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Abstract

The Hong Kong Mass Transit Railway Corporation Limited (MTRCL) is recognized internationally as one of the world’s most efficient and safe urban railways.  One of its success factors is the implementation of a comprehensive Safety Management System (SMS) that covers all safety aspects in which, maintaining a culture of safety awareness is one of the key elements in the Corporation Safety Policy.  Over the years, the Corporation has put a lot of efforts in enhancing and sustaining the safety awareness of passengers, staff and contractor staff.  These efforts were rewarded as the overall safety performance of the Corporation continues to improve, contributing to no small measure of the successful listing of the Corporation in the Hong Kong Stock Exchange in 2000.  This paper describes the safety awareness initiatives that the Corporation implements and their effectiveness.

1. Introduction
1.1 The Hong Kong Mass Transit Railway Corporation Limited (MTRCL)

MTRCL (formally called MTR before public listing in 30 June 2000) is one of the major transport operators in Hong Kong.  The Railway consists of six railway lines namely, Tsuen Wan Line (TWL); Kwun Tong Line (KTL); Island Line (ISL); Tung Chung Line (TCL); Airport Express Line (AEL) and the newly opened Tseung Kwan O Line (TKL) with 94.8 kilometres of tracks and 49 stations.  The system operates 19 hours a day (from 6 am to 1 am next day) and carries over 2.3 million commuters daily.   

2. Safety Policy

To manage safety in a systematic way, MTRCL has established a comprehensive safety management system for ensuring that safety initiatives are formulated and implemented.   Top management has developed a safety policy which set out two goals that all staff members are required to work towards them.  These goals are: 

· to maintain a Climate of Safety Awareness and, 

· to employ management systems that will lead to Continuous Improvement in safety performance.  

To achieve these goals, senior management has committed to:

· Setting high standards which consistently meet legal requirements;

· Giving specific safety responsibilities to individual; 

· Training up staff and manage contractors to ensue safety in their activities;

· Maintaining safety communication channels at all levels;

· Employing management systems that will reduce risks to as low as reasonably practicable;

· Measuring safety performance;

· Using internationally recognised modern practices and processes; and

· Providing necessary funding and resources. 

These missions are achieved through action items published in the annual Corporate Safety Plan in which, safety objectives with targets are set.  Management representatives are appointed to champion such tasks. 

3 Corporate Safety Plan

MTRCL publishes a Corporate Safety Plan each year to list out nine safety objectives that individual divisional / department heads need to achieve.  Signed by the Chairman, the Plan has the following purposes:

· To communicate the Corporation’s high-level safety objectives and targets.

· To facilitate collaboration among departments and sections in achieving these goals.

· To facilitate department/section heads in formulating their own safety plans pertaining to their 
responsibilities.

The first objective of the Plan is “Safety Awareness” in which the Chairman, the Executive, and all departments’ heads are responsible for leading the development and implementation of safety awareness initiatives. 

4.  Safety Awareness Strategy

MTRCL adopts a three-level strategy for ensuring passengers’, staff’s and contractor staff’s safety awareness.   The three-level strategy is:

· “To inform” – providing people with adequate information is fundamental. For instance, key safety messages, such as procedures, practices, hazards, risks, contingency plans, lessons learnt, etc., to staff and contractor staff and safety signs, warning labels, audio warning to passengers.

· “To consult and participate” – requiring people’s participation so as to built up a sense of ownership.  For instance, staff and contractor staff are encouraged to participate in activities in two-way communications, such as focus group meetings and various safety promotion programmes.  Passengers are encouraged to participate in the annual Safety Month.

· “To promote and award” – enhancing safety awareness through promotional activities such as corporate safety day for staff, contractor safety award scheme for contractor staff and Safety Month for passengers.  Rewarding those good performers in campaigns and competitions for staff and contractor staff activities, and model passengers of our commuters. 

Under the three-level safety awareness strategy, a lot of safety awareness initiatives are carried out each year as follows: 

For passenger, major safety initiatives held each year include:

· Safety Month

· Escalator Safety Campaign

· Model Passenger Award

· Elderly Programme

· School Talk 

For staff, major safety initiatives held each year include:

· Corporate Safety Week

· Safety and Quality Quiz

· First Aid Competition

· Inter-company Safety Quiz

· Accident-free Period Incentive Scheme

· Safety Champion

· Safety Tool-box Talk

· Behaviour-based Safety

For contractor staff, major safety initiatives held each year include:

· Contractor Safety Performance Award

· Contractor Focus Group Discussion

Details of these initiatives are illustrated in the following paragraphs.

5.   Safety Awareness Initiatives for Passengers

5.1  Safety Month

This is a month long safety campaign held in each November.  The aim is to reinforce the general safety awareness of passengers.  Activities involve safety quizzes, radio and TV programmes, safety banner at stations, booklets, etc., to promote a safe journey in MTRCL.

