@ DEPARTMENT OF TRANSPORTATION

7 pennsylvania

November 15, 2022

Mr.
Director of Operational Safety/Acting Chief Safety Officer
Southeastern Pennsylvania Transportation Authority

Philadelphia, PA 19107

Re: 2022 RTSRP Triennial Audit of SEPTA’s M4 and B-1V Vehicle Maintenance and
Maintenance Training Programs

-

On September 19-21, 2022, the Pennsylvania Department of Transportation (PennDOT)
Rail Transit Safety Review Program (RTSRP) conducted an audit of Southeastern Pennsylvania
Transportation Authority’s (SEPTA’s) M4 and B-1IV vehicle maintenance and maintenance training
programs. The triennial audit focused on compliance with SEPTA’s vehicle maintenance
procedures for the Market-Frankford and Broad Street Lines as well as their Public Transportation
Agency Safety Plan (PTASP), including the requirements, procedures, and rules referenced
therein. This letter summarizes the methodology and results of the audit.

Review Criteria and Documents Reviewed

On-site audit activities were held at the 69 Street Carhouse and Fern Rock Maintenance
Facility, where RTSRP representatives ||| | |} JREE 2 I <xamined documents and
conducted interviews with representatives from SEPTA M4 Vehicle Maintenance, SEPTA B-1V
Vehicle Maintenance, Technical Training, and System Safety. In addition, the audit team
observed preventative maintenance (PM) inspections in each of the shops.

The RTSRP evaluated the following documents prior to, during, or after the audit:

e SEPTA documentation reviewed:
o SEPTA Public Transportation Agency Safety Plan, October 2020
o SEPTA B-IV Fleet Maintenance and Inspection Manual ECN 4256 Rev 3 January
2017
o SEPTA M4 Fleet Maintenance and Inspection Manual, ECN 4286 Rev 9, August
2022
o SEPTA Running Maintenance Manual, Volume I, Scheduled Inspection and
Maintenance, Market-Frankford Subway/Elevated M4 Car, March 2022
SEPTA Transit On-Rail Track Safety Manual, Edition 5, March 8, 2020
SEPTA Subway/Elevated Special Instructions, November 3, 2019
Sample Fern Rock Shop Location Safety Committee Meeting Minutes, 2022
Sample Market-Frankford Line Transportation Location Safety Committee Meeting
Minutes, 2021-2022
o Vehicle Engineering Maintenance Monthly Performance Report for Fern Rock, May
and June 2022
o SEPTA M4 Out of Service Vehicles, September 20, 2022
o Sample of preventive maintenance documentation for Safety, A, B, C, and state
inspections

Bureau of Rail Freiiht| Ports. and Waterwais

O O O O




!age !

November 15, 2022

o Berridge Torque Wrench Check, 2019-2022
Sample Safety Hazard Report Form
o Training and Development Safety Awareness Manual For Yards and Shops, July
25, 2022
o Safety Awareness for Yard Shops Records, September 2022
o Sample of training records for five personnel
e RTSRP documentation reviewed:
o RTSRP Procedures and Standards, July 2022
o 2020 RTSRP Triennial Audit of the SEPTA Vehicles Maintenance and Inspection
Program - M4 Rail Vehicles, March 2020
o RTSRP Triennial Audit of SEPTA B-IV Vehicles Inspection and Maintenance,
October 2017
o RTSRP Triennial Audit of SEPTA Maintenance Training Program, January 2017
o RTSRP Triennial Audit of SEPTA Vehicles Inspection and Maintenance - MFSE M4
Rail Vehicles, October 2016

@)

The audit team conducted interviews with the following SEPTA personnel:

, Director, B-IV Vehicle Maintenance
, Director, N5 Vehicle Maintenance (filling in for the Director of M4 Vehicle

[ )
Maintenance)
, Assistant Director, Vehicle Overhaul (VOH), M4 Vehicle Maintenance
, Chief Technical Instructor, Technical Training

, Safety Officer, System Safety

Frontline personnel, B-IV and M4 Maintenance

Audit Results

Organizational Overview

SEPTA’s B-1V vehicle maintenance program is overseen by the Director of B-IV Vehicle
Maintenance, who is supported by two assistant directors (one who is responsible for the shop,
and the other who is responsible for the carhouse). The program is responsible for maintaining
a fleet of 125 vehicles. At full capacity, the department employs 90 carhouse personnel and 90
shop personnel; management indicated that they were short approximately five carhouse
frontline personnel and three facilities frontline personnel at the time of the audit.

