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Summary 

TIle Conmussion is responsible (or &'\fely regulatlonJu\d oversight oiSF MUNt's light 
nlil trahl. operatiof\s. ObservatiOl\S of these operations nlade by the COllmlissicn\'s staif 
and the National TransporhltionSafety Bo.ud (NlSB) have shown evidence of 
unresoh-ed systemic S<lfety issues. 1l1ese issues led to tH\ in depth review o( SF MUNI's 
ni.anagement structure, opcratitlg procedures and nlaintenal\Ce progr.ln\ by a &\(ely 
review panel of industry experts assembled under the auspices of the Americ-an Public 
Transit Associatioll (APTA). lhe APTA &,\(ety review panel has issued its final report 
rontainiJ'lg 50 recomrnendalions. SF MUNI has prepared a general action plan that 
addresses aU 50 recoIi.\mendatiollS. Ill. additioll, SF MUNt has agreed to prepare a joint 
report with the Conullission's sial( identifying a certait\ Ilurnber of the APTA safety 
review p.mel's recomn\endatlollS selected for special tre,ltn\ellt. llteSe sp~ially 
selected recol'llmendations will be chosen on the l"'o1Sis of their &'l(ety siglufkance and 
potential (or offering the gft~atest improvements to the safety of light rail train 
operations. TIle johU report will also describe the project plallS and schedules that will 
be lIsed by SF ~tUNI to control implementation of the specially selected 
recommetlda liOllS .. 

Background 

On January 26,19961 the Federal TroUlSlt AdnUlustration issued rule 49 CFR Part 659, 
State Safety Oversight of Rail Fixed Guideway Systems. -On September 20,1996, the 
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ComI'nission~ acling in response to the (eder'll rulc, issued Gener,ll Order No. 16-1, Rules 
and Regulations Governh'g Shlte Safety Oversight of Rail Fixed Guide\\\ly Systems 
(superceded by G.O. 16-t-A on October I, 1997). Ptl((lgmph 3.5 of G.O. 16-1-A authorizes 
the CommissiOl\ Shl{C to per(onn itwcstig<\\i()l\S of the deslgl\ construction, opcmlion 
and maintenance of e.leh r,lil tmnsit agency's fixed guideway systen\. 

SF MUNI C~ln\e under the jurisdiction of the Conlmissiol\ al'ld Geneml Order No. 164 (or 
the first tin\e on JaI'lUaI)' I, 1997. DuritlS the first nille n\ollths of 1997, SF MUNI 
experienced 146 mil accidel'lts which were reported to the Comnusskm under the rules 
of Gelleral Order No. 164. Many of these San\e accidents were also reported by SF 
MUNI to the NlSB. This number of accidents during a relativel)· short th'l\e period led 
the NTSB to issue a (ornlal report concluding there was sufficient evidence of 
llluesolved systenucsaCety issues to warrant a (orn\al sMety review of SF MUNI's 
m.lnagen\ent structure, n\ail'ltenance prograJilS, and operatitlg procedures. The 
Conunlssion's staff as well as SF MUNI concurred with the NTSB's rondusiOlls, and a 
Ill.eeting attended by aU three parties was held On September 18, 1997 to n\ake 
arni.ngements (or APTA to conduct a comprehensive safely review of SF MUNt. APTA 
thel\ assen\bled a safety review panel of itldustry eXllerts, and with fuH tiJi\e 
participatiOl\ by the COl'lmussion's staff, the panel per£orn\ed its review during the first 
' ... ·eek o( February, 1998. 

TIle APTA safety review panel issued a (iIlal report contain.ing its findings and 
reconln\eJldati6ns during the last week of April, 1998. The report, which is appellded to 
this resolution, waS received by SF MUNI alld forwarded to the NlSB and the 
ConlmissiOl\ 01\ Aptil2.4, 1998. The APTA safety review pallel's recommendatiolls 
address the full spectruIi.\ of SF MUNl's acHvities. They covet everything fronl c~pital 
in\proVenlenl project maIlagen\enl issues to issues d~(lling with the City's civil Service 
systenl, security and labor m~u\agemel\t ielations. The APTA safety review panel did 
n.ot lintil its rec(mlJil~I\datiOl\s to issues that are striclly 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 alld SF MUNI. Both parties ate iIl agreement that the report accurately describes 
the pattel's observatiolls. The.50 reoommendations presented itl the report are 
comprehellsive, coI'lsistent with, responsive to, and justified by the inlormatioll the 
APTA safety review p:ulel gathered during its Oil-site review. SF MUNI has developed 
atl action plan to address aliSO of the I'econmlendations. TIle CotnmisSi6n supports SF 
~1UNI's plans to act upon those te«>nu\\el\datiol'ts. The CorllmissiOIl alS() believes a 
I'lun\ber of the safety reCt')fllmendatiOils have particular safely significance, are more 
easily detilled, and should be promptly addressed. 
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SF MUNI has agr('Cd thall in addition to ('''Trying out its ilClion plan to address aU 50 
recommendations, it will, in roopertllion with the Commission's staff, select from the 
APTA safety review ~lal\el's final report a ('('rtail\ 1\\In,ber of &1fety rccomn\endations 
(or immediate spedaJ attention and further follow \1J\ by both SF MUNI and the 
Commission's st,,((. SF MUNI has also agreed to prepare sllecific, detaile~-t project 
plans al\d schedules to cover e,lch of the specially seJected &1fely related 
rerornn\endatiollS. The purpose of these project plans and schedules is to help assure 
that each of these spedally selech~d s,,'lCety recon\n\endatlons is sUC('(>SS( ully 
implen\ented in a reasonable time period. Each project plai\ will describe the tasks to be 
perfoTJ1\ed and be supported by a n\ilestone schedule prepared by a designated project 
manager. 

Findings 

1. ObservatiOilS by the Comn\ission's staff 3l\d th~ NlSB have revealed evidellCe of 
Uluesolved systemic safety isSues associated withSF MUNl's mal\agen\ent 
structurel nlainte.lat\C'e ptogran\ and opert1tlng procedures. 

2. An APTA safety review panel issued a final report col\tah\h\g 50 recon\ll\endaHons 
for safety iOlprOVell\enls. 

3. SF MUNI has prepared a'l\ action plan to address aliSO reronul\el\daUolls. 

4. SF MUNI has also ag(ccd to select, in cooperatiol\ with the Comnussioll staff, (ron\ 
the APTA safety review panel's fillal report, a eertaiIlllllIi\ber of safety specific 
reronm\endatiol'lS (or special attentiOl\ and formal follow up by both SF :MUNI al\d 
the COll\mission's sta(f. 

5. SF MUNI has agreed to prepare detailed, specific project plans and schedules to 
-cOntrol the implemenlatiOll of each of these specially selected, safety related, 
reconunelldations. 

Order 

1. The APTA safely review panel's fit,al report dated April, 1998 and appended to this 
resolution is aexepled. 

2. As previously agreed to by the parties, SF MUNI, in cooperation with the 
ConuluSsion's staff, shall prepare at\d subnut a joint repOrt to the COllUlussion 
within 90 days o( the date of tlus resolution. 
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3. 111C Jofnt report shailldcntify tho$C recommendations made by the APTA safely 
review panel that address issues of the most imn\ediate al'ld far reachIng safety 
concern to SF MUNI's light filii trairi. operations. Sllecifk\lUy, the selected 
recommendatlons shalt be linuted to those that appear to offer the greatest benefit in 
terms of promptly resolvitlg identified systemic safety issues and preventing (uture 
accidents (rorn occurring. 

4. The joint report shall also describe the project plans and milestone schedules that 
will be used to assure that the tasks required to irl\plemerit the specially selected 
reronunendations ate properly performed. 

I cerlify_ that this resolu-tlon was adoptedby the Public Utilities Comnussion of the State 
at its regular meeting in California held on june 18, 1998. The following Commissioners 
voting favorablytheieon: 
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\VESLBY M. FRANKLIN 
Executive Director 

Richard A. mlas 
Preside .... 

P. Gregory Co~\lon 
Jessie J. Klught, Jr. 
Henry M. Duque 
Josiah L. Neeper 

Comnussioners 
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FOREWORD 

The American Public Transit Association (APT A) is a non-profit, international 
association composed of transit service providers, transit-related business~, academic 
institutions and government agencies. APTA's members sm'e the public interest by 
providing safe, efficient and economical transit services and products. APTA members 
serve over 90% otthe public transportation users in North America. 

