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[bookmark: _Toc316336498][bookmark: _Toc364780398][bookmark: _Toc372892477][bookmark: _Toc292721511]Introduction
Public transportation systems are and historically have been among the safest of transportation modes in the U.S. However, the death or serious injury of even one passenger, worker, or member of the public is a tragedy. The public transportation industry should continually strive to better understand and minimize the risk of injury or death to any person that comes into contact with a public transportation system. 
Recent tragic events that resulted in multiple fatalities have poignantly demonstrated the need for continual improvement and modernization of public transportation safety programs and oversight.  Ensuring that the nation’s public transportation systems continue to meet the highest standards of safety is a shared responsibility for all aspects of the national public transportation enterprise and a sacred public trust. As public transportation agencies face mounting pressures to improve on-time performance and expand services, it is imperative that safety goals be prioritized. 
The new Moving Ahead for Progress in the 21st Century Act of 2012 (MAP-21)  requires the creation and implementation of a national public transportation safety plan (National Plan) to improve the safety of all  public transportation systems that receive funding under 49 USC Chapter 53. The MAP-21 requirement to develop a National Plan provides the Federal Transit Administration (FTA) with a unique opportunity to establish a national vision and framework for more consistent and accountable safety programs applicable to all modes of public transportation within FTA’s jurisdiction. The Transit Rail Advisory Committee for Safety (TRACS) encourages FTA to seize this opportunity. FTA should work with public transportation operating agencies (operating agencies), organized labor,  and State Safety Oversight Agencies (SSOAs) charged with oversight of rail fixed guideway public transportation systems to promote a vision of a robust national public transportation safety program based on Safety Management Systems (SMS) principles, set national safety goals and performance targets, define national standards and performance criteria for safety-sensitive equipment and procedures, define the roles, responsibilities, and requirements of operating agencies, SSOAs, and FTA in a national public transportation safety oversight context, and establish a framework for the implementation and continual improvement of the National Plan.  
Safety is a concern for all modes of public transportation, at every level. Therefore, a comprehensive national public transportation safety program that addresses all aspects of all modes (rail fixed guideway and non-rail modes) is desirable, and likely to lead to the greatest safety outcomes. Some sections of MAP-21 appear to apply only to rail transit and other sections appear to apply to all transit modes not currently regulated by another Federal agency.  For example, MAP-21 directs FTA to define in the National Plan “safety performance criteria for all modes of public transportation,” and “minimum safety performance standards for public transportation vehicles.”  49 USC 5329 (emphasis added).  This language could be interpreted to draw a distinction between safety performance criteria and safety standards, two terms commonly considered synonymous, or to limit FTA’s oversight authority to vehicles. Conversely, FTA could interpret these MAP-21 requirements as mutually-supportive, providing a broad mandate to define and adopt enforceable standards and performance criteria for all safety-related areas of public transportation, including, but not limited to vehicles.  
TRACS recommends that FTA take the latter approach, prioritizing the implementation of its new safety oversight authority to initially comply with the rail transit directive and subsequently address other modes of transportation within FTA’s jurisdiction. In addition, FTA should seek clarification of the Federal, State and local roles in public transportation safety oversight of non-fixed guideway modes, as SSOA oversight authority currently extends only to rail fixed guideway systems.
[bookmark: _Toc364780399][bookmark: _Toc372892478]Safety Management Systems and Safety Culture
TRACS recommends that FTA’s National Plan, and all aspects of the national public transportation safety oversight program, fully embrace a Safety Management Systems (SMS) approach to public transportation safety. 
The majority of safety incidents are not simply the result of one individual’s behavior or actions. They typically have organizational antecedents with multiple causes often involving people operating across many levels or functions. SMS is an approach to safety management that integrates policies, processes, and behaviors to institutionalize a risk-based, proactive system for safety management in order to systemically identify and resolve safety issues throughout the organization. This is in contrast to the historical reliance on rules compliance and enforcement that has dominated many industries with safety concerns, including the public transportation industry. 