B-IV Vehicle Maintenance is located at the Fern Rock Maintenance Facility. Engineering
is also located in this facility and provides support to the department as needed, including for
investigations and hazard mitigation. Procurement supports the maintenance department by
performing quality assurance/quality control and verifying stock receipts for contaminated
material. System Safety also support B-IV Vehicle Maintenance with large projects,
engineering change notices, incident investigations, and safety days.

SEPTA’s M4 vehicle maintenance program is overseen by the Director of M4 Vehicle
Maintenance. At the time of the audit, the director was out of the office and the Director of N5
Vehicle Maintenance was covering the role. The director is supported by two assistant directors
(one who is responsible for the shop, and one who is responsible for VOH). The program is
responsible for maintaining a fleet of 220 vehicles. At the time of the audit, only 84 vehicles
were in service (See Observation 1). The gap in available vehicles was largely due to heavy
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repair, VOH, bolster repairs, communication faults, or vehicles awaiting spare part equipment.
Current conditions of the M4 fleet justify the purchase of a new fleet. At full capacity, the
department employs 203 personnel. At the time of the audit, only 173 personnel were
employed (See Observation 2). Department management indicated that hours were being
made up through overtime while they actively search for new employees. The primary
responsibilities of department personnel include cleaning, running repair, heavy repair, and
VOH. The department operates on three shifts; the carhouse operates 24 hours per day, seven
days per week, while VOH is performed five days per week over three shifts. M4 maintenance
is located at the 69" Street Carhouse and is supported by Engineering, Procurement, and
System Safety similarly to B-IV maintenance.

SEPTA’s maintenance training program is overseen by the Chief Technical Instructor,
who is supported by five instructors and one open position on hold.

Employee Safety Reporting

Locational safety committee (LSC) meetings run by shop management and System Safety
are held at the 69t Street Carhouse and at the Fern Rock Maintenance Facility. These meetings
are intended to be a method of addressing safety concerns reported by management and
frontline employees.

Both B-IV and M4 vehicle maintenance personnel speak directly with their supervisors
regarding safety concerns and potential hazards. Supervisors elevate issues to management,
and managers notify assistant directors (ADs) and directors. SEPTA also maintains an
anonymous reporting system including an email address for System Safety, the capability of
entering hazards through the intranet, and a safety hotline. Additionally, hazard reporting
forms are available on the shop floors.

Safety Assurance

To manage and track preventive maintenance efforts, SEPTA uses a Vehicle
Maintenance Management Information System (VMIS), which generates a work order for
planned and corrective maintenance to be performed. Inspection intervals from SEPTA’s B-1V
Preventative Maintenance Inspection Manual and SEPTA’s M4 Preventative Maintenance
Inspection Manual are as follows:

Inspection Frequency

Safety Inspection 15 Days

A Inspection 60 Days

B Inspection 120 Days

State Inspection 180 Days (State Required)
C Inspection 360 Days

Vehicle Overhaul 5 Years

Inspectors receive assignments at the start of their shift, execute the corresponding
tests and maintenance, and then return the completed hard copy documentation. Supervisors
are responsible for work quality and review completed checklists; department management
enters the data into VMIS. The Directors of B-IV and M4 Maintenance perform informal platform
line checks on areas such as doors and communications. During records reviews at the Fern
Rock Maintenance Facility and the 69th Street Carhouse, the audit team found several gaps in
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inspections; after the audit, SEPTA management and System Safety were able to provide
documentation for the missing inspections. The Director of B-IV Maintenance collects
maintenance data, including car availability and failures by system, and creates a monthly
performance report, which is shared with the Assistant Chief Mechanical Officer.

Safety Risk Management

If a hazard is identified with a B-IV or M4 vehicle that is unable to be resolved internally
in the department, the relevant director will partner with Engineering and/or System Safety for
hazard mitigation. If the issue is deemed significant by either a director or by Engineering, a
fleet inspection will be completed in order to determine whether it is a systemic issue. M4
vehicle maintenance personnel communicated that the M4 bolster initiative arose from a
hazard identification.

