train-kilometres (DB Regio: 539 million train-kilometres). The competitors' market share was up from 8.5% to 15% in the same period.

Passenger transport:

In 2001, German regional services covered a total of 40,400 million passenger-kilometres, including 39,100 million passenger-kilometres accounted for by DB Regio, while in 2005, the figure was 41,800 million passenger-kilometres, including 38,900 million accounted for by DB Regio. Our competitors' market share more than doubled in the same period.

Train drivers:

In 1998, DB Regio employed 14,957 train drivers, whereas this year it is 11,260.

Train attendants:

In 1998, there were approx. 9,500 train attendants employed at Regio, whereas in 2006 there are now some 5,200.
Quality goal of train punctuality:

Punctuality on regional transport services has been kept at a high level: On rapid transit services, a level of 95% was maintained. In the case of regional trains in 2000, a level of 90% was achieved compared with 91% in 2005.


Revenues:

Over 55% of Passenger Transport revenues and almost 30% of the entire Group revenues are generated by DB Regio AG.

Customer satisfaction:

Since 2000, we have asked our customers to rate their degree of satisfaction with our performance (in the German system: 1 is the highest rating and 6 the worst). Whereas in 2000 only 33% of our customers gave us rating of 1 and 2, in 2005 we had 50% in the "Overall assessment” category.

These results were achieved in a concerted effort throughout DB Regio and constant efforts will be made to improve them: the vehicle fleet at DB Regio, for example, has been steadily renewed (average age in 2000: 20.2 years, in 2005: 16.1 years). The marketing departments have developed special regionally coordinated, customer-specific offers on the basis of targeted market segmentation. One example of this are the so-called "Länder tickets“ (valid for the “Länder”, the Federal States in Germany). These are special offers that are available throughout a specific federal state, and they have been very well received by customers. 
4. Operational challenges and their solutions

As the figures suggest, our goals – cost reductions, quality improvements and employee satisfaction – are also supported on the operations side. We have implemented several programmes, projects and procedures that affect the train journey process and the train driver's occupational field. The major programmes are presented below:

Our focus is of course centred on safety. A key step in this area has been the changes made to the structure of our rules and regulations. Changes planned for the operational rules and regulations, one of the core aspects of rail operations, require to be made very carefully, of course, and need time. An important step forward was taken with the train loading and running regulations that apply to various job groups. Modularisation of the rules and regulations has made it possible to address these groups more directly and make things more comprehensible. We are now determining where more areas can be simplified in this reference work that has grown in complexity over the years. In addition, with respect to the introduction of a safety management system and a safety report (EU Directive 2004/49), an iMS process has been implemented to improve the quality of the data stored in the Event Database for Safety (EDS). By further in-house improvements to the EDS, for example, we have been able to provide more accurate analysis and greater effectiveness with the aim of securing and further increasing the quality of our operations.

One of our key cost reduction programmes is our energy-saving programme. In 2002, a programme for energy-saving train operation was implemented. The aim was to provide the train drivers with transparent feedback on their energy consumption during a train journey. To this end, the entire vehicle fleet was equipped with energy consumption indicators. In a database, the energy information system (EIS), the energy consumption of the traction units is collected every 5 minutes and linked to detailed dispatch data. In this way, it is possible to identify the precise energy consumption during individual train journeys. In a large-scale training programme, all train drivers are taught energy-efficient driving strategies. The relevant training modules are now an integral part of the basic training of our train drivers. At least once a year, each train driver is invited to an energy-saving interview with his team leader, during which he is given the opportunity to compare the energy consumption of his own train journeys with those of his colleagues. Train drivers who have had such an energy-saving interview on the basis of verified data subsequently drive more energy-effectively in future. This programme is accompanied by incentives, e.g. in the form of energy-saving contests. In addition, technical assistance systems have been developed, which provide the train driver with information on the current energy consumption during the journey or recommend when to switch-off power.

The success has justified the introduction of the programme: energy consumption per kilometre has been cut permanently by around 4%.

