Network Rail Safe System of Work Pack

Proof of concept on the Wessex route.

First stage brief: to visual translate existing text-heavy SSOWPs into a simpler, clearer information pack centred on a map and
hazard symbols, to increase staff understanding and therefore their safety on-track.

Second stage brief: to review and improve the processes surrounding the issue and use of SSWOPs, developing the information
materials in line with findings.

The pilot SSWOPs have been very well received by S&T, PWAY and Off-Track staff.

All staff liked the new style documentation describing it as clear, concise and a big improvement,

Next steps

The project team will develop further within the detailed mapping process; develop and refine the design and format, investigate IS
options for production and mapping, and research in-office production options.

Project Team
Stuart Browning, Route Safety Improvement Manager, South Western Railway, Network Rail

Kate Parsons, Visual Communication Consultant

Dr. Michelle Rogers, Corven

02 January 2013



Third iteration

Issued as 2-part pack. Team Pack: inner pages

S&T, Off Track and PWAY': Strongly supported map and consider it simpler and

symbols were praised as intuitive. A “trip or fall hazard® symbol was reguested.

clearer than current materials. Felt it would help deliver more effective briefings.

S&T, Off Track and PWAY: Strongly supported landmark identifiers
(signals, bridges etc.) to help locate correct location of the work. However,
each section found different identifiers useful (track circuit 1Ds versus
signal box mileages, road names, catch-pit numbers etc).

Project Team: Have created new symbol, will investigate need for further
symbeols at next stage.

Project Team: Researching network mapping technologies that allow for
selection of information overlays

S&T, Off Track and PWAY: The maps must be 100% accurate

Project Teamn: available mapping references are not accurate andf
or do not show all information (lkandmarks, signalling etc) necessary.

Off Track: Suggested map orientation on the page reflects view from
access point.

suggested all access points are marked, and mileages given.

Accurate mapping must be sourced or created for SSOW for new style
documentation to succeed.

Project Team: Researching network mapping technologies.

Available references did not include all access points as requestad,
mileages are given but will be made more prominent.




Third iteration

Issued as 2-part pack. Team Pack: outer pages

Staff: would welcome larger text size

information and physical pack size.

Project Teamn: will review text size in relation to extent of

‘Vur sarfety earrying sl tse insk
TAKE TIME to think about....

4 Fivace
3 Pt et et
6 EF e
| mAmmmmImm

Four sufety [ the work area
TAKE TIME to think about...

O IR
O mmmmmese—"
10 ot nm—

Talk co the SO IF yeu snevwss W3 Ln

»h

|.L Fareg il
ey cay

Key task and safety informationre gy

-Ill:ll'l--

A o E e | R 0 TEECh FYE W I Tha COSE0 dedsin are kighBghen o wurgs
AR TRERE ISP AN B 1384
|7 g, R0 T
R

THIE SPACE POl OOREENT
ERPETT Tl Pk 35
MESTAGE OF LLTEST
BELEYANT NEWE

e

b sy Freacnd e

reewt —

=

first reveal

Indusion of "Take Time"

questions prompting
staff to think about risks
and their responses to
them.

1 Staff: liked inclusion

of questions, felt to
be useful at briefings

front page




Third iteration

Issued as 2-part pack.
Permit (issued to COSS)

Off-track and PWAY':

“Mathing is lost by moving
away from extensive
documentation.”

Highlights job specific
information.

Clear and useful layout.

PWAY:

Requested addition of
postcode.

Project team: Included in
next iteration

Will consider as part of
detailled process mapping.

Off-track and PWAY:

Supported description of
current asset
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Off-track and PWAY":

L | “Much dearer than
S current inclusion of hozard

. . . directory.”
Third iteration
Issued as 2-part pack.
Permit (issued to COSS)
PWAY:
Requested addition of

section for lookouts and
sighting distances

Project team:
Implementad at next
fteration

Off-track and PWAY":

“More spaces for larger
teams”

Off-track and PWAY:

Raised concerns about having Section Manager — who will not have
sight of detailed planning and risks — as Permit issuer. Could encourage
culture of ‘auto-pilot’ sign off as person other than Section Manager
will have reviewed the paperwork

akz Safe System of Work zones and hazards. See map for more information

Project team:
Detail to be
edited for
clarity
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Permit (issued to COSS)

Off-track and PWAY:

Raised concerns about incusion of task diagrams feeling they
were not valuable for experienced, competent staff, and not
useful for routine, simple tasks.

