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RESOLUTION

RESOLUTION ST-37. TO ADOPT AN AGREEMENT BETWEEN THE
RAIL SAFETY AND CARRIERS DIVISION AND THE SAN FRANCISCO
MUNICIPAL RAILWAY (SF MUNI) TO PREPARE A JOINT REPORT
ESTABLISHING REQUIREMENTS FOR SAFETY RELATED
IMPROVEMENTS TO BE MADE TO LIGHT RAIL TRAIN OPERATIONS

Summary

The Conunission is responsible for safety regulation and oversight of SE MUNI's light
rail train operations. Observations of these operations made by the Comnission's staff
and the National Transportation Safety Board (NTSB) have shown evidence of
unresolved systemic safety issues. These issues led to an in depth review of SE MUNI's
management structure, operating procedures and maintenance programby a safety
review panel of industry experts assembled under the auspices of the American Public
Transit Association (APTA). The APTA safety review panel has issued its final report
containing 50 recommendations. SF MUNTI has prepared a general action plan that
addresses all 50 recommendations. In addition, SE MUNI has agreed to prepare a joint
report with the Commission’s staff identifying a certain number of the APTA safety
review panel’s recommendations selected for special treatment. These specially
selected recommendations will be chosen on the basis of their safety significance and
potential for offering the greatest improvements to the safety of light rail train
operations. The joint report will also describe the project plans and schedules that will
be used by SF MUNI to control implementation of the specially selected
recommendalions..

Background

On January 26, 1996, the Federal Transit Admindstration issued rule 49 CFR Part 659,
State Safety Oversight of Rail Fixed Guideway Systems. On September 20, 1996, the
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Conmumission, acling in response to the federal rule, issued General Order No. 164, Rules
and Regulations Governing State Safety Oversight of Rail Fixed Guideway Systems
(superceded by G.O. 164-A on Oclober 1, 1997). Paragraph 3.5 of G.O. 164-A authorizes
the Commiission staff to perfornvinvestigations of the design, construction, operation
and maintenance of each rail transit agency’s fixed guideway systen.

SF MUNI cante under the jurisdiction of the Commission and General Order No. 164 for
the first time on January 1, 1997. During the first nine months of 1997, SF MUNI
experienced 146 rail accidents which were reported to the Comniission uinder the rules
of General Order No. 164. Many of these sante accidents were also reported by SF
MUNI to the NTSB. This number of accidents during a relatively short time period led
the NTSB to issue a formal report concluding there was sufficient evidence of
unresolved systemi¢ safety issues to warrant a formal ':afety review of SF MUNI's
management structure, maintenance programs, and operating procedures. The
Commission'’s staff as well as SF MUNI concurred with the NTSB's conclusions, and a
meeting attended by all three parties was held on September 18, 1997 to niake
arrangements for APTA to conduct a comprehensive safety review of SF MUNI. APTA
then assembled a safety review panel of industry experts, and with full tinie
participation by the Conmission’s staff, the panel performed its review during the first
week of February, 1998.

The APTA safely review panel issued a final report containing its findings and
recommendations during the last week of April, 1998. The report, which is appended to
this resolution, was received by SE MUNI and forwarded to the NTSB and the
Commission on April 24, 1998. The APTA safety review panel’s recommendations
address the full spectrum of SE MUNI's activities. They cover everylhmg from capital
improvement project management issues to issues dealing with the City’s civil service
system, security and labor management relations. The APTA safely review panel did
not limit its recommendations to issues that are strictly rail safety-related, which is the
sole area of interest to the Commission.

Discussion

The APTA safety review panel’s final report has been reviewed by the Commission’s
staff and SF MUNI. Both parties are in agreement that the report accurately describes
the panel's observations. The 50 recommendations presented in the report are
comprehensive, consistent with, responsive to, and justified by the information the
APTA safety review panel gathered during its on-site review. SF MUNI has developed
an action plan to address all 50 of the recommendations. The Commission supports SF
MUNI's plans to act upon those reconumendations. The Commission also believes a
number of the safety recommendations have particular safely significance, are more
easily defined, and should be promptly addressed.
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SF MUNI has agreed that, in addition to carrying out its action plan to address all 50
recommendations, it will, in cooperation with the Commission’s staff, select from the
APTA safety review panel’s final report a certain number of safety recommendations
for immediate special altention and further follow up by both SE MUNI and the
Commission’s staff. SF MUNI has also agreed to prepare specific, detailed, project
plans and schedules to cover each of the specially selected safety related
recommendations. The purpose of these project plans and schedules is to help assure
that each of these specially selected safety recommendations is successfully
implenmented in a reasonable time period. Each project plan will describe the tasks to be
performed and be supported by a milestone schedule prepared by a designated project
manager.

Findings

1. Observations by the Commission’s staff and the NTSB have revealed evidence of
unresolved systemic safety issues associated with SE MUNI‘s managenient
structure, maintenance program and operating procedures.

. An APTA safety review panel issued a final report containing 50 recommendations
for safety improvenients.

. SF MUNI has prepared an action plan to address all 50 recomumendations.

. SF MUNI has also agreed to select, in cooperation with the Commiission staff, from
the APTA safety review panel's final report, a ¢ertain number of safety specific
recommendations for special attention and formal follow up by both SFMUNI and
the Commission’s staff.

. SF MUNI has agreed to brepare detailed, specific project plans and schedules to
" control the implementation of each of these specially selected, safety related,
reconumendations.

Ordér

1. The APTA safety review panel's final report dated April, 1998 and appended to this
resolution is accepted.

. As previously agreed to by the parties, SF MUN], in cooperation with the
Conwumission’s staff, shall prepare and submit a joint report to the Commission
within 90 days of the date of this resolution.
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. The joint report shall identify those recommendations made by the APTA safety
review panel that address issues of the most immediate and far reaching safety
concern to SE MUNT's light rail train opérations. Specifically, the selected
recommendations shall be limited to those that appear to offer the greatest benefit in
termis of promptly resolvmg identified systenuc safety issues and preventing future
accidents from oocumng

. ‘The joint report shall also describe the project plans and milestone schedules that
will be used to assure that the tasks required to implement the specially selected
recommendations are properly performed.

I cerlify that thlS resolution was adopted by lhe Publlc Utilities Comnvissiont of the State
at its regular meeting in California held on June 18, 1998. The following Commissioners
voting favorably thereon:

_,'-1

WESLEY M. FRANKLIN
Executive Director

“Richard A. Bilas
President
P. Gregory Conlon
Jessie J. Knight, Jr.
Henry M. Duque
Josiah L. Neeper
Comniissioners




FINAL REPORT

OF THE

AMERICAN PUBLIC TRANSIT ASSOCIATION

SAFETY REVIEW PANEL
OF

LIGHT RAIL OPERATIONS, MAINTENANCE
TRAINING AND SYSTEM OVERSIGHT PROCEDURES

FOR THE

SAN FRANCISCO MUNICIPAL RAILWAY

A SERVICE OF THE
RAIL SAFETY REVIEW BOARD




APTA EXECUTIVE COMMITTEE 1$97-98 -

CHAIR FIRST YICE CHAIR

Howard C. Breea StIrley Delibero
Commlssloner Executive Director

Board of Commissloners New Jersey Yransit Corporstion
Kansss City Area Trsesportatios Authority Nemark, NJ

Cro Breen Realty

Kansay City, MO
SECRETARY/TREASURER IMMEDIATE PAST CHAIR
Peter M. Cipolla . Leshie R White

Geoersl Masager Executive Direclor

Sants Clara Valiey Transportation Autbority C-TRAN

San Jose, CA Vaocouver, WA

BUSINESS MEMBERS
Briss Macleod

\ice President

Gillig Corporation
Hayward, CA

BUSINESS MEMBER-AT-LARGE
Bernard J. Ford, Sr.

