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lef Safe fficer

Southeastern Pennsylvania Transportation Authority

Re: 2023 PennDOT SSOA Triennial Audit of SEPTA Metro Rail and Operations Control
Center Rules Compliance Programs

Dear

On December 5 to 7, 2023, the Pennsylvania Department of Transportation (PennDOT)
State Safety Oversight Agency (SSOA) conducted the on-site portion of its triennial audit of the
Southeastern Pennsylvania Transportation Authority’s (SEPTA’s) Metro Rail and Operations
Control Center (OCC) rules compliance programs. The audit concluded with final information
provided to the SSOA on January 16, 2024. Follow-up documents and questions were provided
requested by the SSOA on February 28, 2024, and fulfilled by SEPTA on March 15, 2024. The
triennial audit focused on compliance with SEPTA’s Public Transportation Agency Safety Plan
(PTASP), internal policies and procedures, and the SSOA’s Program Standard. This audit report
summarizes the methodology and results of the audit.

Review Criteria

On-site activities were conducted at SEPTA’s headquarters at 1234 Market Street and

69" Street Transportation Center, as well as Walnut-Locust and NRG Stations. PennDOT SSOA
representatives ” * andF conducted
interviews, examined documents and records, and periormed field observations with SEPTA
Metro Rail, System Safety, and OCC personnel during this audit.

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, September 2022

o 2023 Transit Rail Rules Compliance Program for Subway/Elevated, Suburban Rail
& Light Rail Transportation, January 1, 2023

o Control Center Division 2023 Rules Compliance Program for Subway-Elevated,
Suburban Rail & Light Rail Operations, January 1, 2023

o Subway/Elevated Control Center Daily Log & Transfer Form Guide

o Control Center Completed Rules Compliance Checks, January 2023 — November
2023

o Subway/Elevated Completed Rules Compliance Checks, January 2023 — March
2023 and September 2023 — November 2023

Bureau of Rail Freiiht Ports_and Waterwais
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o Metro Rail — Light Rail - Completed Rules Compliance Checks, CY2023

System Safety Statistics, October 2023

o System Safety Completed Rules Compliance Audits, January, February,
September, October, November, December 2023

o System Safety 2023 Annual and Three-Year Internal Audit Schedule

o Authority Rule Committee (ARC) Meeting Minutes

o

= April 2022
= May 2022
= June 2022
= July 2022

= September 2023

o Completed Norristown High Speed Line Pre-Trip Check Lists, November 9 — 11,
2023

Trolley Procedure Meeting Minutes, July 2023

Trespasser Rule Meeting Minutes, May 2023

New Employee Orientation & Onboarding Guide

Metro Rail Light Rail Safety Newsletter, December 2023

Sub/El Operators Score Card, December 5, 2023

SEPTA Suburban Light Rail Training Bulletins, January — December 2023

2023 Suburban & Light Rail Rules Compliance Process Audit Report, September
21,2023

O 0O O O O O O

e PennDOT SSOA documentation:

o Pennsylvania Department of Transportation State Safety Oversight Agency
Program Standard, July 2023
o 2021 RTSRP Audit of SEPTA’s Rules Compliance Program — Suburban Modes
and Operations Control Center
o 2022 RTSRP Rules Compliance Inspection at Southeastern Pennsylvania
Transportation Authority: Rule Book and Pre-Trip Inspections
o PennDOT Inspections of SEPTA’s Operations Control Center
= November 1, 2023
= November 20, 2023
= December 11, 2023
= December 28, 2023
» February 5, 2024

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

, Chief Safety Officer
, Director, Accident Prevention & Investigation / Operations, System Safety

[ ]
Division

, System Safety Officer

, System Safety Officer

, System Safety Officer, Accident Prevention & Investigation
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, System Safety Officer, Accident Prevention & Investigation

, System Safety Officer, Accident Prevention & Investigation

Assistant Chief Operating Officer — Metro Rail (Subway/Elevated &

Light Rail)

Manager of Rail Training — Rail Transportation

, Director of Transportation, Metro Rail, Street Supervision

, Senior Director, Control Center Operations

, Director of Transportation, Subway/Elevated & Light Rail Control

Centers

, Assistant Director of Transportation, Subway/Elevated & Light Rail
Control Centers

e Transportation Managers

Audit Results

Metro Rail Rules Compliance Program

Responsibilities and Staffing

SEPTA’s Metro Rail consists of the Market-Frankford Line, Broad Street Line, Subway-
Surface Trolleys, Route 15 Trolley Media-Sharon Hill Line, and Norristown High Speed Line.
SEPTA’s Metro Rail rules compliance program is administered by the Rail Training Manager. On
an annual cycle, the Rail Training Manager manages the review and updates the rules compliance
program to ensure that the program remains effective. The Rail Training Manager sends relevant
departments the updated, draft program with rule changes or other applicable updates and solicits
feedback from the departments. The newly updated rules compliance program goes into effect
on the first of each year. During the PennDOT SSOA'’s audit, the Rail Training Manager noted
that they were in the process of the annual update and the updated rules compliance program
would go into effect on January 1, 2024. Metro Rail works with Training on this annual update to
the rules compliance program; adjustments are made to the program based on the previous year’s
performance. During the audit, the SSOA found that the coordination of the annual rules
compliance program is a process that lacks documentation (see Data or Information for Hazard
Identification [DIHI] 1). SEPTA may consider establishing a formalized process for the rules
compliance program annual update with documentation of the coordination between Training and
Metro Rail, as well as the sources of data and information that contribute to the annual
adjustments in the program.