In some coses the task’s skill relates to preparatory calculations
and assessments {(e.g. calculating the volume of chippings for
lifting and packing}. thus calculation tables could be a valuable
addition in place of task method diagrams

Off-track:

If diagrams do remain, more space would be needed (for larger
and more complicated jobs). COS5 suggested this section be
separate from the Permit.

suggested a section could be added to indicate plant and RRVs
required for the job in the form of a checklist with symbaols.

Project team: Next design iteration, based on a continual feed
printing process, allows for additional sections to be included as
and when needed. Content that will be available to planners will
be considered as part of development of materials

Off-track and PWAY:

Raised concerns about the feasibility of carrying out a
site inspection as part of the hand back.

Project team: Will consider as part of the detalled
mapping process

Section B: About the task
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Fourth iteration

Printed materials to be produced on a continual feed printer, folded then bound, to enable the extent of the pages to expand as necessary.

Both Permit and Team Pack to be produced in the same way.

Continuous feed printer. Paper roll perforated in A5 landscape sections.

In-office printers and
waterproof papers
and/or plastic wallet
and binding options
to be researched.

Paper is printed on one side only and folded so all printed faces are‘outward’

~——

Folded pages'are gathered at one end and bound with a sliding plastic binder Map pages are left unbound so they can be extended for viewing




Fourth 1teration:

Team pack. Extent of pages adjusts to flexible content.

TAKE TIME to understand the map
Waork detalls
S s— | e
Graanzons Rl zor Redl zone barrad : T T BT Haan at Start tma End Hima LIt and pack wat beds on the Down Feadng ine.
heromdaren  within @ greanzong within o rad 2ore.  oention (19122012 |oseon 20122012 | 1600K
Lookout werning Aubormatedwaming Caongaref Trjury hexord from Sy
E bytouch ATWIS, TOWS or Peciisn || ciecine ek frEtuctns Wokng Eozngsokm B First Aldar WICC Do call raports
14E3 715858 01256 FETSE 08 57380 1 508 723500
he iR SN o e === o
Errg'h lockout == Bawara of in] Health hazard asbastes,
o ] o= BY rompazingtans L2 o pan, chmicos s TAKE TIME to think about..
Loalkouk: Limked F Danger of Injury | Maturnl horard: wikdi, Your role in camying out the tosk Your safety comying out the tosk Your safety In the work arsa
ot disharcs chkamnom ¥ | trom raling &3 | plants, notuml gas i ) i .
{ < g

Work site and non-hozerdeus. rowute imformation

@q@—?{m@@?

1) s

Makssum  Sbortof Grodient  Ememgercy  Fedestian  Wehick o e Prom dafects Talk to the COSS If you
yow moblle  work orea wtltu.r-:. r:l.rtl -_;rnntn q:u-lh downwands  telephons  occesstorall  ooomE answer 'H'D'tﬂﬂ'lj" of
preena ison work oo ol

these questions.

poge 4 pope 1

Task method diagram omitted (this task’s skill is in
its calculations), replaced with Take Time questions
on front page, reducing extent to four pages




Fourth 1teration:

Team pack. Extent of pages adjusts to flexible content.

Whene 1o work,
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Fourth iteration:

Permit

Extent of pages adjusts to flexible content.

In this pilot no task diagrams were needed, however it has been decided

that a schematic diagram will always be included:
1. choice from a library of task diagrams, safety campaigns, incident

alerts

2. if no choice is made, the space will be automatically populated by one

of the above.
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S5&T, Off-track and PWAY': said they did not feel
this was useful or practicable.

Suggested this space could be used for showing
access points or areas of limited clearance.

TE Current comdition of the work sioe. i [ H Camifommes requinred for

This environment.
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Project team: Access points are clearly shown
on map only (text areqa could be added), Limited
clearance already induded in Hazards section.
We have agreed a two-option approach

1. include photo where conduchve and useful.

2. where condition of asset photo not useful,
alternative to be induded e.g. access point,
particular hazard etc.

Inclusion of a photo will act as verification that a
site visit has taken place.
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2b: Calculoring Sighting distonces and esoape THReS. Roforto your dghting distonce hies.
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Existing SSOWPs are text-heavy documents, on average
between four and ten pages long.

Pertinent information can be obfuscated amongst
non-vital information and hazards are not sufficiently

highlighted or visible.
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S&T, Off-track and PWAY: Welcomed additional
spaces for larger work teams and larger
signature spaces than existing materials

Par 3 This secclon commins deciortions thar must be signed.
1k is your ssponsbllby to areus thot everybody on the beam undersbards the R ands vekod
wikh thawork arwinonment ond the Safe Sysbem of 'Whork. Ench co-werker must sign balow.

