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Synopsis

The anticipated introduction of a railway safety regulatory regime in South Africa, as well as the possible restructuring of state owned assets, coupled with  new operators entering the railway market, has necessitated Spoornet to examine existing safety practices and to design a safety process for the management of railway operations.

This paper will address the rationale for introducing Railway Safety Process Management (RSPM) in Spoornet and the selection, development and implementation of Safety Management Systems and the establishment of a Corporate Railway Safety Office to address the corporate direction and management of a Railway Safety Management System Standard for Spoornet.

Today, Spoornet’s Railway Safety Process Management reflects a hybrid system incorporating international best practices for railway safety management.
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1.
Introduction

In January 2000, the South African Government announced the process of restructuring state-owned assets. The process was to form part of the Policy Framework for accelerating the  restructuring state-owned assets.   It was envisaged that Transnet (a major public company) and its largest division, Spoornet, would be affected by the restructuring program.

The railway industry anticipated that during the restructuring process, the National Department of Transport (NDoT) would establish both a Railway Safety Regulator and an Economic Regulator to oversee  the restructured railway industry.

The restructuring announcement brought about a radical change in the traditional and historical accepted norms and practices for railway safety management in South Africa.  Following this announcement the die was cast and a series of events took place, which, retrospectively, should have happened a decade ago in South Africa.

Firstly, the National Department of Transport stated their firm intention to establish an independent Railway Safety Regulator irrespective of whether restructuring took place or not.  The National Department of Transport then proceeded to establish a Task Group and invited the railway industry to participate in the development of the railway safety legislative framework.

Secondly, and more importantly , the announcement forced the railway operators to scrutinize existing railway safety practices and to identify those areas needing safety improvement.

As a result of these  announcements the railway industry has been  in a race against time.  

Spoornet, as a major role player in the South African railway industry, established a Steering Committee to examine existing safety practices in Spoornet and to develop a strategic document, known as Railway Safety Process Management, to meet anticipated regulatory requirements.

This paper will attempt to outline the Spoornet processes in developing an appropriate safety organization, together with the supporting processes to meet regulatory requirements.





2. The Challenge:
2.1 Based on the scenario contained in my  introductory remarks, Spoornet established a Steering Committee in 2000 to research various international railway safety regulatory models. In addition, the Steering Committee had  to assess the adequacy of Spoornet’s existing safety practices measured against the regulatory requirements of those identified models, in order to determine the level of congruence.


2.2  The regulatory model of each country was segmented into the following critical components for research purposes: 

(
legislative framework;
(
industry framework;
(
corporate safety framework;
(
audit; and
(
enforcement


2.3 The following countries were chosen as benchmark partners for the Railway Safety Process Management design process due to their Government’s recent (1993 – 1999) initiatives regarding railway safety regulation in an environment of railway corporatisation and open access:
(
Australia
(
New Zealand
(
United Kingdom
(
Canada


2.4 In order for the Steering Committee to make informed recommendations on the process design, the following factors were considered:

(
Spoornet’s unique position with regard to its geographical location, 
 
technology, infrastructure, rolling stock and train operations;
(
Spoornet’s interface with other roleplayers in the railway industry
 
(overborder operations) and the impact thereof on the design of the
 
RSPM;
(
Spoornet as a learning organization;  and
(
International best practices regarding railway safety management.


2.5 The basic point of departure for the RSPM Steering Committee was to establish the following:

(
What makes Spoornet different from other international railways,
(
What are the similarities, and
(
What makes the South African railway industry unique.

2.6 The gap analysis provided the Steering Committee with the necessary insight to design a Railway Safety Process Management which will ensure the following strategic imperatives:

(
Integrated railway safety practices in Spoornet;
(
Compliance to anticipated railway regulatory legislation;
(
Alignment with international best practices;
(
Sound corporate governance of safety in Spoornet;
(
Reduction in the cost of risk, and
(
Compliance to stakeholder requirements.


























3. Findings 

3.1
Legislative Framework:

 
( 
The railway industry in South Africa was historically state owned
 

and consequently self-regulatory, insofar as it managed safety as a
 

matter of internal operations in terms of its own standards.
 
(
At present, an independent railway safety regulator does not exist
 

in South Africa.  The statute book contains limited reference to 
 

sector specific legislation for railway safety.
 
(
The railway industry relies on the Occupational Health and Safety
 

Act (Act 85/1993) as the primary source of legislation for all aspects
 

of its railway safety management system.  

