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Kia Ora

I am delighted to be here at this International Rail Safety Conference, and to speak to you on “Human factors and education with a smattering of Partnership and co-operation” as part of improving safety in the rail industry. Safety is a subject dear to the Rail and Maritime Transport Union’s (RMTU) heart.  Improving safety for our members has been a large part of our unions endeavours over the last seven years. Improving safety is still the RMTU’s number one priority, both in terms of what our members rate as what is important, and in terms of time spent by my staff and our delegates. 

The Union has some 4000 members who work in a large variety of occupations in companies that are part of a total transport supply chain. By this I mean from manufacturer to blue water ship loading.   Up until March this year all our rail members worked for one company Tranz Rail.  Now as a result of restructuring and outsourcing we have members working in 5 companies involved in the operation of the rail network.  

Before I speak on where we are presently at with safety in the NZ rail industry, and how human factors and education fits in with this, I believe it is important to look at where we have come from in terms of the safety record in rail and the regulatory regime that covers rail operations and workers in New Zealand. The New Zealand Rail Industry has a shocking safety record in terms of serious injuries and fatalities.   Far too many good men have had their lives cut short, or forever altered, by accidents that were avoidable.  In the last 10 years in the NZ rail industry 15 people have been killed at work.  In the first 5 months of 2000 4 rail workers were killed, 3 of them shunters and one locomotive engineer. They were all killed whilst doing jobs they loved, because an “approved” safety system had failed to protect them. Safety at reasonable cost is the mainstay of the NZ rail legislation. At reasonable cost to whom we asked – the company or the workers? 

In New Zealand the regulatory body for rail activities is the Land Transport Safety Authority (LTSA).  The LTSA regulates rail activities to ensure compliance with the Transport Services Licensing Act 1989 and a subsequent amendment in 1992.  The Director of Land Transport Safety Authority grants Tranz Rail an operating licence once he or she is satisfied they have a safety operating system that fits the criteria “safety at reasonable cost”.  Once Tranz Rail is granted an operating license, it means they are exempt from the provisions of the Health and Safety in Employment Act 1992, as long as they can show they have complied with the provisions of their “approved” safety operating system.  The RMTU long believed that this framework offered rail members inferior protection than that under the Health and Safety in Employment Act 1992, which is the primary piece of workplace safety legislation that covers NZ workers.  Under the Health and Safety in Employment Act, the test is “all practicable steps” are to be taken to ensure safety. This is clearly a higher threshold.

As a result of strong public RMTU advocacy, and having a newly elected Labour led coalition government sympathetic to the aspirations of working people, in July 2000, the Government convened a Ministerial Enquiry into safety in Tranz Rail Ltd. This enquiry took several months and gave our members the opportunity both individually and collectively to tell the enquiry, by testifying at the public hearings, about the shocking human toll of Tranz Rails so called ‘safety system’ and the company’s rapacious greed for “profits over safety”. 

Prior to the Ministerial Enquiry;

· Tranz Rail had a safety system that was ‘secret’, and indeed the RMTU was declined access to it even when it applied for it under the Official information Act.  Commercially sensitive!

· Tranz Rails approach to safety was not one of working with its employees or the RMTU, the Union that represented them. 

The Enquiry findings delivered a number of recommendations that have been pivotal in changing;

· Tranz Rails approach to safety, 

· the safety legislation that covers Rail

· the RMTU’s approach to working with Tranz Rail.

One of the key recommendations that came out of the Ministerial Enquiry was that Tranz Rail needed to work more closely with its employees and in consultation with their union, the RMTU, to improve safety.

Coincidental with the release of the findings of the Ministerial Enquiry there were major changes in senior management within Tranz Rail. The new Managing Director and myself committed the two organisations to working closer together to improve safety within the company.  This commitment to work together to address systemic and human factor safety issues has not been easy.  It is true to say that it has at times sorely tested both sides, and will no doubt continue to do so. 

