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January 7, 2025

Chier Safre icer

iladelphia,

Re: 2024 PennDOT SSOA Triennial Audit of SEPTA Elevator and Escalator
Inspection and Maintenance Program

o I

On November 4 to 5, 2024, the Pennsylvania Department of Transportation (PennDOT) State Safety
Oversight Agency (SSOA) conducted a triennial audit of the Southeastern Pennsylvania Transportation
Authority’s (SEPTA’s) Elevator and Escalator Inspection and Maintenance program. The audit focused on
compliance with SEPTA's Public Transportation Agency Safety Plan (PTASP), internal policies and
procedures, the SSOA Program Standard, and federal requirements, as well as implementation of SEPTA’s
safety management system (SMS). This report summarizes the methodology and results of the audit.

PennDOT SSOA Audit Criteria and Scope

On-site audit activities were held at SEPTA's Bustleton Avenue training facility, as well as SEPTA
headquarters located at 1234 Market Street, Philadelphia. SSOA representatives John Weisgerber and
Ian Thomas examined records and conducted interviews with SEPTA’s Electrical/Mechanical Maintenance
and Construction (EM&C) department. The SSOA representatives also went out with SEPTA on site along
the Market-Frankford Line (MFL) at various stations to observe daily elevator and monthly elevator
inspections with SEPTA's elevator and escalator technicians.

The scope of the audit covered elevators and escalators along Subway-Elevated Lines and Subway-
Surface modes. The SSOA met with System Safety and maintenance supervisors to discuss the
maintenance program, contracts, staffing levels, scheduling, and execution of inspections and repairs.
The on-site review included an examination of sample elevator and escalator maintenance-related
documentation from 2021 to present. Additionally, the SSOA team spent one day in the field visiting
stations along the MFL to assess the elevators and escalators safety and functionality of the equipment.
The SSOA was accompanied by the assistant director and an elevator technician that provided access to
elevator machine rooms and escalator control rooms. While on site, the SSOA also verified that
maintenance equipment calibration is current and properly tracked.

The SSOA evaluated the following documents prior to, during, or after the on-site portion of the audit:
e SEPTA Documentation:
o SEPTA Public Transportation Agency Safety Plan (March 2024)
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Maintenance Plan and Preventative Procedures (June 2011)

Elevator and Escalator Reliability and Up-Time Logs (August 2023)
Elevator/escalator Statistics for last 12 months (January thru October 2024)
Escalator & Elevator Monthly Preventive Maintenance Records (January 2021 thru April
2024)

Sample Monthly Preventative Maintenance Checklists (2021-2024)

Sample Transportation Managers Station Inspection Sheet (September 2024)
Elevator Entrapment Log (2024)

Monthly and Annual Elevator Inspections (2023-2024)

SEPTA Bridges Buildings Personnel Certifications Expiration Dates (October 2024)
Schedule of all SEPTA Elevator-Escalator Assets (Oct 2024)

Vertical Transportation Technician Training Plan (n.d.)

Elevator/Escalator Inspection Schedule (2022-2024)

O O OO

O OO0 OO0 0 OO0

e PennDOT SSOA Documentation:
o PennDOT SSOA Program Standard, July 2024
o 2021 RTSRP Triennial Audit of SEPTA Elevator and Escalator Inspection and Maintenance
Program

The SSOA audit team conducted interviews with the following SEPTA personnel:

— Director of Maintenance and Construction, Bridges & Buildings
ectrical/Mechanical

. m — Asst Director of Maintenance and Construction, Bridges & Buildings
ectrical/Mechanical

. “ — SEPTA Construction Safety Officer

. — SEPTA System Safety Officer
WO EScalator [echnicians

Audit Planning Activities

The SSOA notified SEPTA on August 16, 2024, that it would be performing a triennial audit of SEPTA's
Elevator and Escalator Inspection and Maintenance Program for two days over November 4 to 5, 2024,
detailing the audit to be conducted in accordance with the triennial audit schedule. The SSOA notice to
SEPTA identified a list of requested documents for review in advance of the audit to be submitted by
close of business Friday, October 4, 2024, to facilitate interviews and enable the on-site activity to be
focused and efficient. As a part of the preparation for the audit, PennDOT SSOA also shared a draft
schedule and audit checklist being used for the audit with SEPTA ahead of on-site activities.

Audit Results

Responsibilities and Staffing

The SEPTA EM&C group is a sub-group of the overall Building and Bridges department. The group is
responsible for the inspections and maintenance of all SEPTA-owned elevators and escalators throughout
the system. EM&C is responsible for overseeing 110 elevators and 39 escalators across SEPTA's transit
assets. The EM&C group is run by a director with support from an assistant director, maintenance



!age !

January 7, 2025

managers, and mechanics. The group also performs contracted inspections and maintenance on Port
Authority Transit Corporation’s (PATCO) owned elevators and escalators. In terms of PATCO’s rail transit
assets, EM&C is responsible for 21 elevators and 14 escalators. Of these PATCO assets, SEPTA personnel
maintain five elevators and four escalators in Pennsylvania. SEPTA personnel travel to New Jersey to
service the remainder of PATCO’s rail transit assets. The SSOA does not oversee PATCO
operations nor SEPTA’s maintenance of these assets.