Senior Directors, Directors, Assistant Directors (ADs), and Transportation Managers
(TMs) all have varying responsibilities to implement the rules compliance program. Directors are
responsible for reviewing the data captured from rules compliance checks to ensure that testing
goals are being met. Directors also create and distribute the monthly calendar of rules compliance
checks to the ADs. Assistant Directors oversee the TMs to ensure that they are meeting their
monthly quotas and perform monthly trend analysis of the completed rules compliance checks.
Assistant Directors will go with the TMs on ride checks basis to ensure accuracy of the rule checks
being performed by the TMs. It was noted during audit interviews that Suburban Rail and Light
Rail Transportation ADs ride with TMs on a weekly frequency, while Subway/Elevated ADs
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typically perform quarterly rides with TMs (see DIHI 2). The SSOA did not review verification
documentation confirming the frequency of the AD ride alongs with TMs; this may be an area

where SEPTA Metro Rail could improve upon documentation (Observation 1). The SSOA was
informed during audit interviews that Assistant Directors also assist the Rail Training Manager in
adjusting monthly goals during the annual update to the program. Transportation Managers are
responsible for carrying out the day-to-day management of the rules compliance program by
performing the set quota of rules compliance checks required for each month; the Metro Rail rules
compliance program sets quotas both for mode and rule. If monthly rule check quotas are not
being met, Directors will work with the ADs to identify which rules and/or modes are falling short
and will address that with the individual TMs. At the time of the audit, Subway/Elevated had 20
TMs on staff; during audit follow-up, SEPTA confirmed that there were six vacancies, however,
as of March 18, 2024, there would be six TMs in training. At the time of the audit, Suburban Rail
and Light Rail Transportation had 25 TMs on staff; during audit follow-up, SEPTA confirmed that
there were four new TMs in training and one vacancy. For Subway/Elevated, there are six TMs
per shift; three on the Market-Frankford Line and three on the Broad Street Line. For Suburban
Rail and Light Rail Transportation, the number of TMs per shift can vary on the time of day; there
can be as many as eight on shift during peak hours down to two on shift between 2:00 AM to 4:00
AM.

Metro Rail regularly coordinates with the Training Department regarding the rules
compliance program as new operators complete their initial training and begin to operate their
applicable routes. This coordination can include communicating any rule violation trend that the
TMs are observing through their rule checks; instructors can then make adjustments to emphasize
certain rules and/or information during new operator training. At the time of the audit, the Rail
Training Manager noted that staffing levels of Instructors in the Training Department may not be
sufficient to adequately support the Metro Rail rules compliance program (see DIHI 3). During
audit interviews, it was noted that the current number of Instructors for Subway/Elevated (six) and
Suburban Rail and Light Rail Transportation (13), does not always allow for new operator follow-
up after initial training is completed. It was noted that there should be four new Subway/Elevated
Instructors in place by the end of January 2024. Newer operators were identified as the primary
group with higher incidents, compared to operators with more experience. If there were more
instructors available, they may be able to support the new operators more consistently by riding
with them and providing guiding/coaching while adjusting to the operating environment. It was
also noted that there should be four new Subway/Elevated Instructors in place by the end of
January 2024. Although this follow-up by Instructors with new operators is not a requirement in
the Metro Rail rules compliance program, the SSOA commends it as a best practice and supports
the increased staffing of the Training Department so that the practice can continue consistently.

Rules Compliance Program Implementation

The Metro Rail rules compliance program is documented in the 2023 Transit Rail Rules
Compliance program for Subway/Elevated, Suburban Rail & Light Rail Transportation User’s
Manual, January 1, 2023. As noted above, TMs ensure the day-to-to implementation of the
program with oversight from the Directors and ADs. The rules compliance document contains
mandatory testing goals that are required to be met each for. Testing goals are mandated for
each mode, which includes the Market-Frankford Line, Broad Street Line, Routes 101 & 102
(Media-Sharon Hill Lines), Norristown High Speed Line, Route 15 Trolley (currently operating as
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a bus line), and Route 10, 11, 13, 14, and 36 Trolleys. The mandatory test goal table from the
rules compliance program document is provided below.

In addition to the mandatory monthly checks, the rules compliance program applies a
Monthly Emphasis Program (MEP) that aims to highlight specific rules focused on operational
safety that the Directors and ADs identified as needing extra attention. This identification is
typically based on the analysis of the rule compliance program data, System Safety trends or
audit results, recent events, and/or PennDOT SSOA trends or audit results. A schedule is
produced on a monthly basis for the MEP by a Metro Rail Director and is distributed to the ADs
and TMs for completion. Metro Rail also discussed its use of saturation blitzes, which are rule-
based efforts that involve saturation teams who ride with operators (typically newer operators are
targeted) and guide, coach, and/or discuss rules where “Fail” rates or other trends have been
identified. System Safety is notified of the saturation blitzes by Metro Rail and designated System
Safety Officers participate in the blitzes. Suburban Rail and Light Rail Transportation personnel
noted during audit interviews that the saturation blitzes focused on newer operators have helped
violation numbers decrease for several rules. During audit follow-up, Suburban Rail and Light Rail
Transportation confirmed that since August 2023 (implementation of the safety blitz team), there
has been a decline of signal violations for Suburban and City trolleys.