Initially, to identify appropriate structures we held a number of joint workshops of managers and Union delegates to identify what the structural barriers were and how they could be best addressed.  We also looked at other companies with safety excellence recognition (eg. The petro-chemical industry). 

As a result of these workshops, and realising best practise health and safety would never be achieved by only having management driven safety, the following decisions were made.

· A Health and Safety Executive was established. It comprises Tranz Rail senior management (including the managing director), representatives from the RMTU (including myself) and the three unions that represent staff who work on the interislander ferries.  The Health and Safety Executive meets monthly for half a day in varying locations around New Zealand. It looks at detailed safety statistics, escalated issues, and ways of driving improved safety throughout the whole organisation.   

· The existing health and safety groups were dis-established. This was done, as the workshops identified the health and safety teams were ineffective. They were in many cases management dominated. It was felt that local managers blocked safety concerns being addressed. Elections were called by the Union for new representatives who were formed into 37 health and safety action teams. Whilst each team has a sponsor manager, it was made very clear from the outset that managers were not to “manage” the groups or to be chairperson/secretary. The logic behind this was to ensure “buy in” and “ownership” for safety by the workers.   

· A time limited escalation process for unresolved health and safety issues at a local level was established.  Any issue that local management or the H&S action team are unable to resolve, must get escalated to the business group general manager. This manager has 30 days to respond with what they could or couldn’t do.  If the issue remains unresolved after this stage then H&S action teams can escalate the issue to the Health and Safety Executive. The Health and Safety Executive is also informed of all issues that are escalated to business group general managers. The idea underpinning this was that safety issues were not something that should be hidden, particularly by middle management trying to keep within their budgets, but rather it was in every ones interest to have a transparent system where all safety issues are addressed.

· All health and safety teams were given training in the new processes and in  hazard identification and in accident causation.

· All staff were encouraged to report any hazard or near hit they came across.  To assist in this, near hit/hazard white boards were installed in every worksite.

· Combined union and management occupational (sectoral) councils were established to proactively look for ways to improve safety.  A shunt council, locomotive engineers council, train control council, infrastructure council and motive power council were established. These groups met monthly or bi-monthly in different locations around the country, and comprised area union reps and area management reps.

As an example of the proactive nature of the changes brought about by the councils, the shunters council spent many hours talking to shunters around the country about the need to change traditional shunting practises. As a result, 28 safety objectives were jointly agreed, including banning some shunting practises such as riding between wagons, boarding or alighting a moving shunt.  The safer riding practises that were introduced were done by voluntary compliance.  That is by peer and management mentoring to bring about the changes.

· Tranz Rail agreed to fund the RMTU to employ a health and safety organiser, whose job was to work with members to get them more involved in health and safety, to deliver training, and to ensure the agreed health and safety system was known by all, and was working (thru audit). This position was initially funded for 18 months, and has been extended for a further 12 months.

So, what impact did all these changes make?

In the first 12 months following set-up we achieved;

· a 40% reduction in lost time injuries (LTI’s),  

· a 30% decrease in injury severity, and 

· a reduction in operating incidents such as derailments.

This was a huge achievement. As a Union we began to feel we were heading in the right direction and starting to get address some of the safety issues that needed fixing. We felt that the partnership we had entered into with management to improve safety, was finally starting to deliver a safer working environment that our members had a right to expect. Safety had achieved a greater and more visible priority. 

Then what happened? 

The strong focus on safety was lost. The eye was taken off the ball so to speak.  Tranz Rail as part of its radical restructuring to address organisational issues and poor financial performance, decided to outsource various functions. Up to this point Tranz Rail Ltd was a vertically integrated railway company.  Infrastructure maintenance and motive power were outsourced to multinational companies Transfield and Alstom.  Auckland’s metro operation and 73kms of rail track were sold to the Auckland regional council. Tranz Scenic was sold to Australian railway interests who now own it in partnership with Tranz Rail.  