Yice President — Transportation
McDonough Associates, Toc.
Chicsgo, IL

BLUS & PARATRANSIT OPERATIONS
Johs P, Bartosiewicz

General Manager

Fort Werth Traosportation Autbority
Forth Worth, TX

HUMAN RESOURCES

Celia G. Kupersmith

Etecutive Director

Regiont] Traaspertation Commisston
2030 Villanova Drive

Reno, NY

COMMUTER & INTERCITY RAIL
Philip A. Pagane

Executive Director

Melra

Chlcage, IL

VICE CHAIRS

CANADIAN MEMBERS

Ian G. Stacey

Geoersl Manager

Ottaws-Carletos Reg. Transit Commission
Ottany, Ontario, Canada

GOVERNING BOARDS

Andrew F. Caverly

Cemmissioner

Rotbester-Geoesee Regionsl Transpertation
Autbkority

Falrport, NY

GOVERNMENT AFFAIRS
Christopher P. Boylan

Deputy Execstive Director

Corporate Affairs & Commucications
Metropotitan Tramsporiation Authority
New York, NY

RAIL TRANSIT

Joha K. Leary, Jr.
Geaers) Manager
Scotheastern Pennsylvania
Traaspertation Authority
Philadelphia, PA

STAYE AFFAIRS
Grate Cruoican

Director :
Oregos Department of Transportation
Salem, OR

MANAGEMENT & FINANCE
Richard A White

Groers! Mansger

Washington Mctropelitan Ares
Treasit Authority
Washington, DC

MARKETING

J. Barry Barker

Esecutive Directer

Transit Autbority of River County
Louisville, KY

RESEARCH & DEVELOPMENT
Deloa Hamptoa, P.E.

Chalrmas & CEO.

Deloa Hamplon & Assoc, Chartered
Washiogten, DC

SMALL OPERATIONS

Martis B Seanett

Geoeral Manmager

Greater Lafayetie Poblic Traosportation
Corpontios

Lafayette, IN




FINAL REPORT

OF THE

AMERICAN PUBLIC TRANSIT ASSOCIATION
SAFETY REVIEW PANEL
‘EOR THE

SAN FRANCISCO MUNICIPAL RAILWAY

- APRIL 1998

PANEL MEMBERS
 Aathony J. Schill, Chair
James T. Brown, Jéroma Kirzner, Leréoy B. Spivey,
Paul J. Lénnon, Conrad E. Santana

Published by:

The Rail Safety Review Board

of the

American Public Transit Association
1201 New York Avenue, N.W.
Washington, D.C. 20005

RALL SAFETY REVIEW BOARD
Chair.icivee st.d‘; TEEE. .Lan'gley C. Powell
Board Staff Advisor......Paul J. Lennon




APTA SAFETY REVIEW PANEL
SAN FRANCISCO MUNICIPAL RAILWAY « FINAL REPORT

TABLE OF CONTENTS

This report, including any of 21l of its findings and recommendations contained herein, is
guidance 10 be used by the transit system in the transit system’s implementation of its programs
and activities, al its discretion. Neither the Report nor any of its findings or récommendations
ar¢ intended to guaranteé or otherwise ensure the safety of the transit system’s operations and
should not be relied on as such.

FOREWORD

PART 1. INTRODUCTION
REQUEST BY MUNI ...
METHODOLOGY.... - - ~
SCOPE OF REPORT........cccomssunonness cearrmbeeseesrsnnesstpsensastasnes vereserins

PART II. AN OVERVIEW OF THE PANEL ACTIVITY
February 2, 1998 cuvvneisssrsesnuasinns veesseesnsretba bt sb e OO
February 3, 1998 ....cccummmeecsersssssasasss vesstseessresssasrene vesssrsstenisessnbsenss ‘
February 4, 1998,
February 5, 1998 ....ivvneniins - crresarereassssaestarants
February 6, 1998 ...cucvuicimmusimsssssussnes vessastatnererestsasas b e e bR sbees
Snmmary OfA(:tl\’lt!es I

PART III. PANEL RECOMMENDATIONS
GENERAL MANAGEMENT ISSUES ......... crstsnasasae eentessanarane .
SYSIEM SAFETY hIAINTENANCE L L LT N T Y RY FE R TS
TRAINING vanbedbandotobabbibabeadanbortndnnniasensenodenadrbrdinitistoansatane
OPERATIONS AND MAINTENANCE ISSUES ...iiviievinnininn
CAPITAL PROGRAM MANAGEMENT ..ccovvimnennsssnssmssssrsassssenses .
HUMAN RESOURCES wovcrvecssmmssessssmssmmmsssssssssmsssssssssssssssosssses
LABOR RELATIONS ..cccucseusessssesaseas R, . v
SECURITY... craetresasstnesesssieiaesarensesete
NEW ORGANIZATION MODIFICATIONq . vrarranes

A. DMumentatiOn betetsrarieattas s e Rt TS e 0ROt sh b er et ussasesrs R et atanesrest 10 RS
B. System Safety Plan Guide for SF-MUNI et b e
C. Review Reqllest ey ves - shensnbbersidanes
D. Agenda and Initial Schednle SesarsesnrtsirtenersttetsbebeRaSITIRINROLE S b0 TR S RLRSS




AFPTA SAFETY REVIEW PANEL
SAN FRANCISCO MUNICIPAL RAILWAY - FINAL REPORT

FOREWORD

The American Public Transit Association (APTA) is a nOnoproﬁt, intemational
association composed of transit service providers, transit-related businesses, academic
institutions and government agencies. APTA’s members serve the public interest by
providing safe, efficient and economical transit services and products. APTA members
serve over 90% of the public transportation users in North America.

APTA sponsors the Rail Safety Rewew Board (RSRB), which upon request by an APTA
member provides an independent review of a particular rail transit system’s safety-related
projects and programs. The Rail Safety Review Board also provides teams of transit
experts for on-the-scene investigation of major rail accidents. RSRB peer reviews are
conducted by pane!s (:Omposed of transit professionals having extensive experience in
transit operations, training and safety.

This report contains the findings and recommendations of the Safety Review Panel
established in January 1998, al the request of the San Francis¢o Municipal Rajlway This -
Panel was charged with reviewing the Mummpa] Rallv.ay $ light rail operations and
maintenance functions; management Gversight activities} training programs and system
safety policies, programs and procedures. The Review was c¢onducted February 2
through February 6, 1998.

APTA and the Panel extend thanks to the staff of the San Francisco Municipal Railway
for the high level of interest and cooperation without which this Review would not have
been possible. Our industry takes great pride in the informatién sharing aspect of its
internal relationships such as demonstrated by the peer review process.

Interviews and discussions were conducted with staff at all levels, including line
supervisors and Light Rait Vehicle (LRV) operators. The Panel was impressed with the
caliber and dedication of the employees of the Municipal Railway. All of the MUNI
employees with whom we had ¢ontact expressed a strong desire to leam from the
experiences of the panelists t6 further enhance and supplement existing MUNI programs.
With such team commitment and spirit MUNI will be able t6 accomplish its objective fot
the creation of a true system safety culture inclusive of: an enhanced safety oversight
orgamzatum, unproved safety and occupational training for all employees; enhanced
organization communications; improved accident investigation procedures; and an
enhan¢ed ¢ontrol center. These program improvements will enhance management
oversight 6f MUNI’s light rail operation and will assure the continued delivery of safe
publi¢ transportation $ervice.

The Panel is confident that adoption of the management and safety programs proposed a$
Recommendations in this Report will do much to eénsure that the San Francisco
Municipal Railway becomes an industry leader in the delivery of public transit service of
the highest possible quality,
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PART XI. INTRODUCTION

Request by MUNI

_‘This review was conducted in response to the request of Mr, Emilio R. Cruz, Director of
Publi¢ Transportation, San Francisco Municipal Railway. This request was made to
APTA’S President, William W. Millar, on December 11, 1997, Mr. Cruz requested that
this Review cover MUNI's management structure, system safety programs, operating
rules and procedures, employee training and certification, and vehicle/facility
maintenance programs.

The review was to include but not be limited to the following:

» Proposed new management structure, in terms of authonty, coverage and adequacy to
address the scope of responsibilities.
Adequacy of personnel resources as compared to system operating and maintenance
requirements. ,
Effectiveness of procedures which support MUNI policies, in¢luding procedures for
safety audits and investigations; enforcement of rules, regulations, and procedures;
follow-up actions relative to violations; documentation of findings and reporting.

Adequacy of safety, operations, and maintenance training.

Training and certification of vehicle oOperators, supervisors and maintenance
personnel; adequacy of operations and maintenance rules and procedures, oversight and
enforcement.