3.2
National Industry Safety Framework:

 
(
The national safety framework in South Africa is ill defined insofar 
 
 
as the railway industry is self-regulatory in origin and nature and
 
 
rather informally structured.
 
(
Safe railway operations at the interface of operations are 
 
 
addressed in Business Agreements and Operating Agreements 
 
 
between operators.  There exists no formal mechanism for dispute 
 
 
resolution or recourse for an aggrieved party.
 
(
Spoornet, as the dominant role-player in the public railway industry, is
 
 
perceived to be the lead agent in setting standards, rules and
 
 
directives for safe railway operations.  However, in a new 
 
 
restructured railway industry it is perceived that the industry will set  
 

railway  standards for the operators to comply with.
 

 


3.3
Spoornet’s Corporate Railway Safety Program:

 
(
Spoornet’s Corporate Railway Safety Program is lagging far 
  

behind international best practices.
 
(
Managing of the various elements comprising a formal railway
 
 
safety management system in Spoornet is fragmented.  
 
 
There is no single manager in Spoornet to take full responsibility for the 
 
 
corporate direction and management of a Safety Management 
 
 
System for Spoornet.

3.4
Auditing Safety:

 
(
Due to the total absence of a railway safety legislative framework
  

the South African railway industry has never been  subjected to an 
 
 
external audit program of the safety management process.

3.5
Enforcement:

 
(
The only level of enforcement to which the South African railway
  

 industry is currently exposed to, is the Department of Labour
  

for contravention’s of Act 85/1993.








































4.
Recommendations


4.1
Based on the insights obtained from the requirements of the railway safety  regulatory models of the countries as mentioned in paragraph 2.2 as well as the critical findings as described in paragraph 3.3, the RSPM Steering Committee advised Spoornet to develop and implement the following recommendations:


4.1.1
The introduction of formal Safety Management Systems as a corporate
Safety Standard to provide Spoornet with a comprehensive management tool  to ensure:

(
integrated safety practices
(
compliance to anticipated regulatory requirements 
(
continuous improvement in railway safety process management


4.1.2
The introduction of a railway safety structure (Corporate Railway Safety Office)  to accommodate the corporate direction and management of the railway safety standard (SMS) based on the following key performance areas of railway safety process management.

(
Railway Safety Strategy and Planning
(
Railway Safety Standards
(
Railway Safety Assurances
(
Railway Safety Audits



















5.
Implementation:


5.1
Incorporating Safety Management Systems:


5.1.1
Research regarding Safety Management Systems highlighted the following  very important facts:

(
The objectives of the SMS are to ensure that railway safety is given
 
management time and corporate resources and that it is subject to
 
performance measurement and monitoring on par with corporate
 
financial and production goals.

(
A SMS will provide a more directed and focussed approach to 
 
railway safety.

(
It is anticipated that both increased management attention to
 
safety and an enhanced safety culture within the railway will
 
reduce the public and employee fatalities and injuries, reduce
 
property damage resulting from railway incidents, and reduce the
 
impact of accidents on the environment.

(
A SMS will enable the railway to demonstrate – in a concrete
 
and visible manner – their commitment to safety to ensure 
 
compliance to regulatory requirements.

(
The basis of successful safety management is the implementation
 
of effective systems aimed principally at the prevention of 
 
accidents, ill-health and other forms of incidents which result in 
 
loss to an organisation.  Such systems should identify the 
 
standards to be maintained and systems for monitoring and 
 
measuring performance in the achievement of these standards.


5.1.2
Based on the aforementioned facts and insight obtained from various Safety  Management Systems as applied by railways internationally, Spoornet opted accept and to introduce a Safety Management System comprising the following 25 core program elements:

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 Documentation
1.7
Setting of Standards
1.8
Safety Plan and  Objectives
 
1.9
Compliance with legal requirements
 
1.10
Document and data control
 
1.11
Engineering and Change Management
 
1.12
Safety Performance Monitoring
 
1.13
Safety Audits
 
1.14
SMS Review

2.
Operations Risk Processes

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

3.1
Human Safety Standards
3.2
Safety Critical Work

4.
Procurement of Material and Services

5.
Technical and Operational System Safety

6.
Interface Management
Figure 1:
Spoornet’s Integrated SMS Matrix
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5.2
The Corporate Railway Safety Office (CRSO)


5.2.1
The study further revealed that compliance to internationally aligned railway  safety standards requires a dedicated Management effort and a designated manager to take responsibility to manage a Railway Safety Management System.