In 2002, we "only" tackled the major consumer of energy – the train journey. Energy-effective parking and provision of the trains are currently being planned. Here again, there will be clear priorities: 

1. safe driving

2. punctual driving

3. energy-saving driving

4. services (e.g. passenger information)

One of the classics among the cost reduction programmes is process optimisation for all core operational sequences. One example of this is the introduction of the new process when registering for duty. This will allow the train drivers and train attendants to start their duty on the train, eliminating the need to register at the duty office. To ensure trouble-free operation, the availability of the current timetable information and instructions for the train crew are a basic requirement for this process. For this reason, we intend to provide all train drivers with an easy-to-use PDA. In addition to the timetable information, the employees are to receive all the relevant information by electronic means, so that it is no longer to register at the duty office. This will include ad-hoc instructions, changes to the duty roster (as calendar entries or as email), timetable changes made at short notice or the information that instructions are available for the train driver in the duty office. We will then be able to provide up-to-the-minute information for travellers, which they will be able to pass on to the customers on the train.

This will eliminate unproductive time at the start and at the end of each shift and allow the train driver to improve his level of productivity. We expect that this will establish a closer link to the information change and greater satisfaction of our train drivers with their working conditions. This is precisely an area where the train drivers have indicated a need. And – last but not least – the private use of smart phones is not simply allowed, but recommended.

One of our most important quality programmes is to have complete passenger information available along the entire travel chain. We learn about our customers' requirements on the basis of regular polls. And it has been demonstrated that customer satisfaction is dependent to a very high degree on the quality of the passenger information available. In the case of delays in particular, a high level of reliability and thus quality of the information provide is essential. Reasons for delays, information on alternative train services are the kind of information that is urgently required, to guarantee a trouble-free journey for the passenger. The focus of the Passenger Information System (RIS) programme is on increasing the quality of the information available in stations and trains, and includes at the same time all the available information channels for customers and employees. Our customers are to be given optimum information along the entire travel chain. And this means that our staff at the stations and on the trains must themselves have access to up-to-the-minute information, which they can subsequently pass on to our customers. RIS provides the IT infrastructure, collects the timetable and current data, processes the data and distributes it to the areas where it is required. When the Passenger information System is finally completed, the RIS server will distribute around one million messages each day.

In the transport performance Information System for Passenger Transport (ISTP), a comparison of desired and actual data will be made. In addition to the desired data supplied by the European Timetable Centre, the current information is required. This is collected in the ISTP from various sources in the operations centres of DB Netz AG (track infrastructure) and the trains operated by the Passenger Transport division. On lines that are not monitored by the operations centres, up-to-the-minute information is transmitted directly from the trains to the ISTP. The train attendant on local transport services will use his RIS Communicator for this purpose. The train attendant can also send requests for train connections and messages from transferring passengers to the ISTP using the Communicator. 

On local trains with no train attendant, position messages will be supplied automatically by the infrastructure systems or by the train driver via a GPS-enabled PDA. 

By comparing the desired and the actual data transmitted, the ISTP automatically creates delay forecasts and connection conflicts. The dispatchers in the control centres provide manual forecasts of train movements and other information, such as reasons for delays and ways of solving connection conflicts in order to enhance the information available to passengers. This enhanced up-to-date data is then fed back to the RIS server, which subsequently distributes the information to the various receiver systems. The RIS data flow shows that a number of organisations are involved in the creation and processing of the passenger information. It is also clear that all employees who pass on information to travellers receive the same data and can thus provide customers with consistent information.