MUNI also requested that the California Public Utilities Commission (CPUC) have an
oversight role and, during the course of the Review, the CPUC should be afforded free
access to all meetings and interviews; witness inspections; review plans, schedules,
working papers and reports; and provide input during the Review. The schedule for
conducting this review was developed after discussions between MUNI and APTA staff.
It was agreed the panelists should be experienced professionals with working rail transit
system knowledge and expertise in the following disciplines:

- Operations

- Maintenance
- System Safety
- Training
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The Safety Review Panel consisted of the following members:

ANTHONY J. SCHILL (chair) LEROY B. SPIVBY

General Manager Vice President, System Safety

Niagara Frontier Transtt Metro System, Inc. MTA New York City Transit
Buffalo, NY , Brooklyn, NY

JAMES T. BROWN CONRAD E. SANTANA -

Chiefof Safety System Safety Program Coordinator
Massachusctts Bay Transportation Authority American Public Transit Association
Boston, MA Washmgton, DC

JEROME KIRZNER PAUL J. LENNON (staffadwsm)
Director of Rail Services ' Manager-Safety and Securify
ProgramsCalTrain - » : American Publi¢ Transit Association
" San Carlos, CA . ' Washington, DC

San Francisco Mumcipal Railw ay. hmso:n was pro'nded by Brian Cunningham, System :
Safety Administrator. APTA’S Paul J. Lennon provided panel ¢oordination and logistical
support. Mr. Lennon also provided member input for drafting the Final Safety Review
Report.

Methodology

A serious accident involving a MUNI light rail vehicle (LRV) occurred on April 26
1997. This accident was investigated by the National T ransponatmn Safety Board
(NTSB), which subsoquently issued a recommendation (R-97-46) encouraging MUNI to
seek an outside re\new MUNI subsequently requcsted APTA 10 fom and schedul¢ an
official peer review under the auspices of APTA’s Rail Safety Review Board The Safety
Review Panel was formed in January of 1998, and was charged with reviewing various
aspects of MUNI operations, as outlined on page four.

Durmg the ¢ourse of the review, members of the Panel frequently utilized all of MUNI's
services, including that provided by LRVs, tmlley cdaches, motor coaches, and cable
cars. The Panel met, both as a group and individually, with a wide range of MUNI
cmployees This report will not attempt to replicate all of the information gained by these
activities. It will, however, emphasize areas of significant importance and will document
conclusions made as official recommendations, The recommendations are divided into
ten (10) major subject headings, MUNI staff should focus their efforts on these major
subjects to enhance overall operations and safety. These ten areas are: Genmeral
Management Issues; System Safety Management; Training; Operational and
Maintenance Issues; Capital Program Management; Risk Management; Human
Resources; Labor Relations; Security; and New Organizational Alignment.

3
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Scope of Report

The Panel received thorough bncﬁngs on: MUNI’s management and Orgamzamnal
structure; employee selection and training; safety programs; accident’ investigation
process; internal and external emergency response procedures and coordination; MUNI
operating rules and procedum, the frequency with which such rules and regulations are
updated; and the methodologies by which MUNI ¢ommunicates among its departments to
resolve safety problems and/or contain hazards encountered. The Panel met with
operations; safety, maintenance, and training personnel, and was provided with a
complete overview of the programs in place. Members of the Panel, both mdmdually
and as a group, rode rail vehicles, motor coaches and trolley coaches in order to
experience actual vehicle dperation with specific attention to safety, operator ¢onduct,
and customer service.

During the exit conference the Panel provided senior MUNI management, CPUC
representatives, and a representative of the NTSB with a detailed verbal summary of its
findings and recommendations. It must be emphasized that the efforts of the Panel were
concentrated on MUND’s light rail operations and maintenance organization. Specnﬁc
attention was given to management and system safety oversight, employeée training and
certification, control center operations, and preventive maintenance programs as$ the key
elements which will support and ensure safety in MUNI’s light rail operation.
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PART IX. AN OVERVIEW OF PANEL ACTIVITY

February 2, 1998

The Panel formally convened on the moming of February 2, 1998, MUNI’s Director of
Public Transportation, Emilio R. Cruz, reaffirmed the purpose of the peer review. Mr.
Cruz provided an overview of the proposed reorganization of MUNI’s management
structure with special emphasis on'enhanced safety and oversight of operations. Mr. Cruz
also explained the relationship between the City of San Franciseo and MUNI, as well as
the City’s Civil Service system and its application t6 MUNL

Mr. Robert Campbell, Westem Region Railroad Division Investigator for the National
Transportation Safety Board, then provided the Panel with background information on
the NTSB invcstigation of the LRV accident of April 26, 1997, as well as the rationale
for its Recommendation R-97-46. Califomnia Public Utilities Commission (CPUC)
rcpr&centahves Don Johnson and Gary Rosenthal followed with an overview of CPUC’s
role in state safety oversight of MUNI’s light rail operations as well as the CPUC’s role
in this review. Panel Chair Anthony J. Schill explained what the Panel eavisioned its
activities would enwmpass The CPUC staff concurred with the Panel’s projected
schedule and sequencing of activities.

anc] activities on the first day consisted primarily of a Series of in-depth briefings by
MUNI staff. These briefings were conducled in the MUNI General Offices at Presidio.
Each briefing included an extensive question and answer period.

David Stumpo, Chief Operating Officer, provided a thorough overview of MUNI's light
rail operations and mainténan¢e programs. Peg Devine, MUNI’s Deputy Director of
Capital Projects, then briefed the Panel on MUNI's programmed ¢apital projects. Tanya
Meyers, Director of Human Resources, provided supplemential information on MUNI’s
proposed management organization, as well as various personnelVadministrative
functions.

Following a working lunch, the Panel was first pmwded with a briefing on
transportation-related activities. Personnel involved in the briefing were: Louis Johnson,
Deputy Chief Operatiig Officer; Kenny Rodriguez, Metro Operations Superintendent;
Thomas Piggee, Superintendent of Operations Trainingi Joyce Garay, Assistant
Superintendent, Rail Operations Training; Mick Rakestraw, Division Superintendent,
Metro Operations; and Robert Louie, Superintendent, Central Control.

The ttansponanon briefing covered the accident investigation and review procéss,
MUNI's Accident Review Board, the duration and types of training provided for LRV
operators and supervisors, mobility process and frequency by which operators ¢an move
from bus mode to LRV, and the process employed by the Transportation department for
overseeing the quality and safety of service.
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A review of the Vehicle Maintenance department’s responsibilities and activities was
presented by Jon Miller, General Superintendent, Electrical Vehicle Maintenance; Robert
Olson, Superintendent, LRV Running Repair; and George Manessis, Superintendent LRV
Heavy Ovethaul. The vehicle maintenance prcsentauon covered the types of light rail
vehicles MUNI operates, the frequency of inspections perfonncd, and the type of vehicle
- inspections. The Panel also discussed with the maintenance managers the process
employed for tracking vehicle and equipment failures. Some points that surfaced in this
initial discussion included: the age of the older LRVs; that 45 to 50 LRVs out of a fleet
of 140 are. typlcally out-of-service; there are fewer peOple employed t6 perform LRV
maintenance than in the late 1970s to early 1980s; there is insufficient storage space in
the yards to house all the LRVs; there are reliability issues with the new Breda LRVs;
there is deferred maintenance 6n non-vital items on the LRVs (i.e., windows, signs, seats,
etc.); and there is a large uée of overtime to address maintenance issues which causes
employee fatigue.

The next presentation was by the management 6f the Track Maintenan¢e Department
including Win Hobilzenlle, General Superintendent Facilities Maintenance and Susan
Krichner, Supervisor Track and Switch Repair. This briefing ¢overed the frequency of
track inspections conduéted by the MUNI track crews, the review of that work by Track
Maintenance management, and records maintenance. It was learned that this department,
despite a vacancy rate of 10%, is performing a high volume of regular maintenance. In
discussions about derailments, the Panel leamed there are large numbers 6f derailments at
switches with specific causes going undetermined for many of those switch derailments.
It also was learned the track department is not notified of derailments in all instances.

An overview of the Overhead Lines Maintenance department concluded the briefing held
on February 2. MUNI managers from this department included: Ray Favetti, General
Superintendent Facilities Maintenance; Vic Lameyse, Superintendent Overhead Lines
Maintenance} Rich Hahn, Assistant Superintendent Overhead Lines Maintenance. The
Panel sensed that while a significant level 6f maintenance was being performed by the
department’s employees in accordance with the prescribed schedule, it was apparent that
there was a “disjoint” between maintenance and MUNI’s safety organization. None of
the maintenance personnel were conversant about MUNI’s System Safety Program Plan
(SSPP), although it was leamed later that all Senior Operations/Maintenince managers
had been afforded an opportunity to review and comment on the SSPP. Additionally,
maintenance procedures and rules were in need of revisions.