E) Mandatory Test Goal Table

Routes
Monthly Mandatory Tests MFL BSL 101 & | NHSL Route 15 Routes 10,
102 otne 11,13, 34 & 36
Compliance with Signal/Signs 50 50 20 20 10 60
Roadway Worker Compliance *(RO) “(RO) *(RO) *(RO) *(RQ) *(RO)
Compliance with Switches
Facing/Trailing and/or Special Work ¥ N 2 o 1 it
Compliance with Railroad Crossings or
Grade Crossings (where applicable) NIA N/A 20 N/A NiA 25
Compliance with the Permanent
Maximum Authorized Speed L s G G " 4
Compliance with Proper Equipment &
Personal Appearance 15 L L 10 1 o
Bulletin Order and Required ; ;
Piibiatiang 15 15 10 10 10 25
Private Contractors Compliance
when/where 3rd Party Contractors are on *(RO) *(RO) *(RO) | *(RO) *(RO) *(RO)
the property
Compliance with Radio/Communication )
Priidise 25 25 N/A 15 N/A N/A
Compliance with Station Stops 25 25 15 15 N/A 30
Work Zones Compliance "(RO) *(RO) *(RO) | *"(RO) NIA *(RO)
Temporary Speed Restrictions " . * * - *
compliance (Use RDR-20) (RO) (RE) (RQ) {RO) {RO) (RO)
Compliance with Following Distance
Requirements, where applicable M NeA o s o s
Compliance with Pre-Trip Inspection
Procedures, where applicable NIA N/A 10 10 5 15
On-Board Observation rides 50 50 15 16 5 15

*(RO) — Random Observations when these individuals are on the property, and when work zones are in effect.
N/A — Not Applicable to specific Mode of operation.
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Figure 1: Section E) Mandatory Test Goal Table from SEPTA’s Operations Division 2023 Transit Rail Rules Compliance Program
for Subway/Elevated, Suburban Rail & Light Rail Transportation User's Manual, January 1, 2023.

All rules compliance checks are tracked via ProntoForms Tablet; TMs enter the rule check
data into ProntoForm Tablet mobile app in the field. Data entered during rules compliance checks
includes general information, such as the date, rule being checked, and weather conditions; the
operator that be rule check is being performed on; and the result of the rule check (“Pass,” “Fail,”
or “Discussion”). The rule check is marked as “Pass” if an operator complies with all aspects of
the checked rule; marked as “Fail” if the operator did not comply with the rule requirements; or
marked as “Discussion” if the TM coached, guided, or discussed the rule with the operator. Per
SEPTA’s 2023 Transit Rail Rules Compliance Program for Subway/Elevated, Suburban Rail &
Light Rail Transportation User's Manual, “the ‘Discussion’ option is used to document an
engagement, conversation, or dialogue with the individual, such as a safety blitz, Safety Day
encounter, conversation with the employee about a specific rule, instruction or procedure, or other
contact does not relate to a specific observation of the individual's performance. Any discipline
for the operator is handled by the applicable Director or AD. Operators that fail a rule check will
be subjected to saturation blitzes regarding the failed rule. All data entered into ProntoForm
Tablet is then maintained and accessed through SEPTA’s Sharepoint. The SSOA examined
mandatory test goals for all modes for January through March 2023 and September through
November 2023 and found that all testing quotas were being met and/or exceeded.

The SEPTA rules compliance programs generate an immense amount of data that can be
analyzed for trends by mode, rule, location, time of day, and so on. The data from the Metro Rail
rules compliance program is tracked, analyzed and used as leading indicators to inform where
the rules compliance program may need to focus its MEPs and/or saturation blitzes, especially
for newer operators. These efforts, which are informed by data trends, have the potential to
mitigate future hazardous conditions. In addition to Metro

Rail data, System Safety shares the data it collects during its rules compliance audits;
System Safety analyzes its rules compliance audits by month, location, and rule. Included in
System Safety’s monthly data report is the total number of compliant and non-compliant checks,
as well as the percentage of compliance for the individual rule and location of an audit. It is unclear
from the audit whether Metro Rail includes the SSOA'’s reviews of operator rule compliance as a
source of data when adjusting monthly mandatory testing goals and/or setting monthly emphasis
program goals (see Observation 2).

SEPTA’s System Safety performed a process audit of the Suburban and Light Rail
Transportation rules compliance program in August 2023. During this audit, it was identified that
there was a technical issue between ProntoForms and Sharepoint in the accurate tracking of
monthly mandatory quotas. The SSOA inquired about the status of this issue during its triennial
audit and was informed that System Safety would be monitoring the progress between Metro Rail
and information technology to resolve the tracking issue. SEPTA developed a CAP proposal to
address the identified finding and submitted it to PennDOT SSOA on December 19, 2023.
PennDOT SSOA reviewed the proposal and provided feedback to SEPTA regarding edits to the
CAP language. SEPTA will be resubmitting the updated CAP proposal for a second review by
PennDOT SSOA prior to approval and implementation.

As noted above, during audit interviews Metro Rail expressed that a challenge seen
across Subway/Elevated and Suburban and Light Rail Transportation rules compliance programs
is the inexperience of newer operators. Along with the MEP and saturation blitzes, audit interviews
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with Subway/Elevated personnel have been utilizing a “scorecard” approach to coaching the
newer operators (see Observation 3). The scorecard is an operations-based approach to scoring
or ranking the newer operators in several skill-based categories, such as braking smoothness.
The scorecard data is also tracked in ProntoForms; however, it is not currently linked to the formal
rules compliance program. Since there is significant overlap between the content of the scorecard
and the rules compliance program, Metro Rail may consider including the scorecard initiative in
the formal rules compliance program, if possible. It was also noted during audit interviews, that
Subway/Elevated personnel have shared the scorecard effort with Suburban and Light Rail
Transportation personnel; applicable updates were made by Suburban and Light Rail
Transportation to the scorecard, and it will be in use in the near future.

During document review, the SSOA found that In SEPTA’s PTASP, September 2022,
there are several references in Section 10 to the “Rail Transportation Division Efficiency Testing
Program for Subway/Elevated and Surface Rail Operations” referring to the Metro Rail rules
compliance program (see Observation 4). This is an old reference and needs to be updated to
align with the current rules compliance program title.