APtA sponsorS the Rail Safety Review Board (RSRB), which upon request by an APTA 
member provides an independent review of a particular tail transit system's safety-related 
projects and programs. The Rail. Safety Review Boai'd also provides teams of transit 
experts for on-the-scene investigation of major rail a¢Cidents. R8RB peer reviews ate 
conducted by panels composed ot transit professionals having extensive experience in 
transit operationS, training and satety. 

This report CQnWns the findings and tecominendations of the Satety Re\;ew Panel 
established in January 1998, at the request of the San Fran¢isco Municipal Railway. This 
Panel waS chatged with reviewing the Municipal Railway's light rail operatiOIis and 
maintenance functions: managemellt oversight activities! training programs and system 
safety pOlicies, programs and procedures. The Review was conducted 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 Re\icw would not hil\'e 
been pOssible. Our mdustry takes great pride in the information sharing aspect o( 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 Rail'Vehicle (LR\f) operators. The Panel waS impressed with the 
caliber and dedication of the employees ot the Municipal Railway. All of the MUNI 
employees with whom we had (<Intact expressed a strong desire to leam (rom the 
experiences of the panelists to further enhance and supplement existing MUNI prOgrams. 
With such (earn commitment and spirit MUNI win be able to accomplish its objective (or 
the creation of a true system safety culture inclusive 0(: an enhanced safety oversight 
organizati6n: improved safety and OCcupational training (or all employees: enhanced 
organization communications: improved accident inyestigation procedUres: and an 
enhanted control center. These program improvements will enhance management 
oversight of MUNI's light rail Operation and will assure the continued delivery of safe 
public transportation service. 

The Panel is confident that adoption of the management and satety ptogtams proposed as 
Recoonnendatiol1$ to this Report will do much to enSure that the San Francisco 
Municipal Railway becomes an industr)' leader in the delivery of public transit seivi¢e of 
the highest pOssible qUAlity. 

1 
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Request by MUl\l 

APTA SAFElY REVIEW PANEL 
SAN fRANCISCO MUl\lCWAL RAILWAY· FINAL REPORT 

PART I. INTRODUCTION 

This review was conducted in response to the request of 1-u. Emilio R. Cruz, Du«tor of 
PUblio TranspOrtation, San FranciscO Municipal Railway. This request was made to 
APTA's President, WilUam \V. Millar, on December 1 t, 1997. ~tr. Cruz requested that 
this Review cover MUNl's management structure, system safety programs, opetating 
rules and procedures, employee training and certification, and vehicle/facility 
maintenance programs. 

The review Was to include but not be limited to the tollo\\ing: 

• Proposed new management structure, in tenns of authority, c~\'erage and adequacy to 
addresS the scope ()f'resp6nsibilities. 

• AdCXluacy of personnel resources as compared to system operating and maintenance 
requirementS. , 

• Effectiveness of procedures which support ~fUNI pOlicies, including procedures for 
safety audits and investigations: enfortement of rules, regulations, and procedures; 
follOW-Up actions relath,t to violations~ documentation 6tfindings and reporting . 

• Adequacy of safety, operationS, and maintenance training. 
• Training and certification of vehicle operators, supervisors and maintenance 

personnel; adequacy of operations and maintenance roles and procedw-es. oyersight 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 &ee 
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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Tho Safety Review Panel consisted of the toUoy.,wg members: 

ANTHONY J. SCHILL (cbair) 
General Manager 
Niagara Frontier Transit Metro System, Inc. 
Buffalo, NY 

JAMES T. BROWN 
Chief of Safety .. 
Massachusetts Bay TR.n..sportation Authority 
BostOn, MA 

JEROME K1RZNER 
Director otRaiI Seivices 
ProgramsCalTrain 
San Carlos, CA 

LEROY B. SPIVBY 
Vi~ President, System Safety 
MTA New York City Transit 
Brooklyn, NY 

coNRAD B. ·SANTANA . 
System Safety PrOgram COOrdinator 
American Public Transit AsSociation 
Washington, DC 

PAULJ. LENNON (staff advisor) 
Manager-Safety and Seeurity 
American Public TraiLSit Association 
Washington, DC 

San Francisco Munictpal. Railway liaison was provided by Brian CUnningham, System 
Safety Administrator. APTA's PaUl J. f..enn6.n pt6vid~ panel coo~ation and logistical 
support Mr. Lennon also provided member input (or drafting the Final Safety Review 
Report. 

l\lethodol0eY 

A serious accident involving a MUNI light rail vehide (LRV) occurred on April 26. 
1991. This accident was investigated by the National transportation safety Board 
(NTSB), wruch subsequ¢tty issued a recommendation (R .. 97~) encouraging MUNI t6 
seek an outside review. MUNIsubSequeritly requested APT A to tOml and schedule ail 
official peer review under the auspices of APTA's Rail Safety Review Board. The Safety 
Review Patlel waS tormed in JanuaI)' of 1998. and was charged y,;th reviewing varioUs 
aspects otMUNI operations. as outlined on page four. 

During the course <tIthe review, members otthe Panel frequently utilized allofMUNI's ' 
services. including that provided by LRVs, trolley coache$, motor cOaches, and table 
cars. ,The Panel met, both as a group and individually, with a wide range of MuNI 
employees. This tcp6rt will not attempt to replicate all of the iitfonnatioil gafued by these 
activities. It will, howevet, emphasize ~ Qtsignificarit importan¢e and wiU'document 
conclusions made as official recl>mmendations. The re«>mmendati6lls ~ divided into' 
ten (1 0) maj6~ sUbject headirigs~. MuNI staff should' focUstheit ~fforts 6n~: these inajoJ;' , 
subjects to enhance overall operations and s~ety. These ten areas are: General 
Management '/ssuis,· System' ,Sa/ety J.lanagdne'nt;' 'Fra/nlng: Operational and 
Maintenan~e Issues,; Capital· Program Management: Rlsle Management,· Human 
Resources,' lAbor Relations,' Security,' and New Organizational Alignment . . 

3 
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SAN FRANCISCO M~lC1PAL RAILWAY. FINAL REPORT 

The Panel received thorough briefings on: MUNI's management and organizational 
structure; employee selection and training; safety programs; aecident' in\'estigation 
process; internal and external emergency response procedUreS and coordination: MUNI 
operating rules and procedures; the frequency with which such roles and regulations are 
updated; and the methodologies by which MUNI oommunicateS among its departments to 
resolve safety problems and/or contain haZards encountered. The Panel met with 
operations; safety, maintenanee, and training perSonnel, and was provided with a 
complete oveniew of the programs in place. Members of the Panel, b6th individually 
and as a group, rode rail vehicles, motor coaches and trolley coaches in order to 
experience actual vehicle operation with specific attention to safety, operator conduct, 
and customer service. 

Durlng the exit conference the Panel provided senior MUNI ri'twgement, CPUC 
representatives, and a representative o( the NTSB v.ith a detailed verbal sutnmaI)' of itS 
findings and recommendations. it "must be emphasized that the efforts of the Panel Were 
concentrated on MUNI's light rail operations and maintenance organization. Specific 
attention was given to management and system safety oversight, employee training and 
certification, control center operationS. and preventive maintenance programs as the key 
elements which will support and ensure safety in ~ruNI's light rail operation. 

4 
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APT A SAFElY PXVIEW PANEL 

SAN FRANCISCO Mln\lCIPAL RAILWAY .. FINAL REPORT 

PART II. AN OVERVIEW OF PANEL ACTIVITY 

February 2.1998 

Tho Panel formally C()nvened on the mornirig otFebnwy 2, 1998. MUm's Directot of 
Public Transportation, Emilio R. Cruz, reaffirmed the purpose of the peer review. Mr. 
Cruz pro\;ded an overview of the proposed reorganization of MUNl's management 
structure v.ith special emphasis on' enhanced safety and oversight of operations. ~h. Cruz 
ruS() expla.ined tho relationsh1p between the City of San Francisco and MUNI, as well as 
the City's chit Smite system and its application to MU'NI. 

Mr. Robert Campbell, Western Region Railroad Dhision Im-'estigator tot the National 
Transportation Safety Board. then pro\ided the Panet with background informati6n On 
the NTSB investigation of the LRV accident of April 16, 1991, as well.as the rationale 
for itS Recommendation R·9746. California Public Utilities Coniir:Ussioil (CPUC) 
repreSentatives Don Johnson and Gary Rosenthal followed with an oVerview ot CPUC's 
roJe in state safety oversight of MUM's light rail operations as well as the CPUC's roJe 
in this review. Panel Chait Anthony J. Schill explained what the Panel envisioned its 
activities would encompasS. The CPUC staff concurred with the Panel's projected 
schedule and sequencing of activities . 