Following the Overhead Lines Maintenance briefing, the Panel utilized MUNI service
and made informal safety observations and evaluations of service delivery.
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February 3, 1998

The second day of the Review began with a tour of Central Control at West Portal. The
lour was conducted by Robert Louie, Superintendent, who provided a summary of the
control center’s capabilities. The Panel’'s ¢onsensus was that the control center’s
technology was largely that of the 1970s era and that structurally and institutionally
Central Contro} served a “communication” role as opposed 1o the “coordination and
control” function more typically found in ¢contemporary multi-modal and rail systems.
The Panel discussed operating and emergency procedures applicable to a variety of
scenarios with control center personnel, and reviewed $pecial operating procedures
(SOPs), operating bulletins, accident incident logs, MUNI's daily log, and other report
forms used by MUNI’s control center personnel.

The Panel also discussed at length the current role and degree of control the MUNI
Operations Control Center (OCC) has with regard to its service operation. The Panel also
discussed how OCC staff are selected and trained.

The Panel observed that MUNI's OCC did not function as a true operations c¢ontrol
center. Emergency response procedures were not readily available to all OCC personnel.
OCC personnel also appeared to have litile contro! in the management of emergencies.
Radio communications were found (o be inadequate, with very limited ability to
supervise control of ongoing operations. The facility was congested and housekeeping
appeared to be poor. MUNI’s safety program was not a part of OCC day-to-day
operation. ‘

It was also a perception by the Panel that there was a significant lack of exposure of
Central Control staff to state-of-the-art technology available elsewhere.

The Panel used MUNI’s service to travel to the Curtis Green Maintenance Facility.
MUND’s safety programs and the oversight process planned under the new MUNI
organization were discussed with Brian Cunningham, Acting Safety Administrator. The
Panel shared their experiences with Mr. Cunningham and discussed approaches employed
to accomplish effective system safety oversight in other rail systems throughout North
America. In its discussions with other MUNI employees relative to system safety, the
Panel related that there was a question of the Safety Administrator’s actual authority
within the proposed MUNI reorganization, as well as a questionable sense of mission and
vision for the new office. There appears to be no formal accident prevention orientation
for supervisors as part of their training, nor any procedures for developing system-wide
input for new “systems” such as LRVSs, from operators, maintainers, supervisors, et¢., as
well as analysis and integration functions that would benefit such new Systems
integration into MUNI. Mr. Cunningham concurred with these initial observations and
findings by the Panel, adding these were some of the issues that MUNI and its new safety
office have as priorities for the near future.
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In the afternoon, the Panel traveled to MUNI's Systems Maintenance Training Center at
the Training Academy Building. There, General Superintendent of Facilities
Maintenance, W.B. (Win) Hobilzenlle, and Robert M. Ramirez, Track Supenintendent,
discussed Track Maintenance issues that addressed areas of concem from better track
maintenance approaches and practices to staffing, documentation, standard operating
procedures and training. The members also identified the need for a solid Maintenance
Management Information System (MMIS) that would help MUNI by using reliable data
for track maintenance applications through a failure trend analysis process.

The Panel also interviewed Richard J. Dale, Jr., Manager of Training and Development,
and discussed MUNI's training programs and projects, present and future. Issues
included training materials configuration and document control; lesson plan structure and
development processes; instructor qualifications; training standards; on the job training
(OJT) documentation; deparimental standard operating procedures; the Breda new car
training program; and suppott documentation.

Training appeared fragmented in some of the ¢rafts. Curriculum development to support
MUNI’s training needs was not coordinated with the tralning function. Personnel
assigned 16 support the training function were not fully qualified t6 teach current state-of-
the-art technology. Training functions had very little input on training curriculum.
Training sessions, training manuals and technical support by LRV contractors was
unsatisfactory. The centralization of training under Human Resources can be a
significant improvement provided maintenance and operational personne! define their
training needs and the levels of training required. Additionally, training personnel must
be a cross-section of professional trainers with a mixture of seasoned operational and
maintenance personnel properly integrated into the system

After the Panel returned to Presidio, Phil Chin, Manager of MUNI’s Transit Police and
Security, described how MUNI provides security and transit police ¢overage for bus and
rail services. Hours of coverage, deployment of police resources, the perception of
MUNLI’s customers regarding the safety and security of services, and the need for a
comprehensive security analysis of the MUNI system for both vehicles and facilities were
covered in this discussion.
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To conclude the formal activities 6f February 3rd, the Panel met with the President of the
Transport Werker's of America, AFL-CIO, Local 250-A, Ray J. Antonio, and also the
Union"s Bxecutive Vice President, William K.Y, Jung. A variety of issues were covered
in the discussion, including the overall 1abor relations climate, institutional issue¢, the
Union's role in MUNI's accident review board, union invélvement in the development or
modification of operating rules and procedures, and employee development. The Union
indicated ¢oncern with accident control programs that are primarily fotused on the
disciplining of employees, but also menhbned there were many opportunities for MUNI
management to work with the Union in resolving issues, especially regarding reducing
accidents and enhancing safety awareness. They also ¢ited the Joint Labor Management
Board (JLMB) as an ¢éxample of a process that could work well for all parties.

A malady 1mpactmg MUNI, felt by both management and the Union in Fecent years, has
been the reduction in financial support. Accordmg t6 the Union, that situation is usually
first felt in the form of reduced prevcnnve maintenance and deferred re-instruction of
transit operating employees. Thisis expenenced by MUNI customers on the street in the
form of trips dropped and accidents, as well as in the form of stress for both employees
and managers who are “stretched to their limits.”” Mr. Antonio commented that this is a
problem for most transit systems across North America, but that MUNI has been
particularly hard hit. He credited the Mayor of San Francisco, however, for recently
providing an additional $17 million t6 improve MUNI's service.
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February 4, 1998

On Wednesday moming, the Panel broke into groups to meet with representatives of
MUNT’s Catenary, Power Distnbution, Facilities as well as Signals and Train Control
maintenance departments 10 review maintenance operations. A group of panelists also
met with representatives of the City of San Francisco's Chief Trials Attorey’s office.

Those panelists involved with the maintenance functions met initially with those
managers at Presidio. The discussion focused on current preventative and corrective
maintenancé programs, the availability and status of system “as built” drawings,
maintenance recruitment, and training and staffing requirements.

Most of the maintenance personnel with whom the Panel met were very conscientious
about safety. However, the lack of formal detailed procedures, reliability and safety
analysis of failing ¢omponents hampered their ability to keep up with system failures.
There was very little system safety interface or input into their operation. Each
maintenance organization operated in a stand-alone ¢apacity with a lack of uniform
MUNI policy instruction for maintenance.

At the City of San Francisco Trial Attorney’s office, members of the Panel met with

Patrick Mahoney, Chief Trials Atomey, and Randall Camacho, who are responsible for
handling MUNI claims. They discussed how MUNI accidents were investigated,
utilizing reports from LRV oOperator and inspectors, San Francisco police, city claims
investigators, and medical investigators. This office, as part of regular analysis, identifies
MUNI operators who may seem more prone 1o accident involvement. Accident analysis
information, including any trends as regards to specific employees, is forwarded to the
MUNI Director of Public Transportation’s office for further action by MUNI
management. Messrs. Mahoney and Camacho maintained that more analyses might and
should be done of relevant accident data by MUNI, but that MUNI management also had
made major ¢fforts of late to ensurc opcrator accountability for preventable accidents -
something that was lacking in the past. It was not clear to the San Francisco Trials
Attomney’s office or o the Panel who currently gets involved in performing accident data
analysis within MUNI at present.

Also discussed was the fact that MUNI was self-insured, Although no liability or
property insurance is carried, the City does maintain a reserve for handling *large”
lawsuis,
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It also was stated that there is a significant workers' compensation problem within
MUNI, because the process tends 1o allow employees to stay away from work as long as
possible. It was indicated, (60, that the problem appears to be greater within MUNI than
with other City department functions. The Panel believes that MUNI needs {6 establish
accountability for the Workers® Compensation Program at the MUNI management level.
This program cannot be successfully managed at the city level alone. Reductions in, and
contro) of) first-time injuries must be managed by MUNI, although the City controls the
risk management aspects.

In the afternoon, the Panel met with managers from the Heavy Maintenance Repair
section. During a tour of theu' facility, maintenance managers discussed the new Breda
vehicles and the current issues associated with vehicle maintenance support,
documentation, and spare parts availability. The tour also included a summary of
MUNI’s light rail vehicle heavy maintenance support programs.