Operations Control Center Rules Compliance Program

Responsibilities and Staffing

The OCC rules compliance program is guided by the Control Center Division 2023 Rules
Compliance Program for Subway-Elevated, Suburban Rail & Light Rail Operations, January 2023,
and has divided responsibilities amongst the Senior Director, Director, and ADs, similar to Metro
Rail. The Senior Director developed the OCC rules compliance program and is responsible for
reviewing and analyzing the rules compliance data to make any necessary adjustments to the
rule checks based on identified trends. The Subway/Elevated & Light Rail Control Centers
Director then oversees the implementation of the rules compliance program, as well as the
monthly emphasis program. The ADs are then responsible for conducting the rules compliance
checks of the dispatchers (Subway/Elevated) and controllers (suburban and light rail). The Control
Center rules compliance program requires that all employees whose duties require them to
conduct rules compliance checks are qualified on the program, however, there is no description
of whose responsibility it is to provide the initial training/qualification on the program (see DIHI 4).
Additionally, the program does not include any information, including frequency, of refresher
training for employees who are conducting rules compliance checks (see DIHI 4).

Rules Compliance Program Implementation

The OCC rules compliance program has been in effect since early 2022. The PennDOT
SSOA’s 2021 triennial audit of SEPTA’s rules compliance program identified a Finding of Non-
Compliance regarding the lack of a fully implemented and documented OCC rules compliance
program, which resulted the creation of a corrective action plan (CAP). This CAP was open at the
time of the SSOA’s 2023 audit and will be reviewed for closure following the completion of the
SSOA's review of the Control Center rules compliance program. During audit interviews, System
Safety personnel noted that they were not aware of the implementation of the Control Center rules
compliance program (see Observation 5).
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The OCC rules checks are conducted by the ADs. The ADs are instructed to observe their
assigned dispatchers and/or controllers utilizing the most current rules and special instructions in
the operating manuals and applicable standard operating procedures (SOPs). Some of the most
common observations made by the ADs include monitoring live or recorded radio or telephone
transmissions of dispatchers and/or controllers, reviewing turnover logs, and examining event
recorder tapes and dispatching system records. In the Control Center Division 2023 Rules
Compliance Program for Subway-Elevated, Suburban Rail & Light Rail Operations program
document, Section 3: Procedures for Conducting Tests there is a discrepancy in the number of
minutes each observation should last (see Observation 6). The program document states, “Real
Times observations will monitor operations for a minimum of ten (15) minutes on each occasion.”
Additionally, in SEPTA’s PTASP, September 2022, the Control Center rules compliance program
is not referenced (see Observation 7). SEPTA may consider including the Control Center program
within the broader rules compliance section of the PTASP.

All rules compliance checks are tracked via Microsoft Excel. Assistant Directors enter the
rule check data into Excel. Data entered from the rules compliance checks includes general
information, such as the date, rule being checked, and employee being checked; and the result
of the rule check (“Pass,” “Fail,” or “N/A”). The rule check is marked as “Pass” if a dispatcher
and/or controller complies with all aspects of the checked rule; marked as “Fail” if the dispatcher
and/or controller did not comply with the rule requirements; or marked as “N/A” if the rule is not
applicable or not observed. If a dispatcher or controller receives “Fail” for a rule check, they are
notified immediately of the failure and provided instruction on the applicable rule.

Dispatchers and/or controllers are also able to provide feedback to OCC management if
they need additional resources or guidance on any rules. PennDOT SSOA reviewed the
completed rule checks for January to November 2023 and observed that rule checks are being
conducted for each dispatcher and/or controller on a weekly basis for approximately 20 rules,
depending on applicability. Although the rules checks are being conducted consistently, the
Control Center Division 2023 Rules Compliance Program for Subway-Elevated, Suburban Rail &
Light Rail Operations program document does not have defined mandatory monthly quotas or
goals (see Observation 8). In addition to the regular rule checks that are performed by ADs, there
is a MEP for the OCC rules compliance program. The focus of the MEP is set by the Director
each month; the focus is determined by trends of rule check failures that are identified from
previous months. The Director sends the MEP rule out to the ADs, as well as
managers/supervisors.

Control Center rules compliance check results (data) is analyzed to identify rules that
dispatchers and/or controllers are more frequently passing or failing; failing checks indicates the
need for additional guidance for one or more dispatchers or controllers. A trend of failed checks
may also indicate the need to update or change initial or refresher training protocols. During audit
interviews, it was noted that results from Control Center rules compliance checks are not typically
shared/incorporated into the rules compliance program implemented by Metro Rail or System
Safety’s rules compliance audit program, nor is System Safety data incorporated into the
determination of the Control Center rules compliance program (see DIHI 5). The Control Center
data was described as being kept “in house.”
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System Safety Rules Compliance Audits

Responsibilities and Staffing

System Safety’s Director of Accident Prevention & Investigation / Operations is currently
responsible for overseeing System Safety’s rules compliance audit program. At the time of the
audit, System Safety noted that there are plans to hire a Director of Operational Safety position,
which will then be responsible for overseeing this program; an exact timeline was not known.
Additionally, the Chief Safety Officer (CSO) interacts with the rules compliance audit program
through the sharing of monthly management reports (MMR) that contain the rules compliance
audit data across SEPTA departments and the executive team. There were 10 accident
investigator positions and seven operational safety positions filled at the time of the audit, however
it was noted that only about approximately four or five of the current Operational Safety Officers
are able to perform rules compliance audits.

Rules Compliance Audit Program Implementation

System Safety independently performs audits of the Metro Rail rules compliance program,
however, System Safety does not have a formalized program document that indicates the roles
and responsibilities of its audit program (see DIHI 6). SEPTA’'s PTASP, September 2022,
indicates the overall purpose of the rules compliance audit program and states monthly mandatory
quotas, but lacks detail in some areas, such as fraining, data tracking, and trending of the
collected data.