S5&T: Raised the question of maximum number
of individuals a COS5 should safely be asked to
supervise.

Project team: Agreed a maximum number of
staff to be identified (task spedfic), working on
a basis of ten people. We will amend Permit
accordingly. If more than maximum number of
staff required, a second COS5 and Permit must
be assigned

3@ The WOk Team
~ Coworkar | John Jocoh

1 =T

- Sypanm Tapane S S

 Conbact

L] | lgpauze Heponas e
__.... T
“Santinai o,

| Spar [ ligpTaes Smmanam e
: v. > .
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Part &: Permit authorsation.

This saction mist ba signisd by you ond tha Permit Issuing authority, befom you ond the beam antar tha amionment.

S&T: Advised that it additional authority is
required on a job which runs over time, authority
Is often given as a matter of course, without a
real conversation about the risks. They felt the
new Permit would address this.

&y Acceprance of responsibiifiy for Safe System of work on this job

R

P

Sem /

5&T: Recommended COS55 name not be pre-
populated, but space left to be written in, as
COS5 often assigned only on the day of work.

I onfirm thot ol perrnit cordions specfied ara
clary undarsbood andw il ba odhenad to.

Project team: Will consider as part of detailed
process mapping

Duts | _ima | Time |

ion B: About the task
Sa: Addional Cermifoanes for the s
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[ Cortincata nama | [hataranca no. | -il
[Cortifoatanama | [Ratarancana. | ]
[Cartificata name | | Patarencana. | S
| cartincata name | | Paferancera, | [
| carticata nama | | Ratsramce o | e |
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S&T: Suggested an additional
space to feedback non job
specific issues

Section C: Hand back
Part & This section Is about hand back ar the end of your work.

Ga: Hand back of the work.

s e o cmpsa o e
Ve Gihe demikof the current Stotus | ]
& v

b Hand back of the work ares

[Mema | 1ohn lacob | pr—

Tarmi handirsg back the work oren ored deckan
Ehear T am sotisfied & b in o sofs condElor,

ate|  [mma]
_J Tigransy

Tdeciam that Thove Inspscted tha job and
Ehai job sha Fas bean laft.in o sofe cond ibon.

Data | [Tima |
everyone
home safe
every day
pogell
Whisre 10 Wik,
{Sbort |29m3nch | Lecoton | Southoste Junction
[End |Zmmanch | Postoode | RG3I0 3OS
S&T: Said type
of signal not
important.

Project team: Will
devise generic
symbol.
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Physical design format

All staft commented that producing the pack in colour helped to alert them to important information.

All staff commented that the pack was easier to handle particularly liking the concertina approach and its pocket size

NB: map should not extend over more than three pages or too difficult to hold. Interms of being pocket size, staff trouser pockets were less deep than examples originally
measured — format options will be considered at the next stage.

All staft supported the idea of waterproof paper for durability under weather and working conditions

All staff suggested pre-populating the information fields on the Permit as little as possible to facilitate local planning and risk
assessment

Iz the main, all staff expressed a preference for future SSWOPs to be electronic and compatible with displaying on iPads.
However,

« Some expressed a preference for paper documents;

« Issues were raised about whether everyone would be able to work iPads;

« Issues were raised about the practicality of working whilst carrying iPads;

« Issues were raised around patchy 3G coverage.

02 January 2013




Issues and enablers for implementing a new CoW process identified during pilot

Management systems/reporting

? How will we know this is making a difference?

Role, skill, organisation

v ‘Those who do the work, plan the work’ (e.g.
legitimising COS5" & contractors planning
and risk assessing their own planned work, as
this is what they do already and potentially
reintrodudng the PICOW role) - but how can we
overcome historical challenges related to:

= Accountability for work vs. S550W
« Lack of pre-planning
» Confidence fcompetence gaps across CO55'/
contractors
v Changing planning roles

X Section Managers should not be permit issuers
or have to inspect work as part of hand back
because of current workload — how will we
provide independent checks?

? Should there be maximum number of people a
COS55 should be in control of ?

How do we secure union buy in?

g

3

Would contractors be managed in the same
way?