During this tour, attention was directed t6 the lack of Quality Assurance spot checks 6n
the 6verhaul of equipment/parts and for the pro¢edure$ and updates for such overhauls.
Also covered in the tour were the electronic repair 1abs and the electrical repair shop.
This tour brought out the evident néed for a system maintenance ¢alibration program of
tools and test equipment used to adjust/repair safety-critical parts/components.

The Panel noted that general industrial safety efforts were unsatisfactory., Personal
protective equipment was not properly utilized. Maintenance employees performed
hazardous tasks at heights without appropriate protection against a fall. The Panel
inquired about this and was told that the condition had been present since the facility
existed. Managers with whom the Panel discussed these issues, however, were receptive
and willing to take corrective actions. Additionally, the Panel was impressed by the
productivity in the maintenance overhaul shop.

Late in the afternoon, during the maintenance repair facility tours and discussions, some
Panel members separated from the primary group to form & subgroup who toured
MUNTI’s Power Control Center. Superintendent Hoy Wong and Senior Powerhouse
Operator Robert Hixson provided the Panel with a thorough overview of the traction
power Operatl(m Questions wncermng the removal of power and ii$ restoration in
emergencies, as well as basic maintenance and safety related housekeeping procedures for
power control employees, were addressed in detail. That subgroup reconvened with the
full at the end of the day and spent the evening “‘on the system,” reviewing the day’s
activities and talking with MUNI employees.
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February 5, 1998

On Thursday the Panel met with Len Olsen, Operations Superintendent - Training and
Special Projects. Detailed discussions of the training programs focused on routine report
writing: line management duties and responsibilities; overhead lines introductory
programs; ¢oach troubleshooting techniques; ADA issues; LRY and PCC personal safety
requirements; cable car system training; and line management techniques, as well as
Contro] Center and Field Supervision procedures.

Revising the role of Central Control t6 more of a “coordination and ¢ontrol” function was
explored in detail. Mr. Olsen shared hi views on the technology that could be employed
to enhance the operation of Central Contro), either at the existing site or, preferably, an
alternative and less constrained location,

The Panel also met with an LRV operator, James Holland, who had been identified as
very expeﬁeﬁced in LRV oéperation. He proved 1o be very knowledgeable about
operating procedures and light rail equipment and presented a balanced pe:spech\'e on
what both MUNI management and the Transit Workers’ Umcm were trying 10

accomplish.

The Panel next met with Mr, David Banbury, a provisional manager for MUNI, and
Kenny Rodriguez, Metro Operations Superintendent. Both confirmed many 6f the
observations made by “‘front line” operating employees, but they also stated the desire by
most managers throughout MUNI to be more proactive and more results-oriented. The
Panel also felt that management within MUNI has to be equipped with the right tools and
support if it is to be effective and held accountable. Messrs. Banbury and Rodriguez both
felt that the talent exists but that it needs to be encouraged and challenged. The lack of
quality assuranéé programs within MUNI is but one example 6f a currently unmet need,
and the strong, readily apparent “politicization” of management and employees within
MUNI is an example of a condition that needs to be corrected. The Panel did take note,
however, of the F-Line (historical streetcars) having a demonstration quality assurance
program in place since its inception.

The Panel then met with Ms, Barbara Allan Conway, Manager of MUNI's Drug Testing
Program. Ms. Conway discussed the FTA’s 1997 audit of MUNI’s drug testing program,
as well as how MUNI’s program works, The Panel was able to share their experiences
with the implementation of their 6wn agencies' drug testing programs. After a question
and answer period, the Panel adjoumed for lunch, preparatory (o spendmg the remaindet
of the day conducting field observations of LRV service and meeting informally with
LRV operators and street and station supervisors.
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In the afternoon, the Panel completed its interview with Ms. Peg Divine, Deputy Director
capital pmjects that had been initiated on Wednésday, Ms. Divine provided the Panel
with an overview of the current projects, the organization and the lessons leamed from
past capital projects. The discussion focused on current capital program issues that
required technical input from operating departments and system safety interface. The
discussion brought té lighl the difﬁcultics involved in intcrfacing with Breda on the LRV
project.  Thero are serious issues in the logistics of training and décumentation
concerning the new LRV contract that should be addressed. The Panel recommended 16
Ms. Divine that the Capital Project section should develop a systcm~v.1dc configuration
management and document control policy; this should also be incorporated into their
future Safety Certification PrOgram

February 6, 1998

Much of February 6, the fifth day, was spent in caucus with the Panel developing its
comments and recommendations for the exit conference held that afternoon presided over
. by David M. Stumpo, acting on behalf of Emili6 R. Cruz, MUNTI’s Director of Pubhc
Transportation, who was away from San Francisco.

Summary of Activities

Throughout the week and during its meetings and discussions with MUNI managers, staff
and employees, the Panel had occasion to extensively use MUNI’s LRVs, motor ¢oaches,
trolley coaches and ¢able cars. The Panel found the transit vehicles to be operated in a
safe and responsiblé manner. Furthermore, MUNI employees were found to be very
customer-oriented, fnendly, and focused toward safety. In éur discussions with MUNI's
employees and supervisors, our initial approach to an individual was usually to ask for
directions. These being recewed, the Panel frequently mtroduced themselves and
provided an overview of our mission. The employees we engaged in this matter were
generally open 1o 6ur quéstions and observations. They were surprisingly understandmg
and well informed as (6 the state of current m(mle within MUNI and had explanations as
to why this morale had ¢ome about. All had views of how safety might be corrected and
focused upon, eSpeclally if adequate financial resources could be provided. We did not
find any specific anti-management or pro-union ethos in our on-street or in-station
discussions with MUNI employees. Instead, we found a desire (0 make things right and a
“let’s get with making MUNI a “world-class” transit syslem once again” attitude.
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In summary, the Panel found evidence of a positive and professional attitude af all levels

within MUNI, with managers and cmplbywc who fully understand the importance of
prov:dlng safe and reliable on-time service. The MUNI managers the Panel met, without
exccpnon, were positive and open about their roles and ¢contributions t6 MUNI's big
picture. Rather than adépt a defensive stance when asked a question about why, how or
when $omething was or was not done, 6r who was reSponsnble for doing it, the Panel
found the managers knowledgeable and straightforward in their responses. They also
were w:llmg t6 show examples of and reference materials to the Panelists to view how an
actual actmty was performed or conducted. Employcés also were receptive to
suggestions made by Panel meinbers, based on their own professional experiences, for
ways to improve MUNI’s practices and procedures. In fact, there was cagerness by all
MUNI managers 16 learn from the experiences of the individual panel members® views on
how to enhance MUNT’s LRV operations and operational safety.

The cxpencnce was extrcmely beneﬁcnal to the Pane) also for in the pro(:&ss of reviewing
another transit System's programs, there i$ a mutual shanng of ideas. This “leam and
retumn” expérience enables the panelist who participates in $uch a review to return to his
agency and share the many excellent ideas acqulred from the five days of dlSCI.lSSlOIlS_
with MUNI managers and employees Those 1dcas in turn, will be put t6 use in his or
her own system. .
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PART IXXI. RECOMMENDATIONS

General Management Issues

1.1 Develop a system safety policy that assigns responsibility, authont) and
accountability,
This needs to be ¢learly defined in MUNI’s System Safety Program Plan
(SSPP), and accountability for attainment of system safety objectives needs to
be shared and defined for each department’s managers and employees
throughout the SSPP document.

1.2 Update system safety program plan,
The plan is a good base line document but needs to be made more useful by
emphasizing who is responsible and for what, as well as how to accomplish
specific system safety objectives. Also refer to Appendix B System Safety
Plan Guide SF-Plan for MUNI.

1.3 Develop and implement system-wide business plans; L.e. equipment

condition, availability, service level performance, and staffing that
support implementation of System Safety Program Plan.
This achieves *buy-in” by management and employees throughout an
organization and insures an understanding of each other’s role. Business plan
development involves managers and employees at all levels and provides
them with an 6pportunity to be “stake holders” in the success and future of an
organization such as MUNI. MUNI staff would identify, through individual
departmental business plans, appropriate programs; i.e. preventive
maintenance, training, ete. that would enable MUNI to more effectively and
safely meet MUNI's customer service requirements. These, in tum, would be
factored int6 the next fiscal year budget development ¢ycle as legitimate
programs aimed at bringing about safety-focused, cost-effective service
enhancements. Such business plan involvement promotes ‘buy-in" by
managers at all levels and creates an enhanced awareness of their role and
contributions to MUNI's end product: safe, reliable, clean, on-time, customer-
focused service that is professionally provided by MUNI staff at all levels.