Pan~1 activities On the first day consisted prlmarlly ot a series of in-depth briefings by 
MUNI staff. These briefings were conducted in the MUNl General Offices at Presidio. 
Each briefing included an extensive question and answer period. 

David Stumpo, Chief Operating Officer, ptovided a thorough overview of l-.fUNl's light 
rail operations and maintenance programs. Peg De .. ine, MUNI's Deputy Director of 
Capital Projects. then briefed the Panel (in MUNI's programmed capital projects. Tanya 
Meyers, Director of Human Resources, provided supplemental infonnatioil on MUm's 
proposed management organization. as well as various personnelladm1nistrative 
functions. 

Following a working lunch, the Panel was first provided wilh a briefing On 
transportation-related activities. Peis6nnel involved in the bnefing were: U,ulS Johnson, 
Deputy Chief Operating officer, Kenny Rodriguez, Metro OperationS Superintendent; 
Thomas Piggee, Superintendent of Operations Training; Joyce Garay. Assistant 
Superintendent, Rail Operations Training; Mick Rakestraw, Division Superintenden~ 
Metro Operations: and RobertJ.()uie, Superintendent, Central Control. 

The transpOrtation briefing coveted the atcident investigation and review prO¢tSs, 
MUNI's Accident Review BOard. the duration and typeS of training provided tor LRV 
operators and supervisorS, niobiJityprOcess and rre<tuen¢y by which operatorS can move 
from bus modo to LRV, and the process employed by the Transportation department for 
overseeing tho quality and safety ot service. 
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A review ot the Vehicle Maintenance department's responsibilities and activities was 
presented by Ion Miller, General Superintendent. El~trical Vehtcle Maintenante; Robert 
Olson, Superintendent, LRV Running Repair; and George Manessis, Superintendent LRV 
Heavy Overhaul. The vehiclo maintenance presentation covered the types of light rail 
vehicles MUNI operates, the frequency ofinspectloos performed, and the type of\'chicle 
i.nsp«tions. The Panel also discussed v.ith the maintenance managers the process 
employed for tracking vehicle and elluipment failures. Some pOints that sunacoo in this 
initial discussion included: the age of the older LRVs; that 4S to SO LRVs out ot a fleet 
of 140 are. typically ()ut.()(·serviee; there are fewet pOOpJe emplo~'ed to perform LRV 
maintenailce than in the late 19705 to early 19805; there is insufficient storage space in 
the yards to bouse all the LRVs; there are reliability issueS with the new Breda LRVs; 
there is deferred maintenance On nOn·vital items On the LRVs (i.e., windows, signs, seats, 
etc.); and there is a large use of overtime to address maintenance issues which causes 
employee fatigue. 

The ne::d presentation was by the management ot the Track Mainteilante Depa.rt:nlent 
including Win Hobilzenlle. General Superintendent Facilities Maintenance and Susan 
Krichner. Supervisot Track and Switch Repair. This briefing coveted the frequency of 
track inspections C9nducted by the MUNI track crews, the review of that work by Track 
Maintenance management, and rerords maintenance. It was learned that this department, 
despite a vacancy rate of 10%, is perfom'ling a high \'olwrte of regular maintenance. In 
discussions abOut derailments, the Panel learned there are large numbers of derailments at 
switches v.ith specific causes going undetermined for many of those switch derailments. 
It also was learned the track department is not notified 6f derailments in all instances. 

An overview of the Overhead Lines Maintenance dePa.rtIrtent concluded the briefing held 
On FebIUaI}' 2. MUNI managerS from this department included: Ray FaYettl, General 
Superintendent Facilities_ Maintenance; Vic Lameyse, Superintendent Overhead Lines 
Maintenance~ Rich Hahn, Assistant Superintendent Overhead Lines Maintenance. The 
Panel sensed that white a significant level of maintenance was being perfonned by the 
department's employees in acc.ordance 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 MUNrs System Safety Program Plan 
(SSPP), although it was learned later that aU Senior OperatiotlSlMaintenance managers 
had been afforded an opp6rtunity to review and toDlIllent on the SSPP. Additionally, 
maintenance procedures and rules were in need of revisions. 

Following the (h'erhead Lines Maintenance briefing. the Panel utilized MUNI service 
and made informal safety observations and evaluations of service delivery. 
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Tho se(Ooo day of the Re,iew began Vtith a tour of Central Control at West Portal. The 
tour was conducted by Robert Louie, Superintenden~ who provided a summary of the 
control center's tapabUities. The Panel's COnsenSus was that the control center's 
technology was largely that of the 1910$ era and that structurally and institutionally 
Central Control sen'ed a u¢Ominunieation" rote as opposed to the '"coordination and 
control" function mOre typically found in ({lntemporary multi-modal and rail systems. 
The Panel discussed operating and emergency procedures applicable to a variety of 
S¢eI1ar10S with control centet personnel, and reviewed spe¢ial operating procedUfes 
(SOPs). operating bulletins, accident incident logs, ]"'WNl's daily log, and other repOrt 
forms used by MUNrs control center personnel. 

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

• 
The Panel obser\'ed that MUNI's oce did not functiOn as a true operations control 
center. Emergency respOnse procedures were n6t readily available to all oce personnel. 
OCC personnel also appeared to have little control in the management of emergencies, 
Radio communications were found to be inadequate, \\ith very limited ability to 
supervise control of ongoing operations. The facility was congested and housekeeping 
appeared to be poor. ~fUNl'$ 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 or 
Central Control stafr(o state-of-the-art t~hnology available elsewhere, 

The Pailel used J\.ruNl's service to b'a\'el to the Curtis Green ~{aintenance Facility. 
MUNrs safety piogra.'llS and the ove~ight process planned under the new MUNI 
organization were discussed with Brian CunninghaInJ Acting Safety Administrator. The 
Panel shared their experiences v.ith Mr. Cunningham and discussed approaches employed 
to accomplish effective system safety oversight in other rail systems throughout North 
America. In its discussions \\ith other MUNI employees relative to system safety. the 
Panel related that there was a question of the Safety Administrat6r·s actual authority 
v.ithin the proposed ~fUNI reorganization, as well as a questionable sense of mission and 
vision tor the new office. Thete appears to be nO. tonna! accident prevention orientation 
for supenisors as part of their fIaining, DOr any procedures for developing system-wide 
input for new IIsystemsti such as LRVs, (rom operatorS, maintainers, supervisors, etc .• as 
well as analysis. and integration functionS that would benefit such new systems 
integration into MUNI. Mr. Cunningham ({lncurred with these initial observations and 
findings by the Panel, adding these were sOnie 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 tra\'eled to MUNI's Systems Maintenance Training Center at 
the Training Academy Building. There, General Superintend~t of Facilities 
Maintenance, 'V.B. (\Vin) Hobilzenlle. and Robert M. Ramite~ Track Superintenden~ 
discussed Track ~{aintenance issues that addressed areas of COncern from better track 
maintenance approaches and practitCS to staffing. documentation, standard operating 
procedure.s and training. The memberS alsO identified the nero for a solid Maintenance 
~fanagement Information Systeni (MMIS) that would help MUNI by using reliable data 
tor track maintenance applications through a failure trend analysis process . 

. 
The Panel also interviewed Richard J. Dale, Jr., Manager of Training and Development, 
and discussed MUNrs training programs and projocts, present and futute. Issues 
included training materials configuration and document control; lesson plan structure and 
develOpment p~ses; instructor qualifications~ training standards; on the job training 
(Oll) documentation; departmental standard operating procedures; the Breda new car 
training program; and support documentation. 