New control of work process / documents

v [+) Introducing a library of risk assessed procedures
(task diagrams} - but how will we keep these up to date?

v Introducing narrative (and photo) of expected asset
condition, but varied appropriateness and would add
time to the job

v Introducing user friendly, specific and pictorial
documentation and tools, but how will these be
produced

v Introducing risk based reconnaissance (pre job site visits
for high risk / non routine work) — but how would this
work in practice

? How does this fit with SSOWPS27

Key

v Positive support given,
but issue raised for implementation

X MNegative feedback

? Question raised

Assets, information and IS

¥ Insufficient IS storage space for photos

? How do we produce and print new style pack -what IS
infrastructure is needed (one single source mapping,
planning system that is easier/quidker to use)

» Electronic system that would fadlitate move to data
storage and access on iPads, phones - but

+ how would people be able to work carrying iPads
« 3G coverage is patchy
* Some people prefer paper based approach

o

Could access points be labelled like signposts (e.g. left
London and right Guildiord?)

o Scanning sentinel numbers. Suggested introducing the
scan of access points Lo ensure you were at the correct
location

Mindsets and behaviours

? How do we deal with the repetitive nature of the
job (complacency about risk)

X The new model relies upon individuals being
proactive in risk management and having
situational awareness. How do we align with
implementation to fit cultural maturity and
development

v involving users in the design of the system, but
what is the timeline




Key decisions to address raised issues and enable implementation

Role, skill, organisation

Define organisatonal and role changes and RACI
What role structure works for Network Rail that
fadlitates devolving planning and risk assessment
to nearer the point of work?

What are the keay responsibilities for each role?
What are the competencies required for each role?
What does this mean in terms of changing their
ways of working and requirements for training /
assurance and what existing provisions can be
leveraged?

What are the appropriate spans of control and how
does this vary by task?

What is the role of local planning meetings?

How can we support walking the job / planning at
the point of work {i.e. Tool provision)

What s the transition plan and timeline?

Define approach to managing contractors

Will they be managed under the same system?
What induction / training do they need?

Define a process for wider consultation with the

workforce and TUs
What is the next level of piloting required?

How and when do we engage the unions?

How dowe manage any implications for staffing
levels / T&Cs?

Management systems/reporting

Define approach to measurement and review

Who will own / enforce the CoW process? Devolved or central?
What will be measured (e.g. KPI5), what behaviours does
should this drive (l.e. what questions should leaders /
supervisors ask)?

When/how will the systems get reviewed/audited?

How do we get feedback from system users?

Define Management of Change process

How will we manage change/ departures from the process
and what [s the required standardisation?

New control of work process / documents

Define detalled process and map
When is a permit required?

What is our agreed process (esp. permit issue and handback)?
What is Management of Change system?

How will the process deal with change in scope / conditions
on the day?

How does the new process interface with existing and
planned broader planning systems?

Define approach /process for risk assessment
How do we develop, review and update the library of risk
assessed procedures? Verification process

Mindsets and behaviours

Define behaviouml change requirements and link
to wider cultural joumey
What are the new behaviours reguired ?

What s the role of a leader and supervisor?
How do we develop personal accountability /
responsibility?

How do we build mindfulness?

How do we build proactive risk management /
situational awareress?

Assets, information and IS

Define IS requirements & Identfy existing platforms
Off the shelf versus bespoke permitting system? Electronic?
Linise with Orbis

What are the key interfaces with maintenance and
competency management systems?

What infrastructure is needed to suppoit accurate
mapping?

What infrastructure is needed to support the production
and printing of the documents?

What future proofing is needed to facilitate to a electronic
production / storage and use of iPads?




We plan to be ready to introduce elements of the new process and tools in April 2013

Ongoing development of enablers: (LSR, Executive Rule Programme, Comms and culture change programme, Competency programme

What does good look like? As a result of what we have learned we plan to:

Completed an external benchmarking to Define CoW key principles and minimum requirements

identify best practices in the CoW Coiduct detiled s instniig

Define what is required to make it work
Identify requirements (IS, role, competency, culture, etc)
Conduct high level gap analysis compared with current practice

Could this work in NR?
Completed a pilot in Wessex to test proof of

concept (engaged on the proposed high level

process and used the new documentation for Work with the routes to identify how to implement
selected jobs)

Further refine and develop graphic and format design

Conduct a wider pilot across routes to identify:

Views of the process / tools and steps required to implement
(*why would this not work for you?’)




Re-thinking the safety information for staff

Brief: Visual translation of original SSOWP to produce ‘at-a-glance) clear information considering staff with low reading ages.
Map, marking hazards, pertinent safety information and environmental landmarks to be central to the Pack.
‘Less is more’: strip out non-vital information.

Pack to be given to all staff, to be carried in work zone.
Inclusion of work method diagrams with specific risks highlighted.
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Original concept briefing.




l:' wiallel size 200

Initial physical design concepts: bespoke plastic wallet to fit pockets in PPE -
2-part carbon front sheet to be retained by admin staff.