The SMS approach stresses the importance of committed leadership, a strong institutional safety culture, and data-driven management systems that are used to continually monitor and improve safety performance. In particular, communications among employees, their representatives, and management, based on mutual trust and a shared perception of the importance and value of safety, are essential for success. The principles of the SMS philosophy have guided safety regulations and practices in many high-risk enterprises including the nuclear, medical, aviation, and maritime industries, and SMS is well-suited for implementation in the public transportation industry, as detailed in the TRACS Working Group 10-01 Letter Report to the FTA Administrator. The principles of SMS should be embraced not only at the transit agency level, but by SSOAs and FTA itself, and this should be reflected in the National Plan.
In this memorandum, TRACS provides FTA with a suggested framework for the National Plan that is based on an SMS approach to public transportation safety. Following the framework, the memorandum presents recommendations and comments relating to specific topics including those included in the tasking statement received from the FTA Administrator. The major topics addressed include: public transportation goals, performance measures, data collection and analysis; safety standards and performance criteria; training and certification of individuals; technical assistance for operating agencies; certification of SSOAs; organizational roles and responsibilities; and implementation and revision of the National Plan.
[bookmark: _Toc364780400][bookmark: _Toc372892479]Suggested Framework for the National Public Transportation Safety Plan
TRACS recommends that FTA adopt the following framework for the National Plan.Recommended Framework for the National Public Transportation Safety Plan
1. [bookmark: _Toc360802186][bookmark: _Toc360802263][bookmark: _Toc364780401][bookmark: _Toc367717132][bookmark: _Toc372891473][bookmark: _Toc372891622][bookmark: _Toc372891846][bookmark: _Toc372891925][bookmark: _Toc372892480]Introduction
a. [bookmark: _Toc352324410][bookmark: _Toc352618550][bookmark: _Toc354945713][bookmark: _Toc359828760][bookmark: _Toc359849942][bookmark: _Toc360377752][bookmark: _Toc360802187][bookmark: _Toc360802264][bookmark: _Toc364780402][bookmark: _Toc367717133][bookmark: _Toc372891474][bookmark: _Toc372891623][bookmark: _Toc372891847][bookmark: _Toc372891926][bookmark: _Toc372892481]Background and Legislative Authority
A description of national public transportation safety and security programs that were in place prior to MAP-21 (e.g., 49 CFR part 659) and a summary of the expanded authority and mandate provided under MAP-21.
b. [bookmark: _Toc352324411][bookmark: _Toc352618551][bookmark: _Toc354945714][bookmark: _Toc359828761][bookmark: _Toc359849943][bookmark: _Toc360377753][bookmark: _Toc360802188][bookmark: _Toc360802265][bookmark: _Toc364780403][bookmark: _Toc367717134][bookmark: _Toc372891475][bookmark: _Toc372891624][bookmark: _Toc372891848][bookmark: _Toc372891927][bookmark: _Toc372892482]Purpose and Vision for the National Plan
A compelling narrative describing the purpose of the National Plan, an overview of the SMS approach, and FTA’s vision for the national public transportation safety program. This section also describes the relationships between the National Plan and the public transportation agency safety plans (Agency Plans) required by MAP-21.
2. [bookmark: _Toc352324412][bookmark: _Toc352618552][bookmark: _Toc354945715][bookmark: _Toc359828762][bookmark: _Toc359849944][bookmark: _Toc360377754][bookmark: _Toc360802189][bookmark: _Toc360802266][bookmark: _Toc364780404][bookmark: _Toc367717135][bookmark: _Toc372891476][bookmark: _Toc372891625][bookmark: _Toc372891849][bookmark: _Toc372891928][bookmark: _Toc372892483]Safety Program Goals, Performance Measures, and Data
a. [bookmark: _Toc352324413][bookmark: _Toc352618553][bookmark: _Toc354945716][bookmark: _Toc359828763][bookmark: _Toc359849945][bookmark: _Toc360377755][bookmark: _Toc360802190][bookmark: _Toc360802267][bookmark: _Toc364780405][bookmark: _Toc367717136][bookmark: _Toc372891477][bookmark: _Toc372891626][bookmark: _Toc372891850][bookmark: _Toc372891929][bookmark: _Toc372892484]National Safety Goals
A short list of overarching national safety goals, related to national safety priorities and risks common to all modes of public transportation at all levels.
b. [bookmark: _Toc352324414][bookmark: _Toc352618554][bookmark: _Toc354945717][bookmark: _Toc359828764][bookmark: _Toc359849946][bookmark: _Toc360377756][bookmark: _Toc360802191][bookmark: _Toc360802268][bookmark: _Toc364780406][bookmark: _Toc367717137][bookmark: _Toc372891478][bookmark: _Toc372891627][bookmark: _Toc372891851][bookmark: _Toc372891930][bookmark: _Toc372892485]Safety Performance Measures
A list of national public transportation safety performance measures that would be used to track progress toward national safety goals, including a description of the relationship between national performance measures and agency-level targets  required by the Agency Plans.
c. [bookmark: _Toc359849947][bookmark: _Toc360377757][bookmark: _Toc360802192][bookmark: _Toc360802269][bookmark: _Toc364780407][bookmark: _Toc367717138][bookmark: _Toc372891479][bookmark: _Toc372891628][bookmark: _Toc372891852][bookmark: _Toc372891931][bookmark: _Toc372892486]Improvements to Safety Data Collection, Analysis, and Reporting
A description of the existing sources of national safety data, and FTA’s approach to improving the safety data collection, analysis, and reporting regime, in order to advance a nationwide SMS approach to public transportation safety.