The time leading up to the outsourcing of these functions meant huge uncertainty for our members, as the companies who took over infrastructure maintenance and motive power both announced large staffing cuts.  The Union had safety concerns about the cuts, particularly the large reduction proposed in track maintenance workers. We believed the track had been under maintained and under capitalised for many years.  As a small union we struggled with the mammoth industrial workload that outsourcing meant (the simultaneous negotiation of 4 more National collective agreements). Tranz Rail management also struggled to deal with the workload and their eye was taken off safety and focused on the outsourcing and poor financial performance.  What we had so carefully put in place began to fall apart before our eyes. It was very distressing.

Injuries and operating incidents began to rise. The latest stats (at the time of writing) of an operational nature are;

	10-10-02; this week
	 Type Of Occurrence

	Year to Date
	2001


	Nil
	Rules Related
	20
	15

	1
	 Rules Breaches
	18
	27

	1
	 Running Train Derailment
	16
	12

	Nil
	Collisions (Terminals)
	13
	12

	1
	Collisions (Other)
	15
	10

	1
	Level Crossing Collisions
	13
	13

	Nil
	SPAD Category “A”
	13
	  4

	1
	SPAD Category “B”
	21
	  8

	     1
	Track Occupancy Occurrences
	30
	17


As can be seen they are not a pretty picture. 

The current Tranz Rail Ltd LTI rate is 5.2 per 200,000 hours whereas international best practice is identified as 2.4 per 1,000,000 hours (Tranz Rail Ltd is some 35 per 1,000,000)

Some of the increase we believe is partly due to the huge emphasis we have placed on early reporting of injuries and operating incidents.  Tranz Rail at all levels had a culture of under reporting and of hiding incidents (a rampant blame culture existed) and injuries.  So to a certain extent it was inevitable that encouraging reporting (and simultaneous introduction of a “no blame” culture) would lead to an increase in reporting.  No blame does not mean no responsibility but members are still struggling to come to grips with the subtle difference.

But this is only part of the story. A number of human factors contributed to the levelling out rather than decrease in safety statistics such as;

· A lack of consistency in the delivery of education of the changes

· A lack of effective safety leadership, particularly at mid management level

· The ongoing battle between safety and production, and which was to be given priority, got lost as Tranz Rail introduced a new system of container transfer sites and ‘full trains on time’ ethos. (This with the resulting confusion and bedding in, along with Tranz Rails falling share price, meant many managers and members got their priorities the wrong way around.)

· Difficulty in getting staff released for training and health & safety action team meetings became increasingly problematic especially when site managers didn’t prioritise such things.

· There was insufficient auditing of the agreed process and a lack of follow up when trouble sports were identified. 

So where to now? 

Where to now we think is dealing with human factors and education; 

· Driving consistency of commitment to safety through out the companies who operate in rail and the staff employed by them.

· Ensuring all workers receive adequate training to safely perform their work

· Educating all rail employees about the agreed safety system. 

· Continuing to educate members about the need to REPORT  whether it is a near hit, an ache or pain, a hazard or a track occurrence

·  Ensuring that the outsource companies deliver in safety what they promised in such glowing terms.

· Ensuring no safety issue remains unfixed and ensuring all people give priority to safety above all else. 

· Educating members and management about their obligation to work safely and to ensure their actions or inactions do no cause harm to others. 

· Dealing with non- compliance amongst some of our members and working out a pathway of how to deal with this.

· Getting through to members the importance of self responsibility, and that the most important thing at work is, SAFETY
The Health and Safety in Employment Act is about to be amended and this will see all rail workers included under it. The RMTU is delighted about this. The amendments to the Health and Safety in Employment Act will also see a strengthening of workers rights, with recognition of the role and importance of safety reps and guaranteed training time. The RMTU intends to deliver training to all our safety reps throughout New Zealand on the changes to the law, and what this means for our members.

Even though we have had a hiccup in realising our joint ideal of a 50% reduction in LTI’s year on year the commitment to jointly see this thing through is alive and well. After all, if we don’t the alternative is to return to the dark adversarial days of the past. We can only do it together. 

Thank you for your time.  I am happy to answer any questions
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