Concurrently with the efficiency and quality programmes, we have revamped the training and management structures for train drivers. The standard and advanced training courses for our train drivers have been modularised. Originally, there were seven areas of study spread over more than 70 individual modules. While a basic foundation of operational and technical knowledge is a prerequisite for all train drivers, the benefit of modularisation is that it permits standard and advanced training plans to be specified for a wide variety of deployment areas. The modules differ, for example, in terms of the vehicles and trains involved. Training courses for train driver who wish to obtain their Class 3 licence in oder to be certified for locomotives operating on open lines, are thus different than the training given to drivers of shunting locomotives, who require no or only limited knowledge of driving on open lines (Class 1 or 2 train driver's licence). Train drivers who come from other railway undertakings to DB Regio companies will be given appropriate further training following initial verification of their current state of knowledge. Only train drivers who operate on lines with special safety systems (e.g. LZB, CIR ELKE) receive the training on these systems. Since DB Regio train drivers are required to make passenger announcements, the relevant module is taught at Regio only. With the modularisation of training course content, training programmes last for between 4.5 and 8 months, depending on the area of deployment. All DB examiners are now certified by the German Inspection Authority (TÜV).
In personal performance interviews held annually, the train drivers and their superiors draw up a personalised training plan that is designed to meet the needs of both the company and the train driver. This plan is based on a desired performance profile for each job / each area of deployment area that is compared with the actual personal performance profile of the individual train driver. The actual profiles are drawn up on the basis of the train driver's own personal assessment and one drawn up by his superior. If the performance interview of the previous showed that the individual's driving style consumed more energy than his colleagues, for example, then a repeat of the energy-saving driving module can be arranged.

Also – but not only – for the purpose of making this performance model possible, we have reduced the management gap for train drivers by introducing the team leader model. Designed to meet needs of the various regions, the teams (which are still too large) on average consist of 60 to 80 members today. Some teams are mixed groups of train attendants and train drivers. The team leader job group (for train drivers and train attendants) is a special group that is managed centrally. This means that we currently organise centralised team leader conferences for all 300 team leaders. With these conferences, at which board members of DB Regio and the managing directors of DB Regio companies participate, our intention is to stress the special value we place on this important job group. This is the place where team leaders can meet and team leaders also have the opportunity to meet members of senior management. This allows team leaders to exercise their management role in operations with better knowledge of the corporate strategy.

5. "Train driver of the future“ – Looking ahead

At DB Regio, we will continue on the path we have chosen, test all the technologies, processes and methods we have acquired and, if necessary, modernise, i.e. come in line with the prevailing market conditions. At the same time, we will keep a critical eye on the ability of the group most affected by change to work under pressure and its level of satisfaction - our train drivers. We have commissioned an institute for occupational psychology to carry out a study designed to analyse and assess the stress to which our train drivers are currently exposed. It will provide us with valuable information on the possibilities and any limitations of future developments. We do not, however, expect any restrictions. The figures in DB Regio 2005 Safety Report speak for themselves: DB Regio personnel, with 517.5 million track kilometres covered in 2005, were the cause of 133 accidents. The overall number of accidents caused by personnel declined the last years from 0.39 accidents for every million track kilometres in 2001 to 0.26 accidents per million track kilometres in 2005. 
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Resumé:

Volker Karbach - with the railway in Germany for 25 years - is Head of Train Running for DB AG regional transport. He is responsible for processes, regulations for the planning and implementation of train running at DB Regio (some 24,000 train movements/day), operating provisions, the qualification of the train drivers and the energy cost management of train running. He previously worked in various strategic positions and was Head of Operational Safety at DB Long-Distance Transport. Volker Karbach is 42 years of age, married and the father of two children.

Abstract: Changing Job Profile for train drivers

The requirements placed on rail passenger transport as a result of market liberalisation have led to a change in the job profile for train drivers. In addition to the obvious skills and abilities required to ensure safe, punctual and economically efficient transport, train drivers also have to be in a position to deal with customer service tasks, such as providing passenger information, over and above the previous remit of their job.

Satisfying these new requirements calls for a thorough knowledge of the expectations of all stakeholders (i.e. the customers, the railway companies, the train drivers themselves) a clear idea of the future job profile of the train driver, and a migration concept which outlines the transition process from the status quo to the “train driver of the future”. 

This process has to pay due attention not only to basic and advanced training concepts, but also reconciliation of the self-image and external image of the core vocational group of train drivers, the stress situation for the individual train driver, and prioritisation of a new, more comprehensive job portfolio.

Volker Karbach, Head of Train Running at DB Regio, describes experience acquired to date in the process to the new train driver, as well as the successes, obstacles and plans at DB Regio AG.