Recommended Framework for the National Public Transportation Safety Plan (cont.)
3. [bookmark: _Toc352324416][bookmark: _Toc352618555][bookmark: _Toc354945718][bookmark: _Toc359828765][bookmark: _Toc359849948][bookmark: _Toc360377758][bookmark: _Toc360802273][bookmark: _Toc364780409][bookmark: _Toc367717139][bookmark: _Toc372891480][bookmark: _Toc372891629][bookmark: _Toc372891853][bookmark: _Toc372891932][bookmark: _Toc372892487]Public Transportation Safety Standards and Performance Criteria
a. [bookmark: _Toc352324417][bookmark: _Toc352618556][bookmark: _Toc354945719][bookmark: _Toc359828766][bookmark: _Toc359849950][bookmark: _Toc360377759][bookmark: _Toc360802274][bookmark: _Toc364780410][bookmark: _Toc372891481][bookmark: _Toc372891630][bookmark: _Toc372892488]The Need for National Safety Standards and Performance Criteria
A narrative describing the need for and value of national safety standards and performance criteria for public transportation vehicles and for other safety-related aspects of public transportation. 
b. [bookmark: _Toc352324418][bookmark: _Toc352618558][bookmark: _Toc354945720][bookmark: _Toc359828767][bookmark: _Toc359849951][bookmark: _Toc360377763][bookmark: _Toc360802275][bookmark: _Toc364780411][bookmark: _Toc372891482][bookmark: _Toc372891631][bookmark: _Toc372892489]Suggested Categories for National Safety Standards and Performance Criteria
This section provides an overview of the categories of standards and performance criteria needed to improve public transportation safety and a review of related NTSB recommendations.
c. [bookmark: _Toc359828768][bookmark: _Toc359849952][bookmark: _Toc360377764][bookmark: _Toc360802276][bookmark: _Toc364780412][bookmark: _Toc372891483][bookmark: _Toc372891632][bookmark: _Toc372891854][bookmark: _Toc372891933][bookmark: _Toc372892490]FTA Authority under MAP-21
This section should clarify FTA’s interpretation of the scope of standards-making authority granted to it by MAP-21.
d. [bookmark: _Toc352324419][bookmark: _Toc352618559][bookmark: _Toc354945721][bookmark: _Toc359828769][bookmark: _Toc359849953][bookmark: _Toc360377760][bookmark: _Toc360802277][bookmark: _Toc364780413][bookmark: _Toc372891855][bookmark: _Toc372891934][bookmark: _Toc372892495]Process for Development and Adoption of National Safety Standards and Performance Criteria
Defines the process by which FTA will work with operating agencies, SSOAs, labor union representatives, manufacturers, and other stakeholders to develop and adopt safety standards and performance criteria that apply to all public transportation agencies. This section should also describe FTA’s phased approach, focusing first on safety standards and performance criteria for rail transit vehicles and subsequently addressing other modes of public transportation within FTA’s jurisdiction.
e. [bookmark: _Toc352324420][bookmark: _Toc352618560][bookmark: _Toc354945722][bookmark: _Toc359828770][bookmark: _Toc359849954][bookmark: _Toc360377765][bookmark: _Toc360802193][bookmark: _Toc360802270][bookmark: _Toc364780414][bookmark: _Toc372892496]Adopted Safety Standards and Performance Criteria
Identifies any safety standards or performance criteria formally adopted by FTA at the time the National Plan is adopted. At a minimum, this should include standards for the production, procurement, and maintenance of rail transit vehicles.
4. [bookmark: _Toc352618561][bookmark: _Toc354945723][bookmark: _Toc359828771][bookmark: _Toc359849955][bookmark: _Toc360377766][bookmark: _Toc360802278][bookmark: _Toc364780415][bookmark: _Toc372891484][bookmark: _Toc372891633][bookmark: _Toc372892491]Training, Certification, and Technical Assistance
a. [bookmark: _Toc352618562][bookmark: _Toc354945724][bookmark: _Toc359828772][bookmark: _Toc359849956][bookmark: _Toc360377761][bookmark: _Toc360802194][bookmark: _Toc360802271][bookmark: _Toc364780416][bookmark: _Toc372891485][bookmark: _Toc372891634][bookmark: _Toc372892492]The Need for a Comprehensive, Consistent Approach
A narrative describing the need for safety training, certification, and technical assistance programs at the national level, including the anticipated benefits of a national approach.
b. [bookmark: _Toc352618563][bookmark: _Toc354945725][bookmark: _Toc359828775][bookmark: _Toc359849957][bookmark: _Toc360377767][bookmark: _Toc360802279][bookmark: _Toc364780417][bookmark: _Toc367717140][bookmark: _Toc372892497]Public Transportation Competencies
A list of competencies for which the industry requires training and certification of individuals. 
c. [bookmark: _Toc352618564][bookmark: _Toc354945726][bookmark: _Toc359828773][bookmark: _Toc359849958][bookmark: _Toc360377768][bookmark: _Toc360802280][bookmark: _Toc364780418][bookmark: _Toc372892498]Public Transportation Training Programs and Certification Requirements
An overview of the training programs and certification requirements for each competency identified in sub-section b.
d. [bookmark: _Toc364780419][bookmark: _Toc372891486][bookmark: _Toc372891635][bookmark: _Toc372892493]Agency Technical Assistance Program
A description of technical assistance FTA will make available to the industry to support implementation of the National Plan and SMS approach to public transportation safety.






