1.4 Identify, provide and prioritize resources necessary to accomplish
MUNTI'’s service mission,
This is an in-house exercise that is tied to the business plan development
process mentioned previously, It also can include development and
implementation of a system-wide Configuration Management/Décument
Control séction with the aid of a suitable Management Information System to
in¢lude the néeds of Transportation and Maintenance.
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1.5 Establish enhanc¢ed communi¢ations among all departments.
This is absolulely essential for bringing about a safety culture change within
MUNI and a good opportunity for MUNI's new organization.

1.6 Improve employee efficiency and productivity; i.e., review absenteeism
controls and extra board’s adequacy and appli¢ations,
Management should review the controls at their disposal for addressing
absenteeism. MUNTI's extra board utilized t6 cover trips that would not be run
due 1o operator illness, jury duty, unauthorized absence, etc. should also be
reviewed for adequacy and/or potential savings.

1.7 MUNI management needs to play lead role with City of San Francisco in
all labor contract negotiations.
Managers need {0 be given the tools, authority and support 16 do their job.
They also should be held accountable for their job-related performance.

1.8 Empower nianagers with decision-making authority.
This relates to the “stake holder” benefit mentioned in Recommendation #3.

System Safety Management

s

2.1 Director of Transportation must be responsible for safety; this must be
stated in policy statement.
This was not the case at the time of the review. This is ¢ritical for effective
implementation of a System Safety Program Plan. By saying *“I'm responsible
for safety ..., it sends a clear message 1o all managers and employees that
safety starts at the “top".”” It also sets the stage for safety responsibility not
ending at the top. Through the System Safety Program Plan (SSPP), clear
definition for safety at all levels, by all employees, would be defined, as well -
as the methodologies for accomplishing safety and hazard containment.

2.2 Define appropriate authority for the various components of the
organization. .
It is essential that system safety responsibility and authority be clearly defined
in the plan and understood by managers throughout the MUNI organization.

2.3 Rewrite System Safety Program Plan. |
The current SSPP is not known not was it referenced in discussions with
managers within the MUNI organization. The rewrité process will provide
management in all departments with an opportunity to become knowledgeable
and conversant in the purpose of the SSPP, as well as their department’s role
in system safety management.
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2.4 Develop and implement MUNI safety policles and procedures,
This goes hand-in-hand with the rewrite of the SSPP.

2.5 Establish safety-consclous culture within MUNI. .
Absolutely essential and, as stated previously, it begins at the top with a
clearly stated policy emphasizing “pro-active” accountability within a System
Safety Program Plan document as well as in all system safety — support
I . & .g.

2.6 Hire highly skilled professional staff.
MUNI would benefit s1gmﬁ¢antly through an mvestmcnl in knowledgeable
safety staff and resdurces to assist management in accomplishing system
safety attifudinal changes within the organization.

2.7 Establish a comprehensive quality assurance function, :
Currently, the quality assurance function, per se, is non-existent of, at besl, is
very limited within MUNI.

Training

3.1 Retrain all employees on updated rules and procedures.
This is where MUNI's investment in its employees will always pay off in
reduced accidents, incidents, service delays, and confrontations with MUNI
customers.

3.2 Re-assess training and certifi¢cation programs for all employees, with an
eye to formalizing and enhancing lesson plans.
Many of the training programs and lesson plans appear dated or in need of
revision. Some common questions that should be asked by operations and
maintenance managers of the training programs are: What are we trying to
impart? What is our mission? Are we accomplishing that mission through
these training programs, etc.? There also needs to be a process by which such
training lesson plans can be reviewed and kept current and consistent with
MUNTI'’s customer service goals and technological advances.
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3.3 Develop and implement training programs for point-of-customer ¢ontact

employees in customer sensitivity, confrontation avoidance, verbal job
skills, ete,
Employees with whom the Pasel talked felt a strong need for such skills
training. They felt that it would raise their own self-esteem levels, reduce
confrontations between customers and themselves, heighten appreclatwn of
MUNI employees by t.he customers, and significantly reduce incidents and
accidents that result in lost time injuries and céstly court settlements.
Employees and the Union officers referred 16 such training as an investment
by MUNI management in its most critical r&source

34 Hold c¢ontractors/vendors accolmtable for traintng deliverables.
There were numerous examples ¢ited by maintenance employess in which
training by contractors was either not provided or seriously deficient in
quality. Also see Capital PIOgm‘n Management Recommendations,

3.5 Develop and implement pre\entive malntenance training for all safety
¢ritical equipment.
Currently MUNI does not have formal training programs in track and catenary
inspections and repairs, ATCS, vital relays certification, vehicle systems
preventive maintenance, carborne vital relays & vital circuits, and Power
Distribution System.

4.0 Operations and Maintenance Issues
4.1 Update all operating rules and procedurs

The rulebook was out-of-date causing the Panel to question how senously itis
viewed and used by transportauon managers and employees. The samie
applied to many of the operating procedures. The Panel felt the concept of a
“Handbook for Employees™ should be ¢onsidered during any planned rewrite.
Such a handbook, increasingly favored by many transit systems in North
America, should incorporate all essential rules for employee conduct and
behavior and provide user-fiiendly information for employees on important
San Francisco points of interest, ete. "It ¢ould also incorpor‘ate guidan'ce that
could be referred to by employees in dealing with unusual situations. MUNI
also needs to ensure that such rulebooks and handbooks are systematically
updated through a process achieved through configuration management and
document control.




* SAFETY REVIEW PANEL
SAN FRANCISCO MUNICIPAL RAILWAY « FINAL REPORT

4.2 Communicate rules and procedures and retrain all employees.
Undertaking the rewrite of rulebooks and procedures also provides
management with an opportunity lo show employees the importance of their
roles. Simply reissuing a new rulebook or handbook and revised or updated
procedures creates a missed opportunity. Again, it is an investment in the
human resource.

4.3 Establish enhanced Operations Control Center that more effectively

controls, communicates and coordinates all relevant issues periatning to
service operations and safety.
The current Control Center is focused more towards a limited message
dissemination and information gathering mission. This is not s6 much a-
criticism of existing staff as it is an indication of where the deficiencies in
focus lie. MUNI's Control Center should be functioning more as a Control
Center in coordinating, ¢ontrolling and communicating normal transit
activities as well as extraordinary incidents and events that frequently can and
do arise.

4.4 Review and establish enhanced job testing and certification requirements
for supervisory personnel (central controllers, inspectors, elc.)
The position of central controller at other rail transit systems, with their
attendant control responsibilities, is a very demanding position which requires
a candidate that is service and people-focused and of good judgement
capability in stressful situations, while capable of haadling multiple situations
satisfactorily. Inspectors, 100, in their on-the-street supervisory roles are
critical point-of-employee and customer-contact managers whose skills need
to be stressed and should not be under-estimated by key top management.
Emphasis by ‘managemeat on the importance of these posm(ms should be
communicated to prospective candidates, and the competitive exams should
reflect these responsibilities and management’s expectations.

4.5 Re-evaluate the desirability of current frequencies with which job-to-job
movement Is allowed. .
Although this inter-modal movement is viewed as a benefit to operating
employees, there are traditional costs that recur when an employee moves
from one mode t6 another (i.e., bus to LRV and vice versa). Frequently, the
systematic knowledge which operators dedicated to one mode acquire is
compromised and never fully realized by those operators who move from one
mode to another, It may be in MUNI's short-term interest to continue this
practice, but many rail/bus transit systems are momng towards dedicated
operator groups for each mode to ensure customer service quality and operator
professionalism.
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4.6 Establish a program of compliance checks for operations performance,
This is an essential Oversight process by management o ensurg operating rules
and front-line employees are adhering 1o procedures.

4.7 Evaluate the effectiveness and value of the “meet and greet” operation,

4.8 Develop and implement accident/incident management procedures in
accordance with revised SOPs.

.Management netds to clearly define the roles - of transportation and
maintenanc¢ managers r&sp(mdmg to an accident or incident and determine in
advance who will be in charge of investigation and cleanng the $cene.
Similarly, the “paper trail” of aécidentincident reports needs to be better
defined. The Control Center, a$ mentioned previously, needs to have a
definite role in ¢Ommunicating, ¢00rdmaung, and ¢ontrolling activitiés in and
around an accident scene, as well as in service restoration. Information
pertaining to an accident should be logged in with more detail at the Control
Center. A $ummary of the activities that were orchestrated (who was
involved, when they amived, and when the scene was cleared, as well as the
location of after-action or investigative reports, etc.) could be provided for
senior transportation and maintenance managers.