5.2  Escalator Safety Campaign

Despite MTRCL maintains a very good safety performance in passenger safety, escalator accident has been a major contributor to our accident records.  About 60% of our passengers’ injuries are related to escalators, probably due to heavy use and big number of our escalators.  Currently, MTRCL has 583 escalators in 49 stations, which is the highest number in a single organisation in Hong Kong.  To reduce the number of escalator accidents, this annual Escalator Safety Campaign is launched around the middle of each year to reinforce passengers’ awareness when using escalators.  Apart from designing special promotion posters, banners, safety messages to alert passengers of the proper way of travelling on escalators, summer students are employed at the escalator landings of designated escalators to physically advise passengers to hold on the handrails.

At the moment, we are conducting a joint study with a local academic on passenger behaviours while travelling on escalators.  The purpose of the study is to use a different approach to identify any possible solutions in reducing escalator accidents.  The study is due to complete by the end of this year. 

5.3  Model Passenger Award

This is an initiative to encourage safe and courteous behaviour of passengers while travelling on the railway.  Managers from the Corporate Relation Department and Operations Department will randomly visit stations during the promotional period to identify passengers who behave safely and courteously and to present them at site with a goodwill ticket and a small gift as recognition. 

5.4  Elderly Programme

This is a safety awareness promotion activity to educate senior citizens how to get around the railway system and the safe use of station facilities.  Special talks are given to them in community centres by MTRCL’s representatives with the support of videos and practical games.  This programme is particularly important as the elderly population of the society is on the increasing trend. 

5.5  School Talk

In each academic year, MTRCL’s representatives will visit the primary schools along the railway lines and explain to the youngsters how to get around the railway system efficiently and how to use the equipment and facilities in stations and on trains.  Through audio visual aids and fun games, these youngers are able to understand the safe and courteous behaviour when travelling on the Railway.  

6.   Safety Awareness Initiatives for Staff

6.1  Corporate Safety Week

This is a major event for promoting safety awareness of all staff members across the entire Corporation.  The event takes place in September each year with a number of talks on various subjects by external and internal speakers, e.g. The topics not only cover occupational safety and health issues but also various interesting areas, e.g., household safety, stress, community safety, road safety, defensive driving, etc.  This can help staff enhance their safety alertness not only in the workplace but also in their daily life.  

6.2  Safety and Quality Quiz

This is a competition for junior / front line staff of various departments to test their knowledge on safety and quality.  Those good performers will be selected to form the Corporate team for the Inter-company Safety Quiz. 

6.3  First Aid Competition

The First Aid Competition aims to enhance staff’s first aid knowledge, skill and experience sharing among the qualified first aiders through practices.  

6.4  Inter-company Safety Quiz

Like other major leading companies in Hong Kong, MTRCL has a moral obligation to assist the government in encouraging greater safety awareness among the industries and raising the occupational safety and health standards of Hong Kong.  Since 1994, MTRCL has been a regular participant of the Inter-company safety quiz.  

6.5  Accident-free Period Incentive Scheme

This scheme aims to encourage and reward individual section which has made an outstanding achievement on accident prevention and safety of front line staff who may expose to danger at work.  There are three awards in this scheme: 

· The Break-through Award 

This award is for those groups which have achieved a break-through record. 
i.e., a longer period of accident-free over the period in the preceding assessment period.

· The Zero-accident Award

This award is for those who have achieved a record of zero-accident during the assessment period.

· The Management Appreciation Award

This award is for those who has successfully won the zero-accident award for at least three consecutive years.

6.6 Safety Champion

This scheme adopts a bottom-up approach to encourage frontline staff to be more actively involved in promoting safety at the workplace.  An experienced member of a workgroup, normally, the foreman or supervisor will be nominated by their section heads to be an “Safety Champion” to promote safety awareness in their workplace.  He is supported by the management to communicate and promote safety issues as well as conducting safety inspections and following up improvement initiatives. 

6.7  Safety Toolbox Talks

Safety toolbox talks are conducted by the staff members of the Health & Safety Section on specific topics as requested, for instance, use of chemical substances, PPE, working at height.  Details of each specific topic are documented and published on a Safety Portal (MTRCL’s intranet) for staff to retrieve safety information. 

6.8  Behaviour-based Safety

Human factors-related accidents, e.g., lapse of attention, contribute to a major part of staff injuries.  Despite MTRCL has put a lot of efforts in reducing such accidents, the result did not represent a breakthrough.  In November 2000, Behavioural-Based Safety (BBS) was introduced to TCL and AEL as a pilot run.  After training a number of observers, formal behavioural observation commenced in February 2001.  Initially, observations were carried out for MTRCL staff.  By the end of 2001, it was extended to contractor staff.  Observation data are analysed and results discussed in meetings to identify the barriers for safe acts and solutions for improvement.  The pilot run was considered successful as the general percentage of safe acts in observations showed an increasing trend.  Currently, there are two departments implementing BBS and a programme to roll out BBS to major departments was formulated.  It is believed that MTRCL is the first railway operator in Asia to implement BBS.