[bookmark: _Toc352324425]
Recommended Framework for the National Public Transportation Safety Plan (cont.)
5. [bookmark: _Toc352618566][bookmark: _Toc354945729][bookmark: _Toc359828777][bookmark: _Toc359849960][bookmark: _Toc360377770][bookmark: _Toc360802282][bookmark: _Toc364780421][bookmark: _Toc372892501][bookmark: _Toc352324421]Certification of SSOAs
a. [bookmark: _Toc352618567][bookmark: _Toc354945730][bookmark: _Toc359828778][bookmark: _Toc359849961][bookmark: _Toc360377771][bookmark: _Toc360802283][bookmark: _Toc364780422][bookmark: _Toc372892502]Requirements for SSOA Certification
This section of the National Plan should clearly document the general criteria that will be used by FTA during certification reviews.
b. [bookmark: _Toc352618568][bookmark: _Toc354945731][bookmark: _Toc359828779][bookmark: _Toc359849962][bookmark: _Toc360377772][bookmark: _Toc360802284][bookmark: _Toc364780423][bookmark: _Toc372892503]Potential Incentive and Enforcement Mechanisms
This section would describe any potential incentive programs and enforcement tools that FTA will consider using to encourage SSOA compliance with certification requirements.
c. [bookmark: _Toc352618569][bookmark: _Toc354945732][bookmark: _Toc359828780][bookmark: _Toc359849963][bookmark: _Toc360377773][bookmark: _Toc360802285][bookmark: _Toc364780424][bookmark: _Toc372892504]Implementation of the SSOA Certification Program
The National Plan may initially focus on meeting MAP-21 statutory requirements for certification of SSOAs with rail transit safety oversight authority.  In addition, FTA should seek clarification of the State and local roles in public transportation safety oversight of non-rail fixed guideway modes, as SSOA oversight authority currently extends only to rail fixed guideway systems.
d. Dispute Resolution
The National Plan should provide mechanisms to resolve disputes between FTA and SSOAs relating to SSOA Certification, and between SSOAs and operating agencies relating to SSOA oversight.
6. [bookmark: _Toc352618570][bookmark: _Toc354945733][bookmark: _Toc359828781][bookmark: _Toc359849964][bookmark: _Toc360377774][bookmark: _Toc360802286][bookmark: _Toc364780425][bookmark: _Toc372892505]Organizational Roles and Responsibilities
[bookmark: _Toc352324422][bookmark: _Toc352618571][bookmark: _Toc354945734]This section describes in detail the roles and responsibilities of each of the three tiers in the national public transportation safety organizational structure (FTA, SSOA, operating agency). It should also show the points at which the National Plan elements interact with the agency plans.
Roles and Responsibilities should be organized by each tier:
a.  Federal (FTA) Roles and Responsibilities
b. State (SSOA) Roles and Responsibilities
c. [bookmark: _Toc359828782][bookmark: _Toc359849965][bookmark: _Toc360377775][bookmark: _Toc360802287][bookmark: _Toc364780426][bookmark: _Toc372892506]Operating Agency Roles and Responsibilities 
7. [bookmark: _Toc352618573][bookmark: _Toc354945736][bookmark: _Toc359828783][bookmark: _Toc359849966][bookmark: _Toc360377776][bookmark: _Toc360802288][bookmark: _Toc364780427][bookmark: _Toc372892507]Implementation, Monitoring, and Updating
a. [bookmark: _Toc352618574][bookmark: _Toc354945737][bookmark: _Toc359828784][bookmark: _Toc359849967][bookmark: _Toc360377777][bookmark: _Toc360802289][bookmark: _Toc364780428][bookmark: _Toc372892508]Timeline for Initial Implementation
This section describes the overall implementation approach for the National Plan, including a timeline for any phased elements. 
b. [bookmark: _Toc352618575][bookmark: _Toc354945738][bookmark: _Toc359828785][bookmark: _Toc359849968][bookmark: _Toc360377778][bookmark: _Toc360802290][bookmark: _Toc364780429][bookmark: _Toc372891492][bookmark: _Toc372891641][bookmark: _Toc372892499]Process for Monitoring and Updating the National Plan
The National Plan defines the process and schedule for monitoring and updating the National Plan.