System Safety’s rules compliance audits are currently performed by operational Safety
Officers; System Safety needs to conduct at least two audits per month, as defined in the PTASP,
September 2022, Section 13.1.1. The results of the audit include the date, time, route, System
Safety officer performing the audit, the rule being checked, and “Observations in Compliance” or
“Observations Not in Compliance.” The audit results are currently tracked in Microsoft Excel.
PennDOT SSOA reviewed System Safety’s completed rules compliance audits for February
through October 2023 and found that the monthly quota is being met or exceeded. SEPTA’s
PTASP, September 2022, Section 13.1.1 however, also requires the completion of one joint rules
compliance check to be conducted per month by System Safety and modal transportation
manager and/or instructor. The SSOA could not confirm through documentation that monthly joint
rules compliance checks are conducted (See Finding of Non-Compliance 1). System Safety
confirmed verbally that joint rules compliance checks are occurring but could not produce
documentation for the SSOA to verify compliance with the quota defined in the PTASP.

Safety Officers receive informal, on-the-job training to learn how to conduct the audits. As
noted above, not all Safety Officers have the knowledge to perform the checks. As System Safety
does not have a formalized program document that indicates the roles and responsibilities of its
rules compliance audit program, there is also a lack of documentation regarding its training for
the audit program (see DIHI 7). During audit interviews, System Safety noted that it provides
informal on-the-job training to Safety Officers, however, this training is not defined or tracked. It
may be beneficial for System Safety to formalize this training, so that all Safety Officers receive
the same, standardized information prior to performing rules compliance audits.
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Field Observations

Metro Rail

On Tuesday, December 5, 2023, PennDOT SSOA performed field observations at Walnut-
Locust Station on the Broad Street Line. PennDOT SSOA observed a TM perform rules
compliance checks for the rules listed below. The TM performed checks of the identified rules on
four separate operators; all four operators passed each of the rule checks and were found
compliant with all requirements of the rules.

e 924-GL1: Safe Operation of Train/Vehicle

On Wednesday, December 6, 2023, PennDOT SSOA performed field observations at 69"
Street Transportation Center of the Media-Sharon Hill Line. PennDOT SSOA observed a TM
perform rules compliance checks for the rule listed below. The TM performed checks of the
identified rules on two Yard Masters that were moving Media-Sharon Hill Line vehicles to be
prepared for operation. Both Yard Masters passed the rule check and were found compliant with
all requirements of the rule.

¢ RDR-5: General Orders, Bulletin Orders, District and Division Notices

On Thursday, December 7, 2023, PennDOT SSOA performed field observations at NRG
Station on the Broad Street Line. PennDOT SSOA observed a TM perform a rules compliance
check of the rule listed below. The TM performed checks of the identified rule on four separate
operators; three operators passed the check and were found in compliance with all aspects of the
rule. One operator did not have General Order 23-02 in their possession and therefore failed the
rules compliance check (see Finding of Non-Compliance 2). This is a repeat Finding of Non-
Compliance that PennDOT SSOA identified in its two previous triennial audits (2021 and 2017)
on this subject area. The SSOA also identified a similar Finding of Non-Compliance during its
2022 rules compliance inspection.

¢ RDR-5: General Orders, Bulletin Orders, District and Division Notices
Control Center

On Thursday, December 7, 2023, PennDOT SSOA performed field observations in SEPTA’s
Subway/Elevated and Suburban Rail & Light Rail control center. PennDOT SSOA observed an
AD perform rules compliance checks of the rule listed below. The AD performed checks of the
identified rule on one controller/dispatcher, who passed the check and was found to be
compliant with all requirements of the rule.

e RDR-704: Radio Transmission and Reception Procedures

Safety Risk Management

The Metro Rail and OCC rules compliance programs assist in the identification of safety
concerns and/or potential hazards on the system. Metro Rail management noted during audit
interviews that TMs and ADs have open dialogue with upper management in reporting safety
concerns and/or potential hazards. Additionally, operators will also report concerns to ADs and
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TMs; operators have printed cards with the employee safety reporting (SEPTANow) information
on them, including the phone number and QR code. When trends regarding safety concerns
and/or hazards are identified, saturation blitzes and the MEP can be used to help mitigate them.

Safety Assurance

The SEPTA rules compliance programs generate an immense amount of data that can
analyzed for trends by mode, rule, location, time of day, and so on. The data from the Metro Rail
rules compliance program is tracked and analyzed and used as leading indicators to inform where
the rules compliance program may need to focus its MEPs and/or saturation blitzes, especially
for newer operators. These efforts that are informed by data trends then have the potential to
mitigate future hazardous conditions.

In addition to Metro Rail data, System Safety shares the data it collects during its rules
compliance audits; System Safety analyzes its rules compliance audits by month, location, and
rule. Included in System Safety’s monthly data report is the total number of compliant and non-
compliant checks, as well as the percentage of compliance for the individual rule and location of
an audit (see Observation 9). This data is presented as leading indicators of where potential
incidents or hazards may be present in the future so that mitigations can be implemented to
address them. This data is also analyzed and shared with Metro Rail to assist in informing its
rules compliance program to address potentially hazardous conditions. Metro Rail will include
System Safety’s data in its rules compliance program by emphasizing the non-compliant rule
checks identified by System Safety. System Safety also shares its collected audit data in its MMR,
which can be viewed across departments at SEPTA.