The EM&C group works on two shifts. First shift ranges from 6:00 AM to 2:30 PM, and the second shift
ranges from 2:00 PM to 10:00 PM. The department does not perform any overnight work, but personnel
are on call for emergencies. The SEPTA elevators and escalators are also regularly inspected by
Pennsylvania Labor and Industry (L&I) state inspectors. EM&C receives regular training in safety and
technical areas. SEPTA stated that the technical training group provides annual recertification training on
elevator and escalator maintenance.

Preventative Maintenance

During the 2024 summer months there was a shortage of preventative maintenance measures due to
unavailable technicians (see Data or Information for Hazard Identification [DIHI] 1). SEPTA technicians
are responsible for both preventative maintenance and repairs. SEPTA had already hired a third-party
contractor to perform the required repair work while SEPTA caught up with preventative maintenance
measures. Preventive maintenance and inspections are performed daily, monthly, and annually.
Mechanics utilize paper forms to complete the inspections and note any discrepancies found during the
inspection on the form.

The Daily and Monthly Elevator and Escalator Preventative Maintenance Checklists as noted use a
designation of a checkmark for an item that is checked okay and an "R" for an item that is rejected and
needs attention (see Observation 1). Field technicians also utilize an "N/A" code to designate items that
are not applicable to the specific review (i.e. manufacturer specific items). The maintenance checklists
should also note the "N/A" utilized by technicians in the field as an option. If possible, the mechanic may
fix the issue while on site. A work order is issued for any discrepancies found during the inspection that
cannot be fixed while on site performing the inspection.

The elevator and escalator maintenance program has not updated or reviewed their standard operating
procedures (SOPs) since 2013 (see DIHI 2). SEPTA should review and confirm applicable procedures and
standards are still relevant and applicable and should sign each SOP as reviewed or to modify as needed.
In addition, SEPTA had a draft of the Facilities Maintenance Plan from September 2024, but did not have
a final signed version of the plan (see DIHI 3). The SSOA recommends that SEPTA finalize the 2024
Facilities Maintenance Plan.

Field Inspection

The SSOA conducted a field review with the EM&C Assistant Director and a System Safety Officer. The
group observed the monthly escalator preventive maintenance performed by two mechanics on the MFL
at 2nd Street Station. The two mechanics successfully dismantled and cleaned a portion of an escalator
while wearing the correct PPE. The escalator was accurately sectioned off from patrons to ensure safety
while the mechanics performed the preventive maintenance in a timely manner. The preventative
maintenance was overseen by the EM&C Assistant Director, as well as a System Safety Officer.
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During the audit, the SSOA also met with an elevator mechanic on site with the EM&C Assistant Director
to review daily inspections at 13th and 2nd street Stations and along with the escalator monthly PM
routine at 2nd Street. The SSOA observed minor housekeeping issues where the elevator mechanical
room areas were not kept clear of damaged materials that were not intended to be thrown out and were
also not used for spare stock parts (Observation 2). SEPTA must keep all elevator mechanical room areas
clear and free of damaged materials that are intended to be thrown out.

Safety Policy

Safety Management Policy establishes the agency's commitment to continually improve safety, and it
defines the methods, processes, and organizational structure needed to meet safety goals. In this case,
SEPTA had a draft of the Facilities Maintenance Plan from September 2024, but did not have a final
signed version of the plan (see DIHI 3). The SSOA recommends that SEPTA finalize the 2024 Facilities
Maintenance Plan in order to better comply with the Safety Management Policy as outlined in the Safety
Management System (SMS).

Safety Risk Management

Safety Risk Management determines the need for, and adequacy of, new or revised risk controls based
on the assessment of acceptable risk. In this case, SEPTA's Vertical Transportation program can identify
any hazards and coordinate the hazard ID log through System Safety, and in addition to EM&C personnel
attending Local Safety Committees (LSCs).

Safety Assurance

Safety Assurance evaluates the continued effectiveness of implemented risk control strategies, and it
supports the identification of new hazards. In this case, SEPTA's Vertical Transportation program collects
data on elevator and escalator run times and preventative maintenance data. This supports risk control
strategies on assigning personnel to any escalators or elevators and to ensure there is adequate coverage
or maintenance activities.

Safety Promotion

Safety Promotion includes training, communication, and other actions to create a positive safety culture
within all levels of the workforce. EM&C receives regular training in safety and technical areas, and SEPTA
had stated that the technical training group provides annual recertification training on elevator and
escalator maintenance.

Previous Audit

The PennDOT SSOA conducted a triennial audit of SEPTA's elevator and escalation inspection and
maintenance program in 2021. The below Observations were identified during the 2021 audit. During
the SSOA’'s most recent 2024 audit, it reviewed the status of the 2021 Observations with SEPTA
personnel; 2024 updates are included below.



!age !