[bookmark: _Toc352324409][bookmark: _Toc352618549][bookmark: _Toc354945712][bookmark: _Toc359828759][bookmark: _Toc359849941][bookmark: _Toc360377751]










[bookmark: _Toc364780430][bookmark: _Toc372892509]Recommendations for the Contents of the National Public Transportation Safety Plan
1. [bookmark: _Toc350158400][bookmark: _Toc352618577][bookmark: _Toc364780431][bookmark: _Toc372892510]Introduction
a. [bookmark: _Toc350158401][bookmark: _Toc352618578][bookmark: _Toc364780432][bookmark: _Toc372892511]Background and Legislative Authority
The National Plan should begin with a review of the challenges that led to the need for federal safety oversight of public transportation, including:
· Need for more standard training in core transit safety competencies;
· Need for more consistent standards by which to assess the safety of transit vehicles, infrastructure,  and operating procedures;
· Access to funding for, and need for consistent expertise in SSOAs; and
· Shortcomings of previous federal statutes (e.g., 49 CFR part 659) in affecting safety practices of operating agencies. 

The National Plan should also clarify FTA’s interpretation of the statutory requirements and authorities provided by MAP-21, including any impacts on authorities that pre-dated MAP-21 (e.g., it supersedes them, it modifies them, they remain unchanged), and explain the National Plan’s relationship/interaction with the Agency Plans.