First iteration

Side 1: map with hazard and work zone information. Development of hazard and work zone symbols. Work zone clearly highlighted.
Source mapping information from South West trains.
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First iteration
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Key safety information and hazards highlighted in orange

Side 2: safety information.
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Second iteration

Side 1: map with hazard and werk zone information.

Amended and reduced colour-palette to make sure hazards instantly recognisable. Work area highlighted.
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Second iteration

Side 2: safety information.

Dun&nl

Al gief o Ehe lneckds and on
ar noar ihe lins muct wear ot
leact i following PPE:

High wisislby upper body colhing
el refiechve tape s cmpl e
il B R T 0 000 S 3

ity Thiiod Sharwiird SOMTIN.

[High visibl by losver body Ciolhing
o B B 30 i 1

by Oy Stadaiand SOTTIIME

D ELECTRICITY Dlm
Uindisrstanding slssriity k S psnoer klls more poopis
o beated. T e U0 e [ Amsciradin,
Yous.nam o ol e s Gefiing painfid sen bum just once
gl ot e, Bl depends on ﬂ&r“"“‘“-"-‘
speciic detnils such as fhe Cancer. Rl 5 e 0L R 5N
mmound of oament (Emperes), ey
whether your skin s moistor g, POeClon win & Figh tactor
mnd exiis your body. Evena
ol tage m low = SOV can shop u':'mumh, t"’l :
='ﬂ"' slon you tesiidng witln coing vk therl s

L i p— deciormed ac. ety nrfioal
tl:mumnmmmmh: etk Rall hes &
arou poirinity. Ay approach to sy deug smd sicobol
for desdl. When you'se woking i vehich we monkor with
mround seciicity shesys estior  neguiar drug ond aioohol iesting
el il your endl of he job. Even  and sinict discipiinery acfion.
I sommeone has dherkesd, Ak belimes drug and sicohol
check beice — slerfricly can bl in i by unacceplsbie under smy
amament. ‘we-redsied Cirosnsiance

Remove dips il o seepers.
om ity side o ihe point o e oot [

[Fioome ol e el I'?l'l:l ey seciion
[ Wemar peofeciies poggies and gicves

_i-ﬂEd-'.n-:ﬁr.itl
finish Ery hand
[T Wvear profecites gogpiey and gioves

Bulld mould (5 Sesl moskd uvsing gas
o, Drop ek inko: meokd (W)
(17 Wear protecties gogpies ard gioes

KEY TO Z50WF MAF SYMBOLS

EI
:
B
:

-, I.i:l:ﬂ:-rl'n- Lokt vesemg wills

:"&1: H ﬁ"'“‘ R
Limitexd E! o g

Exvlended hazand ares mﬂ mﬁm IHHIHiu
Cianger of elechic shock F] #ﬂh Henith bermnd:
- asbegirs, b paint,
vk ares [ Infrasinachre
Beware of Injary from == Dongerom fooding 3 by plals,
E possing fmins ==~ orrisk of drsning | or nzhes gas

ACK |SSOWP| '%m
This Sz Sysiem of Work pack

e pou Srforrailon on The job dealed belom

Yot mnsd Bock dhrcogh this infoematom

ok befone yoo stard work

I yrm e sy cpueestions o sl bt yerns el e rvformmaiom in cncier o ooy out-fhe ook you shioid
speak i e nemed COGSRAR, who s your first moniact dusing the Job. This shesd most be signed by
o, mnd the COEERS, ond handad back o vour Bsobfion Flanms:s before you siart work.

TR
"R Jenkins

| comm s

End fima
&“- Richard O'Ben 07539 18355 | Engineer
e L =T 07535 I35 | Engineer
Engicingd Humperdink | 7938 326355 | Engineer
Jobn Gl 07535 13355 | Engineer
1 End Siu Beoming 07533 36355 | Engineer
73m 3ch Bl 40ch




Third iteration

By the third iteration of the documentation, we had begun to consider the wider process of creating and implementing the SSOWP
and identified the opportunity of moving to a permitting process. We moved to trialing two supporting tools / documentation
namely, a permit to work in a secure environment to be used by the COSS and a Dynamic Risk Assessment (Team Pack)

to be used by all working parties.

-8

Permit. Leaflet format, For COSS only.

Team Pack: 6 page tni-fold.
Waterproof paper or plastic wallet as
previous iteration.

Staff: Supported pocket size of
map, and waterproof paper

COS5 received folder with Permit and Teamn Pack (containing map).