Capltal Program Management
5.1 Re-examine Capital Program Management process, including Capital

Program development and prioritization; Role of Capital Program
Management department — developers vs. implementers; and
Rspbnsibﬂity and Ac¢countability.
This program appears 16 be ‘operating under its 6wn direction and largely
without regular input from end-user departments within MUNL As a result,
the Capital Management Program séction currently controls comunittées that
should be controlled by transporiation, safety and maintenance personnel 6n
" new equipment procurement and system modiﬁcatibns. Thus, the input of
operetional and maintenance personnel is not being integrated into the final
products. The problems bcmg experienced with the Breda LRV c¢ould be an
example of this. Other projects that could benefit from leadership and input
from 6perating dcpartmcnts within MUNI include: Track gedometry; Signal
system; Integration of LRV traffic with street¢ars and the joint use of the
catenary system by trolley buses, strectcars and LRVs; Integration of new
technology with ¢old systems and equipment.
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5.2 Enhance [nternal coordination among affected departments, includin g
end-user.
Capllal Prbgram Managcmmt should not be the reguJatory or controlling
Orgamzanon on training related ¢ontracts. This has caused serious deficiencies
in the Breda contract relative to delays in receipt of proper training and
training documents roqmred by the contract,

5.3 Comply with Safety Certification Program (Equipment operational
-readiness and logistical sapport).

5.4 Define and direct the roles of Capital Program function to support end-
user needs. Program Management should develop and unplcmem a System-
wide Configuration Management and Document Control program

5.5 Re-evaluate engineering staffing requirements in support of end-user.

Risk Managemen
6.1 Provide MUNI with authority and resources (o directly manage workers’

compensation program.

6.2 Fix responsibility mthin MUNTI for collecting and analyzing all statistical
data for all aceldents and incldents to a¢ccomplish system safety goals,

6.3 Establish procedures fo ensure that appropnate corrective actions are
taken to prevent recurreaces,

Human Resources

7.1 Assess departmental résources and capabilities to effectuate fall staffing
within MUNI. Human Resourées needs sufficlent staff to assist and
support other departments in achieving full staffing in other
departments.

7.2 Re-assess impacts of ¢ivil service system on MUNI staffing.
The Civil Service System needs to be reviewed in light of its effectiveness and
timeliness in staffing MUNI vacanc¢ies.

7.3 Evaluate and staff labor relations function within Human Resources to
effectively accomplish contract negotiations, contract compliance, and
pro-active employee relations Inclusive of training, ete.
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8.0  Labor Relations
8.1 Develop and expand system safety awareness among employees, beyond
the current disciplinary measures, that will encompass more proactive
program development and focus.
In addition t6 the disciplinary measures established to hold employees
accountable for preventable accidents, there is a need for pro-active programs
recogmzmg and rewarding employees for safe driving records, as well as
recognition of depaxtments managers, and employees for achieving
significant reductions in industrial accident incidents and associated lost time,
el¢. There are numerous rzil transit systems in the U.S. and Canada that have
such programs in place.

8.2 Renew commitment to improve labOrImanagement relations.
The Panel felt from their discussions with MUNI managers and Union
officers that there are opportunities available for ﬁndmg common ground on a
wide variety of issues, but management must take the initiative.

8.3 Strengthen supemsory skills for managers.
The Panel found in their informal discussions with first-line supemsors
inconsistencies in the handling of what might be considered routine situations.
This may be due 6 some supervisors being more creative than others, but it
did “flag” this t6 be an area that wamrants attention.

Secarity
9.1 Pay attention to housekeeping (i.e., public perception) items such as:

graffiti control; cracked windows; destination sigas; interior lights; seat
conditions, -

All these issues, whlle not appearing t¢ be safety or security related, are very
much s0. Cracked windows, graffiti, interior lights, damaged seats, ete. all
can convey an impression to MUNI’s customers and employees that
management does not see these housekeeping issues as being important. It
then further raises in their minds “What else i$ being deferred?” Most
important, when transit vehicles are ws1bly well maintained and there is a
“zero tolerance™ maintenance program in place and focused towards graffiti
and vandalism, customer and employee perception of a transit system’s safety
envuonment is raised considerably.

9.2 Assess and ensure that police resources are delivered and deployed-
properly.
It appears that this pmg:am is workmg well, and the Panel would only
encourage that senior transporfation management réviews its deployment
strategy on a regular basis with MUNI's security manager.

22




APTA SAFETY REVIEW PANEL
SAN FRANCISCO MUNICIPAL RAILWAY - FINAL REPORT

10.0

9.3 Re-examine emergency response availability of documents at Central
Control - bomb threat forms; tunael ventilation; ete,

New Organization/Modifications ‘ .

10.1 Consolidate all safety funétions under System Safety Administrator.
The Panel found many individuals throughout the MUNI organization have
responsibility for various aépects of safety. Where possible and practica), it

. would be prudent to ¢onsolidate many of those functions under MUNI’s
newly identified System Safety Administrator® s position.

10.2 Re-evalnate how management ¢an be strengthened within the civil
service regulations/procedures. -

- 10.3 Re-examine role of cml service as an asset/impediment to enhance

MUND’s management capabilities.

10.4 Re-evaluate training structore as covered in new 6rganization.
MUNI should use “best practices” approaches taken by other transit systems
in providing both line and non-line (corporate) training and incorporate same
in a business plan approach to accomplish system safety objectives.

10.5 Review organization with an eye towards enhancing system safety
awareness, commurications, and decision making among all managers
and employees at all levels.
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APPENDIX A - DOCUMENTATION

Documentation was requested and provided to the Panel in advanco of its arrival in San
Francisco. That information was further supplemented at the briefings during the week. The
following is a complete list of the information provided to the panelist for their use and
assistance during the course of the review:

Documentation Provided to APTA Safety Revfew Pane)

Facts and Figures - San Fran¢is¢co Municipal Railway - 1997

San Fran¢is¢o Muni¢ipal Railway Rule Book (April, 1971)

MUNI - Avoidable Accident Policy - General Bulletin 96-103, Novernber 14, 1996

Central Control Access and Safety Procedures, MMX Service, January 10, 1998

Maintenance Division Monthly Management Report, October 1997

MUNI System Safety Program Plan, November 15, 1997 o

MUNI Metro Light Rail Operations, Rules & Regu!atmns, March 1984

MUNI Maintenance Division's Standard Operating Procedures « Revisions issued July 1997

California Public Utilitics Commission Gerieral Order 143A, Safety Rules Governing Light

Rail Transit; and General Order 164; Rules and Regulations Governing States Safety
Oversight of Rail Fixed Guideway Systerns,

FTA Opinion Régarding Contractors and FTA's Drug and Al¢ohol Tcstmg Regulations -

December 12, 1594

MUNI Memo to APTA’s Conrad B. Santana regarding calibration of test equipment,

February §, 1998

MUNI Overhead Lines Dept. - Confined Space Entry Procedures

San Francisc6 Publi¢ Transportation Department Substance Abuse Program - Policy and

Procedures.

MUNI « Employee Training « Substance Abuse Training - Complying With the FTA Drug

Regulation For Safety Sensitive Employ¢es

Management Audit of the San Franciscod Municipal Railway - Prepared for the Public

Transportation Commission of the City and County of San Francisco by the Budget Analyst

of the City and County 6f San Francisco - July 1996

Proposition J Audit Action Plan

Public Transportation Commission and County of San Francisco Municipal Railway -

Annual Report 1996/1997

MUNI Switch Maintenance Documentation

Public Utilities Commission City and County of San Fraacisco Utilities Engineering Bureau

- Safety Training Program for the Construction Engineering Division.