As noted earlier in the report, results from Control Center rules compliance checks of
dispatchers and/or controllers are not typically shared/incorporated into the rules compliance
program implemented by Metro Rail or System Safety’s rules compliance audit program. The
Control Center data was described as kept “in house.” The Control Center may consider routinely
sharing this data with Metro Rail and System Safety, as noted in DIH 5.

Safety Promotion

Metro Rail

All participants in the Metro Rail rules compliance program are required to be trained
before performing their applicable responsibilities. The initial training is conducted by the relevant
employee’s Director, Assistant Director, or the Training and Development department. Following
the initial training, refresher training is conducted at least once every three years during the
employee’s annual refresher training.

Training bulletins are issued monthly by the Training and Development department.
Operators are required to sign when they receive the bulletin to ensure receipt. Transportation
Managers will include training bulletin checks in their rule check rotation to ensure operators have
the bulletins and have reviewed the content. Metro Rail Safety Newsletters are a new initiative
that Metro Rail began implementing in November 2023. The newsletters contain relevant safety
information and reminders; they are provided to the TMs and information is distributed to
operators.
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As noted earlier in the report, Metro Rail implements saturation blitzes, which are rule-
based efforts that involve saturation teams who ride with operators (typically newer operators are
targeted) and guide, coach, and/or discuss rules where “Fail” rates or other trends have been
identified.

Operations Control Center

As noted in DIHI 4, the Control Center rules compliance program requires that all
employees whose duties require them to conduct rules compliance checks are qualified on the
program, however, there is no description of whose responsibility it is to provide the initial
training/qualification on the program). Additionally, the program does not include any information,
including frequency, of refresher training for employees who are conducting rules compliance
checks.During audit interviews, it was noted that refresher training has not yet been conducted
since the implementation of the program is recent (2022).

System Safety

As System Safety does not have a formalized program document that indicates the roles
and responsibilities of its rules compliance audit program, there is also a lack of documentation
regarding its training for the audit program (see DIHI 6). During audit interviews, System Safety
noted that it provides informal on-the-job training to Safety Officers, however, this training is not
defined anywhere or tracked. It may be beneficial for System Safety to formalize this training, so
that all Safety Officers receive the same, standardized information prior to performing rules
compliance audits.

Previous Audit

PennDOT SSOA conducted a triennial audit of SEPTA’s Suburban Modes and Operations
Control Center rules compliance programs in 2021, as well as a rule book and pre-trip inspection
in 2022.The Findings of Non-Compliance and Observations listed below were identified during
the 2021 audit and 2022 inspection. During the 2023 audit, PennDOT SSOA reviewed Findings
and Observations; a status update for each Finding and Observation is also provided below.

2021 Audit Findings of Non-Compliance with Updates from 2023 Audit

¢ Finding of Non-Compliance #1: Operator rulebooks were observed to be out of date
at time of the audit. SEPTA’s modal rulebooks serve as the basis for the overarching
rules compliance program and therefore must be reviewed to ensure they remain current
and relevant comto present operations. General orders are typically issued twice per year,
which requires employees’ personal copies to be updated to ensure they retain the most
current version. During the field portion of the audit, four out of five rulebooks evaluated
were non-compliant with SEPTA Operations Division Operating Manuals RDR-5 —
General Orders, Bulletin Orders, District and Division Notices. Specifically, rulebooks were
observed with missing general order 21-1 and 20- 2. One of the operator’s rulebooks was
observed to have Rail Division Rules dating back to 2017.
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o 2023 Update: In response to this Finding, SEPTA developed a CAP (ID# 3425)
that required SEPTA demonstrate a method or process that ensured employees
retain the most current version of the rulebooks. This CAP was reviewed and
approved for closure by PennDOT SSOA on March 1, 2023.

Finding of Non-Compliance #2: The RTSRP was unable to substantiate a fully
documented and implemented rules compliance or evaluation program for
controllers/train dispatchers. SEPTA’s safety assurance process details the
requirement for the monitoring and measurement of compliance and sufficiency within rail
operations. Controllers and train dispatchers are subject to rules and procedures having
a safety impact, and therefore, SEPTA must have a corresponding compliance program.
Additionally, The APTA Rail Transit Operating Practices Standard for Rule-Compliance
Program Requirements (APTA RT-OP-S-011- 10) calls for rules compliance programs to
cover operators, controllers, and supervisors. Several “Control Assessment’
spreadsheets were submitted for document review; however, they were not complete. The
RTSRP acknowledges that this was previously a finding in the 2017 Triennial Audit of
Operations Rules and Compliance Program.

o 2023 Update: In response to this Finding, SEPTA developed a CAP (ID# 3426)
that requires SEPTA to implement a comprehensive rules compliance program,
which shall be inclusive of the controllers/train dispatchers. This program will
ensure full compliance with SEPTA's existing safety assurance process which
requires on- going monitoring and measurement of compliance within rail
operations. This CAP was open at the time of the 2023 audit. Since the completion
of the on-site portion of the audit, the SSOA verified the closure of this CAP, and
the CAP was closed on March 22, 2024.

Finding of Non-Compliance #3: Emergency Management plans are not routinely
evaluated under the rules compliance program within rail control center operations.
In accordance with SEPTA’s PTASP, Emergency Preparedness and Emergency
Evacuation Procedures are several guidelines within the rules compliance program. The
audit revealed the control center procedure for Emergency Evacuation Shelter in Place
has not been updated since 2017.

o 2023 Update: In response to this Finding, SEPTA developed a CAP (ID# 3427)
that requires SEPTA ensure the routine inclusion of OCC emergency management
plans and procedures are captured under its rules compliance program. SEPTA
will provide verification that the emergency evacuation shelter in OCC is current.
This CAP was open at the time of the audit; PennDOT SSOA is reviewing this CAP
for closure.
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2021 Audit Observations with Updates from 2023 Audit

Observation 1: Rail Operations interviewees were not generally aware of SEPTA’s
Safety Management System initiative.

o 2023 Update: Metro Rail personnel were aware of SEPTA’s SMS implementation
and the role that the rules compliance program plays in safety assurance through
conducting the rules checks and analyzing data gathered from the checks.