5.2.2
Australian Standard 4292.1 (paragraph 2) states the following:
“The Organisation shall nominate a manager who, irrespective of other  responsibilities, shall have defined authority and responsibility for ensuring that the requirements of the standard are implemented and maintained”

5.2.3
A Canadian document “The development and implementation of Railway  Safety Management Systems” states the following:  “The SMS should include the identification of a Senior Manager with overall responsibility for monitoring and implementation of the SMS”.


5.2.4
In alignment with international best practices regarding railway safety which  requires a dedicated management effort to take responsibility to develop and manage a railway safety management system, Spoornet approved the establishment of a Corporate Railway Safety Office within Risk Management to provide the custodianship for the SMS Standard to ensure:
 

(
That Spoornet produces and maintains railway safety processes 
 
covering procedures in accordance with the standard;
(
That Spoornet’s safety controls are effective and that the control 
 
and accuracy of safety related processes within the organisation 
 
are properly monitored;  and
(
That such processes are effectively documented, implemented
 
and managed.


5.2.5
The Corporate Railway Safety Office is structured to manage the following  key performance areas of railway safety process management in Spoornet:

(
Railway Safety Strategy and Planning
(
Railway Safety Standards
(
Rail Safety Assurances
(
Railway Safety Liaison
(
Railway Safety Audits


5.2.6
Spoornet produced a RACI output matrix (Responsibilities, 
 
Accountabilities, Consultation and Information) to define the inter-
 
relationship between the CRSO and the line management functions,
 
regarding safety management.  Figure 2 illustrates the role and function of the
 
CRSO, as custodian of the safety process with respect to line 
 
management who is responsible for delivery of safe railway operations.


5.2.7
Figure 3 depicts the cascading of railway safety objectives and targets
 
as well as the roles and accountabilities of the CRSO and line
 
management as measured on the Balanced Scorecard of Spoornet.

 











Figure 3

Cascading of Railway Safety in Spoornet






6.
Conclusion


6.1
To date Government has not made a final decision on the restructuring  of Transnet.  However, NDoT has proceeded with the development of a railway safety regulatory institution.  The National Railway Safety Regulatory Act (RSR Act 16 of 2002) was passed by both Houses of Parliament this year and was promulgated on 5 August 2002.


6.2
The newly established South African Railway Regulatory framework is  based on international best practices regarding railway safety management in that:

(
The RSR Act is modeled on the lines of the Canadian legislator;
(
The supporting safety Regulations is a hybrid of Canadian,
 
Australian and New Zealand applications, and
(
The draft South African Railway Safety Standard is 
 
based on the Australian Standard AS 4292.2/6.
 



6.3
The Spoornet is in the process of project managing the development, 
 
implementation and monitoring its first-ever integrated Safety 
 
Management  System to meet regulatory requirements.   


6.4
Spoornet Executive Committee (Exco) established a Railway Safety  Committee at Exco level with a defined mandate to oversee the effectiveness of Spoornet’s railway safety organisation to sustain safe railway operations and to ensure compliance to RSR Act 16 of 2002.
(See Figure 4)


6.5
The Railway Safety Committee mandated the nomination of SMS  coordinators in line management and the establishment of a Railway Safety Management Systems Committee to coordinate the development and implementation of Spoornet’s Safety Management System.


6.6
The Corporate Railway Safety Office has taken up its corporate  leadership role and has produced the following Corporate publications:

(
Annual Railway Safety Plan 2001/02.
(
Annual Railway Safety Performance Report 2001/02.
(
Annual Railway Safety Plan 2003/04.
(
Draft Safety Management System Standard and Guideline.


Figure 4

Spoornet’s Railway Safety Organisation
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Acronyms

CRSO

-
Corporate Railway Safety Office

GFB

-
General Freight Business

EM

-
Executive Manager

H/R

-
Human Resources

NDoT

-
National Department of Transport

RACI

-
Responsibilities, Accountabilities, Consulting, Informing

RRA

-
Railroad Association

RSPM

-
Railway Safety Process Management

RSR

-
Railway Safety Regulator

SC

-
System Coordinator

SMS

-
Safety Management System
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CRSO:  Corporate Governance of Railway Safety in Spoornet
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