b. [bookmark: _Toc350158402][bookmark: _Toc352618579][bookmark: _Toc364780433][bookmark: _Toc372892512]Purpose and Vision for the National Plan
The National Plan is an opportunity to promote a vision for the national public transportation industry based on SMS principles, which are detailed in the TRACS Working Group 10-01 Letter Report to the FTA Administrator and in the introduction to this memorandum. The SMS philosophy aims to institutionalize a systematic approach to safety management that includes ongoing vigilance in identifying and reporting safety concerns, regular communication and training across all organizational levels, and proactive identification, investigation, and resolution of safety concerns. In particular, the SMS approach aims to establish a robust safety culture built on mutual trust and respect, and a shared commitment to safety at all levels and for all modes of public transportation within FTA’s jurisdiction.
[bookmark: _Toc372892513]Recommended Contents
TRACS recommends that FTA use the National Plan to set broad standards based on SMS principles that will guide safety planning at the agency level through the required agency plans.
The National Plan should be used to facilitate consistency in the public transportation industry, when needed to improve safety. TRACS recommends that, at a minimum, the National Plan address the following topics: 
· Safety standards and performance criteria for the design, procurement, and maintenance of rail transit vehicles;
· A process for the promulgation of safety standards and performance criteria;
· Competency training requirements for employees with safety responsibilities at all levels;
· Competency certification requirements for Federal and  State employees, and operating agency Chief Safety Officers;
·  A process and minimum criteria for evaluating and certifying  operating agency safety training programs;
· Certification criteria for SSOAs;
· Safety data collection, analysis, and reporting requirements; 
· Requirements for the operating agency plans; and 
· Role of agency plans.
Security requirements should be addressed in the National Plan only to the extent they are not regulated by the Department of Homeland Security (DHS), which is leading public transportation security planning processes under a memorandum of understanding between DOT and DHS.  System security (as contrasted with security from terrorism risk) is an important concern for the public transportation industry and a potential source of injury risk, which may properly be addressed by FTA in the National Plan.
2. [bookmark: _Toc352618580][bookmark: _Toc364780434][bookmark: _Toc372892514]Safety Program Goals, Performance Measures, and Data
a. [bookmark: _Toc352618581][bookmark: _Toc364780435][bookmark: _Toc372892515]National Safety Goals
The National Plan should define high-level goals for the public transportation industry nationwide. The goals should be consistent with an SMS approach to safety management, which emphasizes measuring and responding to safety risks wherever they occur in the system, rather than rules compliance and disciplinary actions focused on operator error. 
The goals should be related to safety outcomes (e.g., reductions in fatalities and serious injuries), and to leading indicators of the outcomes – aspects of public transportation operations and business practices that have been shown through analysis to be related to safety risks. It is important to note that while goals based on safety outcomes are essential to monitoring the overall success of the national public transportation safety program, it will be the identification of leading indicators that will enable the industry to act most effectively to improve safety.  
Additional goals that relate to the roll-out of the national safety program (e.g., establishing safety competency training programs for safety-relevant employees of operating agencies, SSOAs, and FTA) also should be included, and progress tracked and reported.
b. [bookmark: _Toc360377785][bookmark: _Toc352618582][bookmark: _Toc364780436][bookmark: _Toc372892516]Safety Performance Measures
For the National Plan, safety performance measures are metrics used to track outcomes or leading indicators of national public transportation safety. Effective performance measures will help FTA and the public transportation industry gauge safety progress over time, and they should be designed to effectively track progress towards achieving the national goals. 
TRACS recommends that the National Plan list all measures that will be tracked in the agency plans, referencing the applicable national goals. However, it is not recommended that the National Plan be used to set performance targets. Specific targets would be best set by operating agencies in the required agency plans. The only national target should be continuous improvement in all metrics.
To be maximally effective, the core national safety performance measures must be based on safety risks to passengers, workers, and the general public, and, when appropriate, be informed by trend analysis of agency-level data. The safety performance measures should be organized into four themes:
· Casualties
· Operations
· Systems and Equipment
· Safety Management Systems and Safety Culture
The performance measures should be clearly associated with safety, and care should be taken to ensure that they can be effectively integrated into decision making at the three levels of public transportation safety responsibility (Federal, State, and operating agency).  
Milestones related to the establishment of the national safety oversight regulatory structure also should be included as national performance measures, including the training and certification of SSOAs, and the completion of the required agency plans.
c. [bookmark: _Toc372892517]	Recommended Safety Performance Measures for the First National Plan
For the first National Plan, it may be necessary to limit safety performance measures to those for which adequate national-scale data exists, which tend to be the unfortunate outcomes of imperfect safety performance (e.g., casualties and incidents). However, the National Plan should define categories for leading indicators of safety risk, which the industry is encouraged to measure, and which FTA will work towards measuring at the national level as part of its overall SMS approach to transit safety. 
TRACS recommends that the first National Plan include the following safety performance measures:

Casualties Performance Measures:
· Annual fatalities and serious injuries 
· To passengers, workers, members of the public, and trespassers
· Normalized by passenger mile, vehicle mile, passenger boardings, or per 200,000 work hours
· Rate of fatalities and serious injuries
· To passengers, workers, members of the public, and trespassers
· Normalized by passenger mile, vehicle mile, passenger boardings, or per 200,000 work hours
Operations Performance Measures:
· Rate of major incidents
· Reported by categories defined in the National Transit Database (NTD)
· Normalized by passenger mile, vehicle mile, passenger boardings, or per 200,000 work hours
Performance measures for Systems and Equipment, and Safety Management Systems and Safety Culture, would be developed in subsequent iterations of the National Plan.
Developing Safety Performance Measures based on Leading Indicators of Safety Risk
Leading indicators of safety risk are of equal importance to the national safety program as outcomes, which are Iagging indicators. Leading indicators are aspects of public transportation operations and business practices that have been shown through analysis to be precursors to serious safety outcomes. Leading indicators provide information to public transportation operating agencies and oversight agencies that can improve their ability to take proactive, preventative measures to end, avoid, or mitigate potentially dangerous conditions or practices. 
To inform the identification of leading indicators, TRACS recommends that FTA establish a pilot confidential close-call safety reporting system consistent with the recommendations of the TRACS Working Group 11-01 Letter Report to the FTA Administrator, including the special protections for individual and agency safety data collected by the system, which are detailed in the report. If modeled after similar programs used by the railroad and aviation industries, a confidential close-call reporting system could provide a tremendous resource for identifying safety risk factors. 
To be consistent with an overall SMS approach, the close-call reporting system should be used to identify safety trends and leading indicators in the areas of operating practice, and to some extent, safety culture. These trends should be used to identify priority national safety risks which can become the basis for advanced national safety initiatives and inform future safety performance measures, criteria, standards, training programs, technical assistance, and best practices. 
In addition, human factors concerns that may be leading indicators of safety risk, such as operator stress (e.g., fatigue, work stress, response to critical incidents) are subjects of international research.  TRACS recommends that FTA participate in research and analysis to better understand human factors risks. This research should ultimately result in a national action plan to address priority risk factors and should identify related safety performance measures, performance criteria, or standards when feasible and appropriate.
Defining the Relationship between Safety and “State of Good Repair” 
MAP-21 requires FTA to define the term “state of good repair,” develop objective standards for measuring the condition of capital assets, and establish performance measures based on the state of good repair (49 USC Section 5326). With these tools, operating agencies will be able to measure the condition of transit equipment, rolling stock, infrastructure, and facilities throughout their life cycles. 
TRACS recommends that the definition of “state of good repair” be built around the concept of safety, and reflect an SMS approach. FTA should develop risk-based performance measures for systems and equipment related to the state of good repair standards. Examples may include: vehicle inspection results, maintenance and inspection schedule compliance, standards compliance, mean time and distance between failures, and the number of unplanned revenue service road calls per service hour, among others. Additionally, FTA should include in the national transit asset management system a requirement that operating agencies identify safety critical elements of facilities and infrastructure and prioritize capital investments to assure that those elements are maintained and operated in a manner consistent with a state of good repair as defined by FTA.
d. [bookmark: _Toc364780437][bookmark: _Toc372892518]Improvements to Safety Data Collection, Analysis, and Reporting 
This section of the National Plan should describe FTA’s approach to improving safety data collection, analysis, and reporting, particularly with respect to the identification of leading indicators of safety risk and performance measures based on them.  
Section 5335(b) of title 49, United States Code requires FTA to develop and implement appropriate internal control activities to ensure that public transportation safety incident data is reported accurately and reliably by public transportation agencies and SSOAs to the State Safety Oversight Rail Accident Database. TRACS believes that this mandate to improve FTA’s safety data should be carried out in the context of an SMS framework.
A national move to SMS for public transportation safety requires a consistent approach to data collection and analysis. Performance-based safety risk management is a hallmark of the SMS philosophy, and significant improvements will be required to existing data collection and dissemination regimes to support an SMS approach to public transportation safety. A goal of the National Plan should be to improve the collection, analysis, and reporting of safety data, in order to support more robust, performance-based safety management practices. 
Although data may not yet be available at sufficient scale to identify and develop performance measures for many leading indicators of safety risk, the National Plan should encourage operating agencies to integrate consideration of these risks into their safety practices. Furthermore, improved data collection and analysis policies should be incorporated into the National Plan to enhance the availability and quality of public transportation safety information on a national scale. Such information would alert operating agencies to possible safety problems as well as support the identification of leading indicators of safety risk, and future safety performance measures based on these risks.
Existing and Potential Data Systems and Sources
Several existing data systems should be examined as part of a comprehensive effort to improve national public transportation safety data collection, analysis, and reporting. Safety-related data from these sources should be identified and analyzed for trends and other actionable information. Following a thorough review, FTA should pursue improvements to these systems, and the establishment of new systems, to support the data needs of the national public transportation program.
1. FTA National Transit Database (NTD) –The primary national repository for data about public transportation systems. All operating agencies are required to submit data to NTD on a periodic basis, including data related to safety outcomes (i.e., injuries, incidents). The NTD may currently include data that could be analyzed for evidence of leading indicators of safety risk.
 
2. FTA State Safety Oversight Rail Accident Database – Contains accident reports submitted by SSOAs. These accident reports may be an important source of data for identifying leading indicators of safety risk.

3. FRA Office of Safety Analysis Database – Contains railroad safety information including incidents and accidents, inventory, and highway-rail crossing data for the general railway system, including public transportation commuter rail systems. Since the NTD does not include safety incident reports for commuter rail systems, FTA should utilize the data in the FRA safety database to present an industry-wide safety data report that displays the data in a consistent format.

4. Other Agency Databases – Many operating agencies maintain databases of safety information that could be valuable for national-scale analysis. FTA should work with the industry to maximize compatibility with existing operating agency resources and any new or revised national systems.