January 7, 2025

2021 Audit Observations with Updates from 2024 Audit

e Observation 1: Many of the maintenance procedures and schedules were issued 10 or
more years ago and were approved by employees no longer at SEPTA.

o SEPTA should consider reviewing and refreshing these documents at regularly
occurring intervals in case there are changes or updates required due to new
hardware, new locations, new training requirements, and/or new safety protocols.

o Infrastructure Maintenance & Operations Support Elevator/Escalator Inspection and
Preventative Maintenance Procedures Procedure No. 11.0 Rev. #3 was provided but was
not signed and has not been updated since 2001.

o 2024 Audit Update:
= SEPTA has a draft of the Facilities Maintenance Plan from September 2024, but
did not have a final signed plan. The Director and Assistant Director for SEPTA’s
EM&C department to review and finalize the Facilities Maintenance Plan.
» The Director and Assistant Director stated that additional plans will be reviewed,
updated for any changes or new requirements, and signed.

e Observation 2: Mechanics are constantly shifted throughout the system to ensure
they look at different equipment throughout the month as a part of scheduling
inspection and maintenance work. The RTSRP identified this as a best practice to avoid
complacency while performing inspections and maintenance on the same equipment.

o 2024 Audit Update:
= While elevator and escalator mechanics are trained in all areas of the elevator and
escalator equipment, recent management has found it best for logistical operations
in directing manpower to have a more consistent inspection and maintenance
schedule with technicians, while still ensuring all preventative maintenance
measures are followed.

e Observation 3: There are opportunities for the elevator and escalator forms to be
revised for use and consistency, including:

o Provide an option for mechanics to mark tasks as “Not Applicable” on the Escalator
Preventive Maintenance Checklist. The form is intended to be universal for all SEPTA
escalators and consequently has tasks that are only required for certain models/makes of
escalators. Mechanics mark the items as not completed on the checklist and note that the
task is not required for the respective escalator.

o The Escalator Preventive Maintenance Checklist should include spaces for multiple
mechanics to sign their names as two mechanics typically perform the inspections and
maintenance together.

o Work numbers should be included for all tasks deemed needed.

o A time stamp should be completed for all checklists.
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o 2024 Audit Update:

» The Daily and Monthly Elevator and Escalator Preventative Maintenance Checklists
use a designation of a checkmark for an item that is checked okay, and "R" for an
item that is rejected and needs attention. Field technicians also utilize an "N/A"
code to designate items that are not applicable to the specific review (i.e.
manufacturer specific items).

» The maintenance checklists should also note the "N/A" utilized by technicians in
the field as an option.

* The checklists utilize signature lines for inspectors and maintenance managers,
and with a time stamped “Received” noting the date on each form.

PennDOT SSOA Audit Findings of Non-Compliance, Data, or Information for Hazard
Identification (DIHI), and Observations

Findings of Non-Compliance

e There are no Findings of Non-Compliance in the report.

Data or Information for Hazard Identification

e DIHI 1: Staffing Allocation. During the 2024 summer months there was a shortage of
preventative maintenance measures due to unavailable technicians. SEPTA technicians are
responsible for both preventative maintenance and repairs. SEPTA had already hired a 3™ party
contractor to perform the required repair work while SEPTA caught up with preventative
maintenance measures. SEPTA to review staffing levels as appropriate and to continue to work
with an outside contractor as needed to ensure the vertical transportation equipment is serviced
and maintained according to SEPTA’s schedule.

e DIHI 2: Standard Operating Procedure (SOPs) Update. The elevator and escalator
maintenance program has not updated or reviewed their SOPs since 2013. SEPTA should review
and confirm applicable procedures and standards are still relevant and applicable and should sign
each SOP as reviewed or to modify as needed.

o DIHI 3: Facilities Maintenance Plan. SEPTA had a draft of the Facilities Maintenance Plan
from September 2024, but did not have a final signed plan. SEPTA to review and finalize the
Facilities Maintenance Plan.

Observations

e Observation 1: Maintenance Checklists. The Daily and Monthly Elevator and Escalator
Preventative Maintenance Checklists as noted use a designation of a checkmark for an item that
is checked okay, and "R" for an item that is rejected and needs attention. Field technicians also
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utilize an "N/A" code to designate items that are not applicable to the specific review (i.e.
manufacturer specific items). The maintenance checklists should also note the "N/A" utilized by
technicians in the field as an option.

e Observation 2: Elevator Mechanical Room Housekeeping. SEPTA to keep all elevator
mechanical room areas clear and free of damaged materials that are intended to be thrown out
and not used for spare parts.

Next Steps

The SSOA would like to thank the individuals who participated in the review through interviews and
providing access to documentation and records. In accordance with the SSOA Program Standard, the
SSOA expects that SEPTA forward the following within 30 calendar days of receipt of the final report:

o A safety risk assessment and any associated safety risk mitigations according to the process
outlined in SEPTA’s PTASP for the three DIHIs.
o If the data and information identified by the SSOA reaches the threshold for hazard
reporting to the SSOA, SEPTA will be required to submit a CAP within 30 days.

Please let me know if we can provide any additional information or support. We appreciate your
continued support of rail safety and security at SEPTA.

Sincerely,

!!a!e !a!e! !ver&g!t Regional Manager

Pennsylvania Department of Transportation