Excerpt from San Francisco Chronicle « Thursday, August 25, 1983 - “MUNI Accidents -

[t’s Always Been That Way™
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MUNI Training Lesson Plan Overview for:
1. Report Wniting Skills
2. Lin¢ Management Skills
3. PCC Training
4. Overhead Lines Introduction, Power Control, Motor Coach Troubleshooting
$. Trolley Coach Troubleshooting @ Poters Division, ADA Discussion Explanation
6. Cable Car Familiarization
7. Final Review of Training

Public Utilities Commission City and County of San Francisco Utilities Engin¢ering Bureau
« Construction Site Safety Reporting Procedure

MUNI LRV/LRV2 Operators Report (sample)

MUNI LRV/LRV2 Operators Report (sample - completed)

MUNI - YMS - LRV/LRV2 Running Repair Work Ticket

MUNI Department of Safety and Training Green Light Rail Division LRV2 Pre-Operational
Checklist

MUNI major Property Damage/Personal Injury Accident Report Form

MUNI Metro Derailment Report Form

MUNI Central Control - Subway/Surface Trackway/Electrical Clearance Form

San Franci$¢d Municipal Railway - Proposed Reorganization 1/8/98 - Organization Chart
Organization Chart - Public Transportation Department « Capital Projects Division

National Transportation Safety Board - Safety Recommendation dated September 16, 1997
MUNI Centra] Contro) Call Tag

MUNI Central Control Application for Clearance

MUNI Technical Spécifications - Division 1: General Requirements 01500: Construction
Facilities and Temporary Controls

MUNI Capital Projects; Active Projects

MUNI Central Control Daily Log (sample)
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APPENDIX B - SYSTEM SAFETY PLAN

System Safety — Plan Gulde For SF-MUNI

MUNI needs to develop, promulgate and implement a system safety policy that assigns
responsibility, authonity, and accountadility for managers, supervisors and employees.
- General Managers
- Deputy General Managers -
- Directors
- Managers
- Supervisors
- Employees
Contractor Personnel
chsc System Safety Program Plan (SSPP) to reflect the true mission 0f MUNI.

Develop, promulgate and implement a series 6f system safety policy instructions signed by
the General Manager t6 address each critical element of the SSPP. The following areas are
deemed to be important for MUNT:

Safety awareness

Accident investigation and n:portmg

Emergency responseé and notification

System safety design review

Risk assessment (hazard analysis) ~ Engineering and Operational

Safety evaluations and inspections -

Fire protection, detection and suppression

Statistical and irend analysis

Safety awards

Safety training

Environmentat protection

Industrial safety

System verification and certification

Spécial emphasis programs (6 enhance safety awareness based on collected safety statistics
and trend analysis.

?

Evaluate the professional skill levels of personnel assigned to the safety office ~ exnstmg and
projected needs.

Ensure that system safety is integrated into all phascs of MUNT's activities:
- Capital Program management

- Field engineering modifications

- Accident and incident investigation

Ensure that the safety office is an independent organization with full authority to provide
oversight compliance activities.
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Decoember 11, 1997

William W. Millar

President _ ‘
American Public Transit Association
1201 New York Avenue, N.W.
Washington,” D.C. 20005

Dear Mr. Miflar;”

As a follow up to our discussion in Chiéago. thié i$ a formal request to havé the
American Public Transit Assoclation (APTA) perform an on-site safety peer review of
the San Franclsco Municipal Raitway's (MUNI) opérations and safety-oversight
infrastruciure.

Specific aréas to be reviewed Include, but areé not limited to the following:

» Organizational structure, in terms of its authority, coverags, and adéquacy to
address the scope of responsibilities. The panel should focus on the MUNI
reorganlization éffective January, 1998,

Adequacy of pérsonnél in terms of quantities to meet specifi¢ tasks required
in the scope of responsibilities. .

Adequacy of procedures which have bsen déveloped In résponse to _
management policles. Aspacts 16 be addressed in thils Include thé conduct of
and procedures for safety audits and tnvestigations: énforcament of rulés,
regulations and procedures; follow-up actions relative to violations:
documeéntation of findings and reporting.

Adequacy of genéral safety, operations, and maintenance tralning provided
for all MUNI personnél. ..

Training and certification of vehlcls operators, supervisors, and mainténance
personnel. Operations and maintenance rules and procédures, oversight and

enforcéement.

All on site activity performed by the safety réview panel would bé subject to the
oversight by the staff of the Californla Public Utilities Commlsslon (CPUC). CPUC staff
will work as first-hand obsetvers, side-by-sidé with the APTA peer review panel
members under conditions as dirécted by MUNI's Safety Review Coaddinglor.
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Under thess conditions, CPUC staff wiil be glven free and total access to attend
mﬂngs and Intervlews, witness Inspéctions, review plans, schedules, working papers,
and otherwise participate in such manner as o gain full understanding and provids input
into every aspect of the APTA pesr review. -

MUNI will provide a briefing t the APTA pane! and the CPUC on the first day of the
review and on the fifth and last day, APTA pane! will provide appropriats MUNI senior .
staff with the panel's findings and récommendations in thelf exit confersnca. This would
then be followed by a final written report to MUNI sixty (60) calendar days thereafter.-

| would like to have this réview conducted in éarly to mid February 1998 and | anticlpate
- that i would réquiré the panslists to be on sits for five days. MUNI's coordinator for this
APTA Safety Pesr Review Is Brian Cunningham, System Safety Administrator, and he
will work with Pur J. Lennon, of your staff, to develop the initial agenda for those five
days. Munl will make hotel arangements for the panelists once the dates of the review
and thé panslists, themselves, aré determined. - o,

Each panslist, must bé an éxperienced professional with a working knowledge in oné or
more of the following dis¢iplinas: '
‘ Operations )

Maintenance

System Safety

Training
MUNI will, of course, pay the expenses-associated with conducting this APTA peer
review. Itis understood that this will notinclude the salariés of thé pansl membeérs or
the APTA staff mémbérs, but will Include normal travel, meals, lodging and incidental
expenses directly related to this review. . :
This will bé a very important project for MUNI and we aré pléasad to havé APTA play
such a key role. Please let us know if you need more Information to begin this process.

Best Regards, .

s Gz

EmiioR.Cruz = -
Dirsctor of Public Transportation

ERC:BC:b¢




SAN FRANCISCO MUNICIPAL RAILWAY
APTA SAFETY REVIEW

Provisional Agenda
Monday, February 2, 1998

Location: 949 Presidio Avenue, Main Conference Room, Second Floor

9:00-9:30a.m.
9:30-9:45a.m.

9:45-10;002.m.

10:00-10:30a.m.

10:30-10:452.m.

10:45-11:05a.m.
11:05-11:252.m.
11:25-11:45a.m.

11:45a.m.-1:00p.m.

11:00-2:00p.m.

l:.xecntne BrieﬁngIGenera! Overview

Emilio R. Cruz, Director of Public TmnspOrtahon

Discussion of NTSB Safety RecommendatiOns for MUNI

Robert Campbell, NTSB Inthig‘ator

California Public Utilities Commission (CPUC) Discussion of State Safety
Oversight Responsibilities

Don Johnson, CPUC
Gary Rosenthal, CPUC

Overﬁew of thI\'I_OpefatiOns |
David Stumpo, Chief Operating Officer

Break

Overview of MUNI Capital Projécts
Peg Divine, Deputy Director Capital Projects

Overview of MUNI Finance and Administration

. Nancy Whelan, Deputy Director Finance and Administration

Overview of MUNI Human Resources
Tanya Meyers, Director of Human Resources

Lunch Break

Transporhtwn Overview

Louis Johnson, Deputy Chief Operahng Officet

Kenny Rodnguez, Metro Operations Superintendent |
Thomas Pigges, Supcnntendent of Operatxoﬁs Trammg .

- Joyee Garay, Assistant Superintendent, Rail Operations Trauung

Mick Rakestraw, Division Supérintendent, Metro Opcratlons
Robert Louie, Supcnntendent, Central Control
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2:30-3:00p.m. Vehicle Malntenance Overview
Jon Miller, General Superintendent, Electrical Vehicle Maintenance
'Robert Olson, Superintendent LRV Running Repair
George Manessis, Superintendent LRV Heavy Overhaul .

Track Malintenance Overview

Win Hobilzenlle, General Superintendent Facilities Maintenance
Robert Rameniz, Supcnntcndcnt Track Maintenance

Susan Knchner, Supervisor Track and Switch Repair

Overhead Lines Maintenance Overview

Ray Favetti, General Superintendent Facilites Maintenance

Vic Lameyse, Superintendent Overhead Lines Maintenance

Rich Hahn, Assxstant Supenntendent Overhead Lines Maintenance

4:30-5:00p.m. S)stenl Safety Overview .
~ Brian Cunningham, System Safety Administrator
Michael Lonergan, System Safety Inspector

Caucus: Review of presentati()ns and plans foﬁhe following day(s) |