Training appeared fragmented in s(lme of the crafts. Curriculwn devel6pment to support 
MUNrs training needs was not cootdinated \\1th the training function. Perwnnel 
assigned to. support the training functi6n wete nOt fully qualified t6 teach current state-of· 
the-art techn6logy. Training functions had very little input on training curriculum. 
Training sessions, training manuals and technical support by LRV COntractors was 
unsatisfactOI)'. The centralization of training under Human Resources can be a 
significant improvement pro\ided maintenance and operational personnel define thetr 
training needs and the le\'els 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 retumed.to Presidio, Phil Chin.. Manager of MUNI's Transit Police and 
Security, described how ~fUNI pr<wides security and transit pOlice coverage for bus and 
rail services. Hours of coverage, deployment of police resources, the perception of 
MUNI's customers regard1ng the safety and se<:urity of senices, and the need (or a 
comprehensive security analysis otthe MUNI system for both vehicles and facilities were 
co\'ered in this discussion. 
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To eonclude the fonnal activities of Febnwy 3td, the Panel met with tho President of tho 
Transport WOrker's of America, AFL-CIO, waJ 25~A. Ray 1. Anto~o, and also tho 
UnIon's Executive Vi~ President, William K. Y.Sung. A varlety of issues were coveted 
in the discussion, includirig tho overall labOr relations climato, institutional issueS, tho 
Union's role in MUNI's accident re\riew board, union involvement. in the development or 
modification of operating rules and procedures, and employee de\'elopment. The Union 
indicated concern v,ith 'accident control programs that are primarily foeused on the 
disciptinlng of employees, but also mentioned there were many opportunities tot MUNI 
management to work Vrith tho Umon in resolving Issu~ especially regarding reducing 
a«:idents and enhancing safety awareness. They also tited the loint Labor Mmagement 
Board (JLMB) as an examplo of a protess that could work well tor aU parties. 

A malady impacting MUNI, telt by both management and the Union in recent years, has 
been the reduction in financial suppcirt. According to the Union, that situation is Usually 
first felt in the fom'l of reduced preventive maintenance and deferred ie-instruction of 
transit operating employees .. This is experienced by MUNI customers oil the street in the 
form or trips dropped arid attidents, as. well as in the fonD ot stress tot both employees 
and managers who arc Us~tched to their limits." Mr. Antonio commented that tllls is a 
problem fot most .lra;nSit systems across North America, but that MuNI has been 
particularly hatd hit. Ho credited the Mayor of San Francisco, however. for recently 
plO\iding an additional S 17 million t6 improve MUNrs service. 
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On \Vednesday morning, the Panel broke into groups to, meet \\ith representatives of 
~fUNr$ Catenary, Power Distribution, Facilities as well as Signals and Trnin Control 
maintenance departments to re\;ew maintenance operations. A group of panelists also 
met "ith representath'es of the City of San Francisoots Chief Trials Attomef$ office. 

Those panelists involved \\>ith the maintenance functions met initially \\ith those 
managers at Presidio. The discussion focused on current preventati\'o and COJTt(ti\'c 
maintenance programs, the aVailability and status of system lias built" dra\\IDgS, 
maintenance r~ruitment, and training and staffing requirements. 

Most of the maintenance personnel with whom the Panel met were Vet}' conscientious 
about safety, However, the lack of formal detailed procedures, reliability and safety 
analysis of failing components hampered their ability to keep up \\1Llt system failures. 
There waS very little system safety interface or input into their operation. Eacb 
maintenance organization operated in a stand·atone capacity \\ith a Jack of uniform 
l-fUl\lJ policy instruction tor maintenance. 

, 

At the City of San Francisco Trial Attorney's ofliee~ members of the Panel met \\ith 
Patrick ~{ahoney. Chief Trials A.ttomey. and Randall Camacho, who are responsible for 
handling lYfUNI claims. They discussed how MUNI accidents were investigated, 
utilizing reportS from LRV operator and inspectors, San Francisco police, city claims 
investigators, and medical investigatolS. This office, as part ofregulat analysis, identifies 
~1UNI operators wh6 may seem more prone 10 accident involvement. Accident analysis 
infonnation, including any trends as regards to specific employees, is forwarded to the 
~fUNI Director of Public Transp6rtationt s office tor further action by MUNI 
management. ~fessrs. ~fahoney 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 efforts of late to ensure operator accountability for preventable accidents -
something that was lacking in the past. It was not clear to the San Francisco Trials 
Attorney's office Or to the Panel who currently gets in\'oh'oo in perfonning 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 resen'c for handling "large" 
lawsuits. 
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It also was stated that there is a significant workers' compensation problem within 
MUNI. because the Pt()(ess tends to allow employees to stay away from work as long as 
possible. It was indicated, 100, that the problem appears to be greater within Mum than 
v.ith other City departmenl functionS. The Panel believes that MUNI needs to establish 
ac«)untability (or the \Vorkers' Compensation Program at tho MUl\'1 management lo\'el. 
This program cannot be suC(essfully managed at the city level alone. Reductions in. and 
control or. firsHime injuries must be managed by ~fUNI. although the City controls the 
risk management &--pects • 

. 
In tho afternoon, the Panel met with managers from the Heavy Maintenance Repair 
se(tion. During a lour of their facility. maintenance managerS discussed the new Breda 
vehicles and the current issues associated \\ith vehicle maintenance support, 
documentation, and spare parts aVailability. The tour also included a summary 6f 
MUNI's light rail vehicle heavy maintenance support programs. 

During this tOut. attentiOn was directed (0 the lack of Quality Assurance spot checks on 
the overhaul of equipment/parts and tor the procedures and updates for such overhauls. 
Also covered in the tour wete the elettronic repair labs and the electri¢al tepair shop. 
This tour brought out the evident need tot a system maintenance calibration program of 
tools and test eqUipment used to adjust/repair safety-<ritical partslcompon~ts . 

The Panel noted that general industrial safety effortS were unsatisfactol)'. Personal 
protective equipment was not property utilized. Maintenance employees performed 
hazardous taskS at heights without appropriate prote(tion against a tall. The Panel 
inquired ab6ut this and was told that the condition had been present since the facility 
existed. Managers with whom the Panel discussed these issueS, however. were r«eptive 
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 fad lity tours and discussiOns, some 
Pailel members separated from the primary group to form it subgroup who toured 
MUNI's Power Control Center. Superintendent Hoy \Vong and Senior PowerhoUSe 
Operator Robert Hixson provided the Panel with a thorough overview of the traction 
power operation. Questions concerning the removal of pOwer and its restoration in 
emergencies,' as well as basic maintenance and safety related housekeeping procedures for 
power «)ntrol emplOYees, wete addressed in detail. That subgroup redlnvencd with the 
full at the end of the day and spent the evening "on the system," reviev.1ng the day's 
activities and talking with MUN1 employees. 
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On Thursday the Panel met with Len Olsen, Operations Superintendent • Training and 
Spedal Projcx:ts. Detailed distussions of the training programs focused on routine report 
writing! line management duties and responsibilities; overhead lines introductory 
programs; coach troubleshooting tedmiques; ADA issues; LRV and PCC personal safety 
requirements; cable car system· trainlng; and line management techniques. as wen as 
Control Center and Field Supenision procedures • 

. 
Revising the role of Central Control to mOre ofa "coordination and control" function was 
explored in detail. Mr. Olsen shared his views on the technology that could be employed 
to enhan¢e the operation of Central Control, either at the existing site or, preferably, an 
altemati ve and Jess constrained location. 

The Panel also met with an LRV operator, 1ames Holland, wh6 had been identified as 
very experienced in LRV operation. He proved to be very knowledgeable abOut 
operating procedures and Ught rail equipment and presented a balanced p~th'e On 

what both MUNI management and the Transit Workers' Union were trying to 
acc6mplish. 

.e The Panel next met with Mr. !?a,id Banbury, a provisional manager tor MUNI, aild 
Kenny Rodflguez, Metro Operations Superintendent. Both confirmed many 6f the 
observations made by "front lineH operating employees, but they also stated the desire by 
most managers throughout MUNI to be mOre proactive and more tesults-oriented. The 
Panel also felt that management within MuNI has to be equipped y,.ith the right tools ail.d 
suppOrt ifit is to be effective and held accountable. Messrs. Banbuiy and ROdriguez both 
felt that the talent exists but that it needs to be encouraged and challenged. The lack of 
quality assurance programs within MUm is but one example of a currently unmet need, 
and the strong, readily apparent CfpOliticization" 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-Lme {historical streetcars) ba\ing 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 FrAts 1991 audit ofMUNI's drug testing program, 
as well as how MUNrs program works. The Panel was able to share their eXperiences 
with the implementation ottheir 0'0\11 agencies' drug testing programs. After a question 
and answer period, the Panel adjourned for lunch, preparatory to spending the remainder 
of the day conducting field observations 6f LRV service and meeting informally with 
LRV operators and street and statiOn supervisors. 
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In tho afternoon, the Panel completed its interView v.ith Ms. Peg Divine, Deputy Dir~tor 
capital projett$ that had been initialed on Wednesday. Ms. Divino pr6\ided tho Panel 
Ytith an overview of'the C\lJTeIl\ projt(\S, the organization and the lessons learned from 
past capital projects. The discussion focused OIl current capital program iSsues that 
requited te<:hnical input (rom operating departments and system safety interface. The 
discussion brought to light the difficulties involved in interfacing with Breda On the LRV 
project There arc seriOus iSsues in the logistics of' training and d6cumentation 
~ncerning the new LRV contract that should be addresSed. The Panel recommended to 
Ms. Divine that the Capital ProjC!Ct section should develop a system-wide C()nfiguration 
management and d6<:ument control policy; this should also be inCOrpOrated into. their 
future Safety Certification PrOgram 

February 6.1998 

Much ot February 6, the fifth day. was spent in caucus with the Panel developing its 
~mnlents and ie¢OiIlIrtendatiOns tor the exit conference held that afternoon presided o\'er 
by David M. StumpO. aCting On behalf or Emilio R. Cruz, MUm's DiI«tor or Public 
TransportatiOn, who Was away from San Francisco. 