Safety Promotion

The Directors of B-IV and M4 Vehicle Maintenance attend regular staff meetings with the
Assistant Chief Mechanical Officer monthly to discuss engineering and technical updates as well
as human resources and other administrative functions. The directors share relevant information
from these meetings with department ADs and managers through meeting minutes and weekly
management meetings. The director of M4 maintenance also meets with their supervisors daily.
Supervisors meet with their employees daily to perform fitness for duty checks and provide daily
assignments. Both B-IV and M4 vehicle maintenance personnel are given information on job-
specific hazards through toolbox talks.

A new maintenance employee is assigned to training with the Technical Training
department based on their job certification; classroom training takes approximately two to five
weeks. Course progress is maintained in the Learning Management System (LMS). Prior to
beginning classroom training, employees work with supervisors to learn the shop floor and
expectations of the job. In addition to classroom time, employees are given 60 calendar days of
on-the-job training (OJT). Weekly task sheets are provided to OJT trainers indicating which areas
to focus on for individual employees. For state inspections, managers and supervisors receive
refresher training annually. The auditors confirmed that a list of certified state inspection
supervisors was posted at the facilities. Training is updated when procedures or maintenance
components change, or when new systems are introduced.

Technical Training also consults with department management in order to ensure training
is progressing as expected. An employee who switches positions may need to take additional
classes to obtain proper qualification. Management can utilize LMS to determine which classes
are required for each employee. Technical Training personnel regularly walk the floor to
determine if additional training is needed. Refresher training is provided upon request of an
employee’s manager, which may be due to lack of skills or disciplinary issues. Refresher courses
can also be requested by an employee. Weekly and monthly training highlights are shared by
the Chief Technical Instructor.

When a new employee is hired into the B-IV maintenance department, Technical Training
shares their record with the director of the relevant department. The director ensures that
supervisors also have access to employee training records and can readily view their
qualifications. Resumes are also accessible as needed.
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Field Review

The RTSRP audit team observed a 15-day safety inspection at the Fern Rock Maintenance
Facility with a carhouse employee. The audit team did not identify any safety critical issues
during the inspection. The employee noted a broken third rail shoe and a global positioning
system antenna separated from its roof mount. These issues were noted and corrected after the
inspection. The RTSRP audit team also observed a 15-day safety inspection on the M4 fleet at
the 69th Street Carhouse. No safety critical issues were found.

Findings

Based on interviews, records reviews, field observations, and SEPTA’s PTASP and
maintenance plans, the RTSRP observed the following items outlined below. The RTSRP requests
that SEPTA evaluate the following two Observations:

Observations

Observation 1 - Approximately 2/3 of the M-4 fleet is currently out of service. At
the time of the audit, only 86 cars of the 220-car fleet were in service (84 revenue vehicles
and two vehicles used for trash removal and cash collected in the stations). SEPTA personnel
stated that at peak service, 96 trains are required. Management presented the RTSRP with an
out-of-service report which included time out-of-service and indicated that 24 cars were off-
property due to collision or structural issues, 26 were awaiting parts, and 84 were undergoing
short- or long-term repairs. Reasons for the out-of-service vehicles included heavy repair,
VOH, bolster repairs, communications, or vehicles awaiting equipment. At the time of the
audit, 19 vehicles were expected to be back in service between September 20, 2022 (the date
the report was run) and November 10, 2022. Supply Chain Management personnel track spare
parts and Engineering tracks vehicles out-of-service due to technical issues in order to ensure
that SEPTA continues to move toward their required peak revenue service vehicle number.

Observation 2 - The M-4 maintenance department is significantly short-staffed. At
the time of the audit, maintenance management indicated that their staffing budget included
203 personnel, while their actual headcount was only 173. (Note that the out-of-service
vehicles are not due to the staffing, but rather to the issues noted in Observation 1.) SEPTA is
actively seeking staff to fill the open positions.

Next Steps

The RTSRP would like to thank the individuals who participated in the review through
interviews, as well as the individuals who provided access to documentation and records.
Because observations do not require corrective actions, no response to this report is required.
Please let me know if we can provide any additional information or support as you review the
results of this audit. Thank you for your continued support of rail safety and security at SEPTA.

Sincerely,

—, WSO-CSE, TSSP (Rail), PTSCTP
State Safety Oversight Division Chief

Pennsylvania Department of Transportation