Observation 2: The Training Department does not conduct compliance checks as
prescribed in the PTASP.

o 2023 Update: The reference of the Training department conducting rules
compliance checks has been removed from the PTASP, September 2022.

Observation 3: The System Safety Department does not have formal metrics for
monitoring safety trends through its ongoing rule compliance checks that are
performed monthly by the department.

o 2023 Update: System Safety analyzes its rules compliance audits by month,
location, and rule. Included in its monthly System Safety data are the total number
of compliant and non-compliant checks, as well as percentage of compliance for
the individual rule and audit location. This data serves as leading indicators of
where potential incidents or hazards may occur, so that mitigations can be
implemented to address them.

Observation 4: Following the malware attack at SEPTA in August 2020, pre-defined
reports and overall performance trending by the ProntoForm system were unable
to be run until November 2021.

o 2023 Update: System Safety’s 2023 process audit of the Suburban Rail rules
compliance program identified a Finding of Non-Compliance regarding a related
technical issue with ProntoForm and/or SEPTA’s Sharepoint. PennDOT SSOA is
in the process of approving a CAP for the Finding.

Observation 5: Several documents submitted for the audit records review lack
revision dates.

o 2023 Update: PennDOT SSOA noted that the Control Center Daily Log & Transfer
Form Guide provided by SEPTA does not have revision dates noted on it, however,
both the 2023 Transit Rail Rules Compliance Program for Subway/Elevated,
Suburban Rail & Light Rail Transportation and Control Center Division 2023 Rules
Compliance Program for Subway-Elevated, Suburban Rail & Light Rail Operations
had revision dates of January 1, 2023.
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Observation 6: A standalone process for OCC rules compliance is in place, however
it is not documented in the PTASP or in any other policy or procedure.

o 2023 Update: This Observation was addressed through the 2021 Finding of Non-
Compliance 2, which identified the lack of a formalized rules compliance program
for the Control Center. SEPTA developed a CAP (ID# 3426) that requires SEPTA
to implement a comprehensive rules compliance program, which shall be inclusive
of the controllers/train dispatchers. This program will ensure full compliance with
SEPTA's existing safety assurance process which requires on- going monitoring
and measurement of compliance within rail operations. This CAP was open at the
time of the 2023 audit; PennDOT SSOA is reviewing this CAP for closure.

Observation 7: One SEPTA employee (dispatcher) did not have their medical card
at time of the Fitness for Duty field review.

o 2023 Update: PennDOT SSOA will be performing a triennial audit of SEPTA’s
fithess for duty program in 2024, which will cover this Observation.

2022 Inspection Findings of Non-Compliance with Updates from 2023 Audit

Finding of Non-Compliance 1: 12 of the 40 Rule Books inspected were non-
compliant resulting in 70% compliance rate. SEPTA should incorporate Rule Book
Compliance Inspections as a standard category to its SEPTA Transit Rail Rules
Compliance Program / Monthly Emphasis Program, which is described and audited for
effectiveness per the System Safety’s Transportation Department Rules Compliance
Testing Process Audit Program (SEPTA’s Public Transportation Agency Safety Plan April
2020 Part D — Safety Assurance (SMS Component Ill) Section 10 — Safety Performance
Monitoring and Measurement).

o 2023 Update: In response to this Finding, SEPTA developed a CAP (#3800). At
the time of the audit, this CAP was still in progress. Since the completion of the on-
site portion of the audit, the SSOA verified the closure of this CAP, and the CAP
was closed on March 22, 2024.

Finding of Non-Compliance 2: City Trolley line Operators had the highest instances
of both individual participant non-compliance and specific itemized checks
deficiencies. SEPTA should develop a Rule Book compliance process, inspection, and
promotion emphasis for the City Trolley Line operators.

o 2023 Update: In response to this Finding, SEPTA developed a CAP (#3820). At
the time of the audit, this CAP was still in progress. Since the completion of the on-
site portion of the audit, the SSOA verified the closure of this CAP, and the CAP
was closed on March 22, 2024.
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Findings of Non-Compliance, Data or Information for Hazard ldentification (DIHI), and

Observations

Findings of Non-Compliance

The following Findings of Non-Compliance were identified during the audit. The SSOA

requests that SEPTA evaluate the Findings of Non-Compliance and develop corrective action
plans to address them.

Finding of Non-Compliance 1: The SSOA could not confirm through documentation
that monthly joint rules compliance checks are conducted. System Safety confirmed
verbally that joint rules compliance checks are occurring but could not produce
documentation for the SSOA to verify compliance with the quota defined in the PTASP.

Finding of Non-Compliance 2: One out of four operators did not have updated
General Orders 23-02 on their person during an ASR-5 rules compliance check that
was conducted at NRG Station on the Broad Street Line. This is a repeat concern from
the PennDOT SSOA’s 2021 triennial audit and 2022 inspection of SEPTA’s rules
compliance program, as well as a Finding of Non-Compliance from an inspection
conducted by the PennDOT SSOA in 2022.

Data or Information for Hazard Identification

The following DIHI were identified during the audit. The SSOA requests that SEPTA

evaluate them through its safety risk management process.

DIHI 1: The annual update to the Meto Rail rules compliance program is an informal
process. SEPTA may consider making this a more formal process that documents the
coordination between Metro Rail and Training, as well as the sources of data and
information used to make adjustments to the rules compliance program.