Summary of Acthities 

Throughout the week and during its meetings and dl5(ussions with MUNI managers, staff 
and employees, the Panel had 6ctasi6n to extensively use MUNI's LRVs. motor (Qaehes, 
trolley coaches and 'cable cars. The Panel found the transit vehicles to be operated in a 
safe and responsible manner. Furthermore, MUNI employeeS were found to be very 
cust6mer-orieI'1ted. mendly, and focused toward safety. In our discussionS v.ith MuNI's 
employees and supervisors, Our initial approach to an individual was usually to ask fot 
directions. These being receiyed, the Panel frequently introduced themselves and 
provided an overview of our mission. The employees We engaged in this matter were 
generally Open to our questionS and observations. they were surprisingly understanding 
and well informed as to the state of current morale within MUNI and had explanations as 
to why this morale had tome about. All had views of how safety might be C()rrected and 
focused upon, espedally it adequate financial resources could be provided. .We did not 
find any specifiC anti.management or prcruruon ethos in our on-street or in-station 
discussions with MUNI employees. fustead, we found a desire (0 make things right and a 
"letts get with making MUNI a '\v6rtd-cJass" transit system Once again" attitude. 
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In $1lnimary. tho Panel found evidence of a positivo and professional attitude at all levels 
within MUNI, with managers· aikd employees whO fully Uilderstand the. importance of 
providing sate and rellable on-timc $eMce. The MUNI managers tho Panet Olet, without 
eX(Cption, weto positivo and open about their roles and ~ntributio~ to MuNrs big 
picture. Rather than ad6pt a defensive stance when asked a question about why, how or 
when somethhig was ot was n6t. dOne, 6r who was responsible tor domg it, the Panel 
{ound tho managers knowledgeable and straightforward in· their· responScs.· They atso 
were ·willing to show example$ of and reference materials to the Panelists to view how an 
actual activity was pertonned Or oonducted. Employees· also Wefo recepti~;e to 
suggestions made by Panelmembefs. bas.ed on their own prOfessional experiences, for 
ways 'to improve MuNi·s praCtices and procedutes. In (act, there was eagerness by all 
MUNI managers t6 I,earn from the eXperiences 6fthe individual panel members' \iews on 
how to enhance MUNrs tRV operatiOtlS and operational safety. . 

lbe.expenence was extremely beneficial to the Panel atso for in the proceSs otreviewing 
another transit· system's prOgtaInS, there is a mutual sharing of ideas. This "iearn aIid 
retuinU experien~ enables the panelist \vhO partidpateS in such a review to return 16 his 
agency and share the manyexceUent jd~ acquired &om theflve ~ys of dlscussionS 
with MUNl managers and employeeS. Those ideas, in turn. will be put to use in his ot' 
het own system . 
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PART III. RECOMMENDATIONS 

Generalhlanaeemeot Issues 
1.1 DevelOp a system safety poUt)' that assIgns responsibility, authority and 

accountability. . 
This needs to be ¢1early defined in ~ruN1's System Safety Program Plan 
(SSPP). and accountability for attainment of system safety objeeth'es needs to 
be shared and defiried for each department's managers and employees 
throughout the SSPP document. 

I.i 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 objecth·es. Also refer to Appendix B System Safety 
Plan Guide SF·Plan tor MUNI. 

1.3 Develop and Implement s),stem.";de business plans; I.e. equipment 
(ondition, a\'aUability, senice lent periormante, and staffmg that 
support Implementation of System Safety PrOgram Plan. 
This achieves "buy· in" by management and employees thtoughout ail 
organiutioll and insures an understandlng ot each 6ther's role. BusineSs plan 
development involves managers and employees at all levels and provides 
them with an opportunity (0 be "stake holders'· in the success and future of an 
organization such as MUNI. MUNI staff would identity, through indhidual 
departmental business plans, appropriate programs: i.e. preventive 
maintenanee. traini.ng, etc. that would enable MUNI to, mOore effecth'ely and 
safely meet MUm's customer service requirements. These. in tum. would be 
factored into the next fiscal year budget deve100pment cycle as legitimate 
programs aimed at bringing about safety.(ocus~ cost-effective service 
enhancements. Such business plan involvement promOotes ''buy-in'' by 
managers at all levels and creates an enhanced awareness of their rote and 
contributionS to ~fUNI's end pr6duct: safe. reliable. clean. on-time. customer­
focused smice that is professionally provided by MUNI staff at alllevcls. 

1.4 Identify, prc)\1de and prioritize resOurces necessary to, a~c()mpUsb 
MUNl's semce mission. 
This is an in·house exercise that is tied to the business plan devel6pment 
process menti6ned previously. It also can include development and 
implementation of a system-wide COnfiguration ManagemenVD6cument 
Control section with the aid of a suitable Management Information System to 
include the needs o(Transportation and Maintenance. 
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1.S Establish enhanced communIcations among all departments. 
This is absolutely essential fot bringing about a safety cultur~ change within 
MUN1 and a good opportunity (or MUNrs new organization. 

1.6 Impro\'e employee efficiency and prOducthity; I.e., re\iew absenteeism 
controls and ema board's adequacy and appUtations. 
Management shOuld review the controls at theit disposal for addressing 
absenteeism. MUNI's extra board utilized t6 rover trips that would not be run 
due to operator illness, jury duty, unauthorized absence, etc. should also be 
reviewed for adequacy and/or potential savings. 

1.7 l\1UNI management needs to. play lead role l\1th City of San Franclsco in 
all labor contract negotiations. 
Managers need to be given the tools, authority and support t6 do their job. 
They also should be held accOuntable for their job-related performance .. 

. 
1.8 Empower managers l\1th dedslon-nialdng authority. 

This relates to the ustake holder" benefit mentioned in Reoonunendation #3 • 

2.0 S)'stem Safety Mana&tment 
2.1 Director of Transportation must be responsible for safety; this must be 

stated In poUcy statement. 
This was not the CaSe at the time ot the review. This is critical for effective 
implementation of a System Safety PrOgram Plan. By saying "I'm responsible 
fot safety •• " it sends a clear message to all managers and employees that 
safety starts at the 'top'." It also sets the stage tor 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 defin~ as well 
as the meth6dologies for accomplishing safety and hazard containment. 

2.2 Defiue apprGpriate 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 notkI'lown not was it referenced in discUSsions with 
managers within the MUNI organization. nie fe\\nte process will provide 
management in all deparlInents with an opportunity to become knowledgeable 
and conversant in the purpose of the SSPP, as well as their department's role 
in system safety ma.nagemenl 
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2.4 De\'elop and Implement MUNI safely poUdes and procedures. 
This goes hand-in-hand \\ith the rewrite of the SSPP. 

2.5 Establish safety-toDsdous culture llithlo MUNI •. 
Absolutely essential and, as stated previously. it begins at the top with a 
clearly stated policy emphasizing '~ro--aetiveu accountability within a Systein 
Safety Program Plan d.x.ument as well as in all system safety - support 
training. 

2.6 HIre htghly sldlled professional staO'. 
MUNI would benefit signifltaDtly through an invesbnent in knowledgeable 
safety staff and res6urces to assist management in accomplishing system 
safety attitudinal changes within the organization. 

2.7 EstabUsb a comprehensive quality assurant~ function. 
Currently, the quality assurance function. per se, is non-existent or, at best, is 
very limited within MUNI. 