7.   Safety Awareness Initiatives for Contractor staff

With the increasing trend of employing contractors to provide service and maintenance work, maintaining a high safety standards of our contractors is always a challenge.  Apart from adopting a comprehensive Contractor Safety Management System (CSMS), MTRCL has also launched a number of safety initiatives for contractors.  Two major activities are: 

7.1  Contractor Safety Performance Award Scheme

This scheme was introduced in 1997 with an aim to continuously improve our contractors’ safety performance.  All contractors who have met the prescribed criteria will enter the Scheme automatically, and they will be assessed based on the results of the following:

· Safety inspection / audit reports

· Safety Plan / method statements

· Accident / incident / near miss reports

· Performance assessment sheet

· Inspection reports compiled by the Labour Department

· Prosecution / Improvement / Suspension Notice issued by the Labour Department

7.2  Contractor Focus Group Discussion

This is a regular informal two-way communication meeting with our contractors’ representatives to openly discuss safety-related issues that they have encountered during work.  At the meetings, contractors’ representatives are encouraged to bring out views and suggestions to solve the problems jointly with MTRCL. 

8. Promoting Staff’s Safety Awareness using information technology
Apart from the traditional ways to promote safety awareness, such as issuing safety posters, notices or booklets, MTRCL has also made use of information technology in promoting safety since 1998.  The Corporation has developed an Enterprise Information Portal (EIP) which provides an additional channel for staff communication around the clock so that staff can obtain the information they need anytime even when they are on night shift or during public holidays.  Under the EIP, individual departments develop their own web pages and provide the most update information to staff.  For the Operation Division, its web page is called “InfoMall” which contains not only valuable information on railway operation, but also includes a special page delegated to safety-related issues - “Safety Portal”.  It is designed to enable staff to obtain the required safety-related information more easily and quickly. In addition, there is a web page called “ESQ Corner” which publishes / promotes current activities relating to environmental, safety and quality. 

Majority of MTRCL’s staff members are able to access EIP either through their own desktop computers or if they are on shift duty their workstations.  A programme for installing On-line Access Terminals (OAT) at all stations and depots for shop floor staff to access the EIP is in progress.  It is expected the programme will be completed by early 2003.  To further improve the accessibility of front line staff to the information system, MTRCL is conducting a technical study on the use of wireless PDA under in MTRCL’s environment (underground).  Depending on the result of the study and cost implication analysis, such initiative, if proved to be feasible, will further improve staff’s safety awareness.

9.   Effectiveness

It is difficult to distinguish which safety initiative is the most effective in improving safety performance.  Nevertheless, we believe that all these are contributory factors.  MTRCL is delighted that over the years of continuous promoting safety awareness, we have maintained to be one of the most safe railway systems in the world.  Since MTRCL commenced railway operation in 1979, not a single passenger fatality was reported as a result of the failure of our operation.  Staff and contractor staff injuries were also maintained at the lowest level.  The following charts show the overall safety performance and accident rates of respective categories.
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9.1  Chart 1: No. of incidents per million passengers carried (1992-2001)

MTRCL publishes Corporate Safety Plan annually to show the comparison of achievements against set safety targets since 1998.  Figures for the safety performance of passengers, staff and contractor staff are shown in Charts 2 to 4. 

9.2 Chart 2: Safety targets and performance of passengers (1998-2001)
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9.3  Chart 3: Safety targets and achievement of staff (1998-2001)
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9.4  Chart 3: Safety targets and achievement of contractor staff (1998-2001)
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9.5  Behaviour-based Safety

Though the implementation of BBS observation in MTRCL only commenced in 2001 and limited to two departments, initial responses from the implementation groups were positive.  There was an attitude change amongst the trained Observers as they are honoured to be selected as an observer and become a promoter in safety awareness amongst their peers.  They understand that they are expected to set a good example in safe working and are in a position to influence others through positive reinforcement during observation.  This intangible benefit, if properly sustained, will further enhance the safety awareness culture in the workplace. 

10.   Conclusions

Maintaining a climate of safety awareness is one of the major objectives of MTRCL’s Safety policy.  Since MTRCL commenced its railway operation in 1979, the Corporation has put a lot of efforts in enhancing and sustaining safety awareness of passengers, staff and contractor staff.  These efforts were paid off as the overall safety performances of the Corporation continue to improve.  MTRCL will continue to its efforts to maintain a high safety awareness climate to sustain it safety performance. 
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