DIHI 2: There is a difference in the frequency of ride checks that Assistant Directors
perform on Transportation Managers across modes. The SSOA was informed that
Suburban Rail and Light Rail Transportation ADs perform these checks on a weekly
frequency, while Subway/Elevated ADs perform the checks on a quarterly frequency.

DIHI 3: At the time of the audit, the Rail Training Manager noted staffing levels in
the Training Department may not be sufficient to adequately support the Metro Rail
rules compliance program. During audit interviews, it was noted that the current number
of Instructors for Subway/Elevated (six) and Suburban Rail and Light Rail Transportation
(13), does not always allow for new operator follow-up after initial training is completed. If
there were more instructors available, they may be able to support the new operators by
riding with them and providing guiding/coaching while adjusting to the operating
environment. It was also noted that there should be four new Subway/Elevated Instructors
in place by the end of January 2024.
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DIHI 4: The Control Center rules compliance program does not include details of
who performs the initial training to ensure employees who conduct rules
compliance checks are qualified on the program. The Control Center rules
compliance program also does not include information regarding refresher training.

DIHI 5: Results from Control Center rules compliance checks are not
shared/incorporated into the rules compliance program implemented by Metro Rail
or System Safety’s rules compliance audit program, nor is System Safety data
incorporated into the determination of the Control Center rules compliance
program. The sharing of rules compliance check and/or audit results between Metro Rail
and/or System Safety and the Control Center may better inform SEPTA’s overall rules
compliance trend analysis process.

DIHI 6: System Safety independently performs audits of the Metro Rail rules
compliance program, however, System Safety does not have a formalized program
document that indicates the roles and responsibilities of its audit program. SEPTA’s
PTASP, September 2022, indicates the overall purpose of the rules compliance audit
program and states monthly mandatory quotas, but lacks detail in some areas, such as
training, data tracking, and trending of the collected data.

DIHI 7: System Safety does not have a formalized training program for its Safety
Officers who participate in its rules compliance audits. System Safety noted that they
provide informal on-the-job training to Safety Officers, however, this training is not defined
anywhere or tracked. It may be beneficial for System Safety to formalize this training, so
that all Safety Officers receive the same, standardized information prior to performing rules
compliance audits.

Observations

The following Observations were identified during the audit.

Observation 1: The tracking of rule checks performed by the Assistant Directors on
the Transportation Managers could be improved. The SSOA did not review verification
documentation confirming the frequency of the AD ride alongs with TMs.

Observation 2: It is unclear from the audit whether Metro Rail includes the SSOA’s
reviews of operator rule compliance as a source of data when adjusting monthly
mandatory testing goals and/or setting monthly emphasis program goals. SEPTA
may consider incorporating this information as a data source when updating the
mandatory quotas on an annual basis or setting the monthly emphasis program goals.

Observation 3: Audit interviews with Subway/Elevated personnel have been
utilizing a “scorecard” approach to coaching the newer operators. The scorecard is
an operations-based approach to scoring or ranking the newer operators in several skill-
based categories, such as braking smoothness. The scorecard data is also tracked in
ProntoForms; however, it is not currently linked to the formal rules compliance program.
Since there is significant overlap between the content of the scorecard and the rules
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compliance program, Metro Rail may consider including the scorecard initiative in the
formal rules compliance program. PennDOT SSOA commends Metro Rail for the use of
this proactive teaching tool.

e Observation 4: In SEPTA’s PTASP, September 2022, there are several references in
Section 10 to the “Rail Transportation Division Efficiency Testing Program for
Subway/Elevated and Surface Rail Operations” referring to the Metro Rail rules
compliance program. This is an old reference and needs to be updated to align with the
current rules compliance program title.

o Observation 5: During audit interviews, System Safety was unaware that the Control
Center Division Rules Compliance Program for Subway-Elevated, Suburban Rail &
Light Rail Operations had been formalized and implemented in 2022.

e Observation 6: In the Control Center Division 2023 Rules Compliance Program for
Subway-Elevated, Suburban Rail & Light Rail Operations program document,
Section 3: Procedures for Conducting Tests there is a discrepancy in the number
of minutes each observation should last. The program document states, “Real Times
observations will monitor operations for a minimum of ten (15) minutes on each occasion.

e Observation 7: SEPTA’s PTASP, September 2022, the Control Center rules
compliance program is not referenced. SEPTA may consider including the Control
Center program within the broader rules compliance section of the PTASP.

e Observation 8: Although Control Center rules checks are being conducted
consistently, the Control Center Division 2023 Rules Compliance Program for
Subway-Elevated, Suburban Rail & Light Rail Operations program document does
not have defined mandatory monthly quotas or goals.

e Observation 9: System Safety has improved the tracking of data and key
performance indicators from its rules compliance audits since the SSOA’s 2021
triennial audit. System Safety analyzes its rules compliance audits by month, location,
and rule. Included in System Safety’s monthly data report is the total number of compliant
and non-compliant checks, as well as the percentage of compliance for the individual rule
and location of an audit. This data is presented as leading indicators of where potential
incidents or hazards may be present in the future so that mitigations can be implemented
to address them. PennDOT SSOA comments System Safety for this improvement.

While there is no requirement, SEPTA is encouraged to review these observations to
develop follow-up action(s) to determine continuous improvement activities as necessary. The
RTAs may also develop CAPs as they see fit for observations, but this is not required.
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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:

e A description of the CAPs initiated in response to the two Findings of Non-Compliance.

e A safety risk assessment and any associated safety risk mitigations according to the
process outlined in SEPTA’s PTASP for the seven DIHI.

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,

m WSO-CSE, TSSP (Rail), PTSCTP
ate Safe versight Division Chief

Pennsylvania Department of Transportation