3.0 Tratnln2 
3.1 Retrain aU employees On updated rules and procedures. 

This is where ~ruNl's investment in its employees win always payoff in 
reduced accidents, incidents, service delays, and confrontations with l\.fUN1 
customers. 

3.2 Re-assess training and certification programs tor all employees, ftith an 
eye to formalizing and enhancing lesson plans. 
~fany of the training ptograms 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 ate we trying to 
impart? What is our miSsion? Are we accomplishing that mission through 
these training programs. etc. '1 There also needs to be a process by which such 
training lesson plans can be reviewro and kept current and cons.istent with 
MUNPs customer service goals and te(bnological advances. 
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3.3 Develop aud Implement training programs (or p<>lDt-ot-customer contact 
employees In custDmer selfsiti'rity, tDIf~nttlllq,. 1IW1/dtUlte, verbal Job 
sldJls, etc. -
Employccs with whom the Panel talked felt a strong need (or such skills 
training. They telt that it would raise their own self-esteem levels, reduce 
confrontations between customers and themselves, heighten appreciation of 
MUNI employeeS by tho custOtnerS, and sigDifieantly reduce incidentS and 
accidents that reSult in lost time injUries and. cOstly court settlements. 
Employees and tho Union oftlcers referred to such tralning as an invesbnent 
by MUNI management in its most critical resOurce. 

3.4 Hold tontradors!vendon actou6table tor tralnlng dellverables. 
There were nun'lerous examples dted by lI'laiDtenan¢c employeeS in which 
training by oontractorS was either not proYided Or seriously deficient in 
quality. AlsO sec Capital PrOgrain Managem~t Recommendations. 

3.5 Develop lild lmp)enlent pre\'enth'e maintenance training tor all safety 
tridcal equtpment. -
Currently MuNI dQe$ Dot have (onna! training prOgrams in track and catenary 
inspections and repairs, ATCS. vital relays ¢ertifieati6n, vehicle systems 
preventive maintenance. carb6tne vital relays &, vital circuits, and Power 
Distribution System. 

Operadons and Maintenance Issues 
4.1 Update all operatmgrutes and procedures. 

The r'u1eb66k was out-Of-date causing the Panel to question how seriously it is 
viewed and used by transportation managerS and employees. The same 
applied to many o( the operating procedures. the Panel (elt the concept of a 
"HandbOok fot Employees" should be considered during any planned rewrit~. 
Such a handbook, increasingly favOred by many transit systems in North 
America, should incotporateall essential rules for employee CQnduct and 
behavior and provide uset-mendly information fot emplOyees 01;1 important 
San FranciS¢() pOints of interest, et¢. ,It could also inC6rporate guidance 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 oonfigwation management and 
document control. 
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4.2 Communicate rules and procedures and retrain aU employees. 
Undertaking tho rewrite of rulebooks and procedures alSo. provides 
management with an opportunity 10 show employees tho importance of their 
roles. Simply reissuing a new rulebook or handbook and revised Or updated 
procedures creates a missed opportunity. Again, it is an invesbnent in the 
human resource. 

4.3 EstabUsb enhanced Operations Control Ctnter that more effeeth'ely 
.controls, communicates 111Id coordinates aU rele\'ant Issues pertaining to 
senict operatJODs and safety. 
The current Control Center is focused more towards a limited message 
dissemination and information gathering nUssion. This is not sO muth a· 
criticiSIIl of existing staff as it is an indicatiOil or where the deficiencies in 
focus lie. MUNl's COntrol Center should be tUnctionirtg more as a Control 
Center in coordinating, controlling and c6rn.rnunicating nonnal transit 
activities as well as extraordinary mcidents and events that frequently can and 
d() arise. 

4.4 Re\;ew and estabUsh enhanced Job testing and certification requirements 
(or supenisory personnel (central tontroUers, inspettorsJ etc.) 
The pOsition of central controller at othet rail transit systems. "'ith 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 handling multiple. situatioIiS 
satisfactorily. Inspectors, too, in their on-the-street supervisory roles are 
critical pOmt-of·emplo),ee and customer<ontact managers whose skills need 
to be stressed and should not be under-estimated by key top management. 
Emphasis by ·management On the importance of these positions should be 
communIcated to prospective candidates, and the competitive exams should 
reDed these responsibilities and management's expectations. 

4.5 Re-evaluate the desirabUity of current frequencies \lith ~'htch Job-to-Job 
mO\'etrtent Is allowed. 
Although this inter-modal movement is viewed as a benetit to operating 
employees, there ate traditional costs that recur when an employee m()ve.s 
from one mode to another (i.e .• bus to LRV and vice versa). Frequently. the 
systematic knowledge which operators dedicated to otiC mode acquire is 
coDipromised and never fully realized by th()se operators who mOVe from one 
mode t() another. It may be in MUNrs short-term interest to continue this 
practice. but many raillbus transit systemS are moving towards dedicated 
operator groups for each mode to ensure customer service quality and operator 
professionalism. 
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4.6 Establish a prOgram or t(nnpUanee thetks (or operations pertormaace. 
This is an essential6versight process by management to ensw:e operating rules 
and front·1ine employees arc adhering to. pro¢edures. 

4.7 E ... a1uate the effediYenes5 and value orthe "meet and greet" operatfou. 

4.8 Develop and Implement a«ldentrmcldent management procedures In 
accordance with revised SOPs. 

. Management needs t6 clearly define the roles· o.f transpOrtatiOIi and 
maintenance managers responding to an accident or incident and detetmine'in 
advance. who will be· in charge or investigation and clearing the scene. 
Similarly, the ''paper trail" of accidei1tfmeident reports needs to be. better 
defined. . The Control Center, as· mentioned previously, needs to have a 
definite tole in communicating, coordinating, and C6ntrOlling activi~es in and 
around an accident stene,as well as in smice restoratiOn. Information 
pertaining t6 an accident should be logged in with mote detail at the Control 
Center. A summary of the activities that were orchestrated (who waS 
involved, when they anived, and when the scene waS cleated, as well as the 
location of after·action or investigath'c rep()Its, etc.) Muld be provided tor 
senior transportation and maintenance managers . 

Capltsl Ptomm l\-fanagernent 
5.1 Re-examine Capital Program l\-fanagement process, Including Capital 

Program developD'ient and priontization; Role ot Capital Program 
Management department - developers \"s. lmp)ententers; and 
Responsibtllty and AttountabWty. 
This ptograni appears to bcoperating under its own direction and largely 
without regulcU' input from end·uset departments within MUNI. As a result, 
the Capital Management Program section euftently controls committees that 
should be controlled by transpOrtation, safety and maintenance personnel On 

. new equipment procurement and system modifications. Thus, the input of 
operational and maintenance persoDIiel is not being integrated into the final 
products. The problems being experienced with the Breda LRV could be an 
example of this. Other projects that t6uld benefit froni leadershlp and input 
from operating departmeJits within MUNI includc! Track geOmetry; Signal 
system; Integration of LRV traffic with streetcars and the Joint use of the 
catenary system by trolley buses. strtetcars and LRVs: Integration of new 
technology \\ith old systems and equipment 
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5.2 Eahance Infernal coordlnatioll among affetttd departments, ladudlng 
tnd-user.. . 
Capital Program Management should not bo the regulatory or c6ntrolUng 
organization on training related contracts. This has caused serious deficieneies 
in the Breda contract relative to delays in receipt of proper training and 
training dOCuments required by the e6ntract. 

5.3 Comply with Safety Certificatioa Program (EquIpment operatioDaI 
·readiness aud logistical support), 

5.4 Define and dired th~ roles of Capital Program (unction to support end­
user needs. Program Management should develop and implement a System­
wide O)D.figuration Management and Document Control program 

5.5 Re-evaluate eDgineering stafllng requirements In support of end-user. 

6.0 Risk hfanaeement 
6.1 Pro,ide MUM l\lth authority and resources to directly manage wOrkers' 

compensation program. 

6.2 Fir respOnsibility within ~IUNI (or colleding and aiJal),ztng aU statistical 
data fot all acttdents and incidents to accomplish system safety goals. 

6.3 EstabUsh procedures to ensure that apprOpriate corretth'e actions are 
taken to pre"ent recurrenees. 

7.0 Human Resources 
7.1 Assess departmenW resources aDd capabilities to effectuate full stafflng 

within MUNI. Human Resources needs sufficient staff' to assist and 
support Other departments In achieving full staff"lDg In other 
departments. 

7.2 Re-asse5slmpacts of chiJ senite system on MUNI staffing. 
The Civil Servite System needs to be revieWed in light otits efftttiveness and 
timeliness in staffing MUNI vacancies. 

7.3 Evaluat~ and staft labor relations funtdOD withln Human ResOurces to' 
effectively aeeompUsh coatraet negodatloas, contract compUaate, and 
pio--adive employee rel.doDs fnduslye of training, etc. 
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8.1 De\'elop and expand system safety al'iarentss among employtts, beyond 
the current disciplinary measures, that "ill encompass more proacth'e 
program del'etopment and (ocus. 
In addition to. tho disciplinaiy measures estabUshed to bold employees 
accountable tor preventable accidents, there is a need tor pro-atth'e programs 
r«<>gnizing and fe'.\,aro.mg empl6YeeS for Sate driving records, as well as 
recognition of departments, managers, and employees for achieving 
significant reductiOns in industrial accident incidents and assO¢iated lost time, 
etc. There are numerous rail transit systems in the U.S. and Canada that have 
such ptograms in place. 

8.2 Renew cOmmltment to lmpron labor/management relations. 
The Panel felt from their diScussions with MUNI managers and UniOn 
officers that there are opportunities available for finding c-OJ!'I-Il'lon grOurtd on a 
wide ,;arietY o.ti~es, but manageMent must take the initiath'e. 

8.3 Strengthen supenisory skills for managers. 
The Panel found in their infonnal discussions with first-line supervisors, 
inconsistencies in the handling of what might be considered routine situations . 
This may be due to. some supenis6rs being more creative than others, but it 
did "flag" this to be an area that warrants attention. 

Security 
9.1 Pay attention to boosekeepmg (I.e., pubUc perception) Items soch as: 

graffid control; cracked ftiridows~ destination signs: interior UghtS~ seat 
conditions. . 
All these issues, while not appearing to be safety or security related, are very 
much s6. Cracked windows, graffiti. interior lights. damaged seatS, eiC. all 
can convey an impression to MUNrs custOmers and employees that 
management does not see these h6usekeeping issues as being impOrtant. It 
then further raises in their minds "What else is being deferred?" Most 
important. when transit vehicles are visibly 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 
environment is raised considerably. 

9.2 Assess and ensure that pollce resources 8re delivered and deployed . 
p~~~ -
It appears that this program is working well, and the Panel would only 
encourage that senior transp6rtati6n management reviews itS deployment 
strategy On a regular basis with MUNI's security manager. 
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9.3 Re-examlDe emergent)' rtSpon5e 1\"anabWty or documents al Central 
Control· bomb threal forms; tunnel '"tntiladon; ete. 

10.1) New ORanizatiOn/M(Klitleations 
10.1 ConsoUdate aU safety fUiI¢tiOD$ under System Safety AdinlDlstrator. 

The Panel found many individuals throughout tho ~fUNl organization havo 
responsibility fot vmoos aSpects ot safety. Where p6ssiblc and practical, it 

. would be prudent to conSoUdate many of those nmcti6IiS under MUNrs 
newly identified SyStem Safety Administrator's position. 

10.2 RH\'aJaate how Iliaitagementtan be strengthened 'ftithla the d\iI 
senice regulations/procedures • 

. tool Re-exainlne role" or dvilsemce as a.u assetrunpedbnent to enhante 
~ts management eapabilities. . 

10.4 Re-evaluate tialnmgsfruefuie ti co,"eied in new organtzatloD.. 
Ml1NI should uso ''best practices" approaches lUmby ~ther transit systems 
in providing both line and nOIl·line (corporate) training and incorporate same 
in a business plan approacb to acc.ompllsh system safety objeCtives. 

t().5 Re'lew organization with an eye towards enhandng system safety 
awareness, tomu111ntcadon5, and decision making among all managen 
and employees at all levels. 
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APPENDIX A - DOCUMENTATION 

Documentation "'U requested and pro\ided to the Panel in ad,'atl¢c of i~ aninI in San 
Francisco. That information ,,'8$ further supplemented at the briefings during the week. The 
following is a complete list of the information pro\ided to the panelist (or their use and 
assistance during the course of the review: 

Documentation Provided to APT A Safety Review PaneJ 

• Facts and Figutcs· San Francisco Municipal Rail'i1s"3y. 1~1 
• San Francisco Municipal Ratlway Rule Book (April. 1911) 
• MUNI .. A\'oidable Accident Policy. General Bulletin 96.103. November 14, 1996 
• Central Control Access and Safety Pto¢edures, MMX Service, lat1uary to. 1998 
• MaintenAnce Division Monthly Management Repor\ October 1991 
• MUNI System Safety Program Plan. November 1 $. 1997 . 
• MUNI Metro Light Rail Operations, Rules &. Regulations, Match 1984 
• MUNI Maintenance Dhision·s Sta.lulard Operating Procedures· Revisions issued July 1~1 
• California Public Utilities Commission General Order 1431\ Safety Rules GOverning Light 

Rail Transit; and General Ordet 164; Rules and Regulations Go\'eming States Safety 
Oversight otRail Fixed Guideway Systems. 

• FfA Opinion Regarding Contractors and FTA's Drug and Alcohol Testing Regulations • 
December 12, 1994 

• MUNI Memo to APTA's Conrad E. Santana regarding calibration of test equipmen~ 
February S. 1998 

• MUNI Overhead Lines Dept .• Confined Space Entry Procedures 
• San Francisco Publio Transportation Department Subslan(e Abuse Program • Policy and 

PrOcedures. 
• ~ruNI .. Employee training • Substance Abuse Training. Complying With the FfA Drug 

Regulation For Safety Sejlsiti\'e Employees . 
• Management Audit of the San Francisco. Munidpal RaiJ\\"3y • Prepared (or the Public 

Transportation COminissloo of the City and COWlty ot San Francisco by the Budget Analyst 
of the City and County of San FranciScO -July 1996 

• PropOsition J Audlt Action Plan 
• Public Tra.nsp6rtation Commission and County of San Francisco Municipal Railway. 

Annual RepOrt 199611991 
• MUNI S",;tch Maintenance Documentation 
• Public Utilities Cotrunission City and County of San Francisco Utilities Engineering Bureau 

• Sarety Training Program for the c6nsbuction Engineering Division. 
• Excerpt nom San Francisco Chronicle • Thursday. August 2S. 1983 • "MUNI Acddents • 

n's Always Been That Way" 
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• MUm Training Lesson PJan (h'miew for. 
I. Report Writing SkilJs 
2. Line Management Skills 
3. PCC Training 
4. Overhead Lines Introduction, POWet Control, Motor Coach Troubleshooting 
S. Trolley COach Troubleshooting @ Poten) Dhision, ADA Discussion Explanation 
6. Cable Cat Familiarization 
7. Final Re,;ew of Training 

• Public Utilities Commission City and Cou.'1ty of San Francisco Utilities Engineering Bureau 
• Construction Site Safety Reporting PrOCedure 

• MUNI LRVILRV2 Operators Report (sample) 
• MUNI LRVILRVi Operators Report (sampJe • completed) 
• MWa· VMS • LRVILRV2 Running Repair Work Ticket 
• MUNI Department of Safety and Training Green Light Rail Dhision LRV2 Pte-Op...-rational 

Cbe(klist 
• MUNI major Property DamagtIPersonaJ Injury Accident RepOrt Form 
• MUNI Metro Derailment RepOrt F6tn'l 
• MUNI Central COntrol- Subl\llyJSurfaee Trac1cwaylEleclricaJ Clearance Fonn 
• San Francisco Municipal Railway. PrOpOsed Reorganization 118198· Organization Chart. 
• Organization Chart· Public TranSpOrtation Department· Capital Projects Division 
• National TranspOrtation Safety Board· Safety Recommendation dated September 16, 1991 
• MUNI ~tral Control Call Tag 
• MUNI Central CQntrol Application for Clearance 
• MUNI Technicai Specifications· Di\;sion 1: General Requirements 01500: Construction 

Facilities and Temporary COntrols 
• MUNI Capital Projects; Active Projetts 
• MUNI Central Control Daily Log (sample) 
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APPENDIX B - SYSTEM SAFETY PLAN 

System Safety - PlaD GuIde For SF·MUl'II1 

• MUNl netds to dc\'elop. promulgate and implement a system safety policy that assigns 
respOnsibility, authority. and accountability tor nlanagers, supen.isors and employees. 

General Managers 
Deputy General Managers '. 
Dirt<;tors 

• Mapagers 
• Supenisors 

Employees 
• Contractor Personnel 

• Re\;se System Safety Program Plan (SSPP) t6 reflect the true mission of MUNI. 

• De\'elop. promulgate and implement a series or system safety policy instru¢t16ns signed by 
the General Manager to address each critical element otthe SSPP. The fo11o\\;ng areas are 
deemed to. be important fot Mm-'1: 

Safety awareness . 
Accident investigation and reporting 
Emergency respOtlSC and notification 
System safety deSign review 
Risk assessment (hazard analysis) - Engineering and Operational 

• Safety CYaJuations and inspections ' 
Fire protection, detection and suppression 
Statistical and trend analysis 
Safety 8Vt'3Ids 
Safety training 
Emironrnental protection 
Industrial safety 
System verification and certification 

• Special emphasis programs to enhance safety awareness based on coUecred safety statistics 
and trend analysis. 

• Evaluate the professional skillle\'els of personnel assigned 10 the safety office - existing and 
projected needs. 

• Ensure that system safety is integrated into all phases of~WNI's activities: 
Capital PrograJrt management 
Field engineering modifications 
Accident and incident investigation 

• Ensure that the safety office is an indeptndent organization with full authority 10 provide 
o\'ersight co.mpliance acthities. 
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December 11, 1997 

William W. Millar 
P~s~$m . 
American Public Transit Association 
1201 New YOrk Avenue. N.W. 
WashIngton.' D.C. 20005 

Dear Mr. Millar.' 

As a follOw up t() our discussion In Chicago. thts i$ a fonnal request to have the 
American Pubflo Trans" ASsOCIation (APT A) perfOl"l'n an on-site safety peer review of 
the san Franetsco Municipal Railway's (MUNI) operations and safety-oversJght 
infrasttuciura. 

Specific areas to be reviewed Include. but are not limited to the following: .. 
• Organlzatkmal structure, In terms of its authority. COV&~ge. and adequacy to 

address the scope of responsibilities. The pane) should focus on the MUNI 
reorganizatiOn effective January, 1998. 

• Adequacy of personnel In terms 01 quantities to meet specifiC tasks required 
In the scope of responsibilitIes. . 

• Adequacy of procedures whIch have been developed In response to 
management policies. Aspects to be addressed In this Inctude the COnduct of 
and ptoeedures for safety au~its and InvestIgations! enfOrcement of rules, 
regulations and procedures: foll6W-up actions relative to violations: 
documentation of findings and reporting. 

• Adequacy of general safety. operations. and maintenance tratning provided 
for all MUNI personnel. 

• Training and certification of vehicle operators, supervisorS, and maIntenance 
p$rsonnel. Op&ratIons and maintenance rules and procedures. oversight and 
enforcement. 

All on" site activity performed by the safety reView panel would b& subject to the 
oversight by the staff 6f the CalifornIa Public Utilities Commt$&lon (CPUC). CPUC staff 
Will WOrk as first-hand obsetvel'$. sJde.by-slde withthe APTA peer review panel 
members under conditions as directed by MUNI's Safety Re'Aew CcaMioOh)r"; . 
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Under thMe ec>nditfons. CPUO staff Win be given tree and total access to attend 
mteting$ and interviews. witness Inspections. revIew plans. $Chedules .. working papers. 
draft r8poru. . . . 
and otherwfse participate In such manner '8$ to g~ln full understanding and provide Input 
into every aspect of the f.PTA peer revIew. 

MUNI wDl provide ~ briefi"Ot6the~" panel and the CPUC on the first day 6f the, . 
tevi$w and on the fifth and last day. APTA panel will Piovl~& appropriate MUNI settlOr" 
staff with "the panersnr'Kttngs and recommendations In their .Xit conference. Thl~ would 
th6n be followed by a final written report to MUNI sixty (60) calendar days thereafter." . " 

I would like to" have thIs r8vlewcOnducteeJ In earfytomkl February 1998 end lantJClpat& 
that" H would requIre the panelist$ to be on site fpt fiv,edsyS. MUNl t$ C60tdlnator for thts 
AFT A SafetY Pear Review f$ Brian Curlfdngham. Systtun Safety AdmInistrator. and he 
win WOrk with Purt J. Lennon~ 01 yOur staff. to develop the Initial agefld"a fOr those five 
days. Munl will make ~ot&1 arrangements for the panelists once the dates of the review 
and the panelists, themselves, ar8" detenrtlned. • • 

Each panelist. must be an expenenced professIonal with a worki~g knowledge In one' or 
more of the following dlsctptir'l8S: . ' 

Operations " 
MaintenanC$ 
system Safety 
Tralnfng 

MUNI will. of Course, pay the expenses· aSSOciated with conducting ttlfs APTA peer 
r&View~ It Is understOOd that this will not Include the salaries 01 theperial members or 
the APTA staff tnembers.' " but will Include normal travel. meats. lOdging and incidental 
expenses direcUy retated to this I$vIew. . . 

ThIs will be a very Important project for MUNI and we am pleased to have APIA play 
such a key tole. Please let us know if you need more Information to begin thIs process • 

. _ro~&-
EmUfo R. Cruz 
DJrectorof Publlo TranSpOrtation 

ERC:BC:bc 
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SAN FRANCISCO MUNICIPAL RAILWAY 
APTA SAFElY REVIEW 

Prtnislonal Agenda 
Monday, February i, 1998 

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

9:0~9:30a.m.· EXe(uti,'e Briefing/General Ovtniew 
Emilio R.. Cruz, Director oiPublic TranSpOrtation 

9:30-9:4SLm. Discussion ofmSB Safety RetOmmendatiODs tor MUNI 
Robert Campbell, NTSB Investigator 

M!ENDIX DJ 

9:4S-l0:00a.m. Calitornla Public Utilities Commission (CPUC) DiscussIon ofState-Salety 
OversIght Respoilsibilldes . 

10:00-1 0:30a.m . 

1 0:3 ().. 1 0:45a.m.. 

10:45-11 :OSa.m. 

11 :0>1t :2Sa.m. 

11:25.1t :4Sa.m. 

Don 1ohnson, CPUC 
Gary Rosenthal, CPUC 

Oveniew ot l\-:lul\10perations 
David Stumpo, Chief Operating Officer 

Break 

O,"emew ot MUNI CapJtal ProJttts 
Peg Divine, Deputy Director Capital Projects 

Oveniew of MuNI Finance and Admtnlstration 
Nancy Whelan, Deputy Director Finance and Administration 

O\'eniew of MUNI Human Resources 
Tanya Meyers, Director of Human Resources 

11 :4Sa.m.-l :OOp.m. Lunch Break 

1 :O()'2:00p.m. Transportation Ovemew. . 
Louis 1ohnson. Deputy ChiefOperatirig Offieet 
Kenny ROdriguez, Metro operations Superintendent 
Thomas ~iggee. SuperinteIi~ent of~tions Training 
Joyce Garay, Assistant SUperUltendeftt, Rail Operations Training 
Mick Rakestraw, Division Superintendent, Metro Operations 
Robert Louie, Superintendent, Central Control 
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2:3~3:00p.m. 

3:00-4:00p.m. 

4:00-4:30p.m. . 

4 :30-5:00p.m, 

5:00.-

Vehicle ~falnten&Dce O,'en;ew 
Ion Miller, General Superintendent, Electrieal Vehicle Maintenanco 

_ Robert Olson, Superintendent LRV Running Repair 
Georgo Manessis. Superintendent LRV Heavy Overhaul _ 

Track rtf.lntenaute Oveniew 
Win HobilzenUc. General Superintendent Facilities Maintenance 
Robert Rameriz, Superintendent Track Maintenance 
Susan Kric:hner, Supervisor 'track and S'I\;tch Repair 

Ov-erhead Lines MahatenaDee Ovemew _ 
Ray Favetti.Generit Superintendent Facilites Maintenance 
Vic Umeysc, Superintendent Overhead Lines Maintenance 
Rich Hahn, Assistant Superintendent (h'erhead Lines Maintenance 

S);stem S~ety O,'eMew 
Brian Cunningham, System S3!ety Administrator 
Michael Lonerg~ System Safety Inspector 

Caucus: Re\-lew- ofpresentatioDs a~d plans (or-the tOU<ndng day(s) 

31 