Challenges
Many challenges must be overcome to implement needed improvements to national safety data collection, analysis, and reporting practices. TRACS recommends that the National Plan address the following challenges:
1. The value of improvements in safety data has not been communicated to operating agencies and SSOAs in a convincing manner.

2. The universe of safety-relevant data elements has not been identified or communicated to operating agencies and SSOAs.
  
3. The parameters for data collection and reporting of safety-relevant information must be clearly defined, including:
1. Frequency of collection/reporting;
2. Detail of collection/reporting; and
3. Which data elements should be made available for national analysis and which should be retained for analysis at the operating agency level.

4. Current methods and procedures for reporting and accessing national public transportation data are often complex and not user-friendly.

5. It is unclear how (or by which agency) national safety data will be reviewed, analyzed, and communicated. In particular, it is unclear how confidential safety data will be protected from disclosure. A process for ensuring the confidentiality of operating agency safety data, and allowing national information sharing and analysis, should be developed so that operating agencies can submit safety data without putting themselves in potential legal jeopardy.

6. MAP-21 requires that FTA develop and implement appropriate internal control activities to ensure that safety incident data are reported accurately and reliably. At a minimum, this will require improvements to the State Safety Oversight Rail Accident Database and the NTD. However, it is unclear if these systems are well-suited to support FTA’s expanded safety oversight mandate. 

3. [bookmark: _Toc350158407][bookmark: _Toc352618583][bookmark: _Toc364780438][bookmark: _Toc372892519]Public Transportation Safety Standards and Performance Criteria
a. [bookmark: _Toc350158408][bookmark: _Toc352618584][bookmark: _Toc364780439][bookmark: _Toc372892520]The Need for National Safety Standards and Performance Criteria
Given the varying sizes and characteristics of operating agencies and SSOAs, there is a need for more expertise and resources to comprehensively evaluate the design, engineering, construction, operation, and maintenance requirements for vehicles, infrastructure, and other assets in a safety context. National safety standards and performance criteria are needed to ensure that all operating agencies can confidently procure new assets that are safe for public transportation use. Furthermore, national safety standards and performance criteria are needed to define appropriate maintenance and operations procedures for existing assets and for use in oversight and enforcement roles, in particular, as a benchmark to be used during the inspection of existing assets. 
In some cases, standards or performance criteria developed by the American Public Transportation Association (APTA), OSHA (Occupational Safety and Health Administration), or other organizations are broadly used within the industry, and may be suitable for incorporation by reference into the National Plan. However, they have not been officially adopted by the majority of operating agencies, and operating agencies may have been altered them in practice, in ways that have not been sufficiently documented. Also of concern is that many existing standards and performance criteria were developed without the benefit of participation from State oversight and organized labor representatives. Therefore, caution should be exercised when considering incorporating by reference, to ensure current practice and input from all stakeholders is reflected. Incorporation by reference should follow the same process as the development of new standards outlined in section 3(d) of this letter report.
b. [bookmark: _Toc350158409][bookmark: _Toc352618585][bookmark: _Toc364780440][bookmark: _Toc372892521]Suggested Categories for National Safety Standards and Performance Criteria
TRACS suggests that safety standards and performance criteria be grouped into three major categories: 
· Procurement – those which apply at the time of new capital investments;
· Maintenance – those which apply to existing assets; and
· Operations – those which deal with the use of assets to provide transit services.
Within each major category, rail standards and criteria should be defined for:
· Vehicles;
· Track;
· Structures;
· Signals and Train Control;
· Communications;
· Operations;
· Stations;
· Grade Crossings; and
· Power Systems.
Similar performance standards and criteria should be developed for non-rail fixed guideway transit systems.
When applicable, standards should require that the results of inspections be recorded not just as pass/fail, but in a manner that will enable
· trend analysis; 
· identification of potential problems; 
· understanding of system safety implications; and 
· resolution before a failed inspection.
c. [bookmark: _Toc364780441][bookmark: _Toc372892522]FTA Authority under MAP-21
FTA should clearly assert its interpretation of the standards-making authority granted under MAP-21. 
MAP-21 amended 49 USC, section 5329 to require FTA to establish in the National Plan “safety performance criteria for all modes of public transportation,” and “minimum safety standards for public transportation vehicles used in revenue service operations”. This language could be interpreted to draw a distinction between safety performance criteria and safety standards, two terms commonly considered synonymous, or to limit FTA’s oversight authority to vehicles. TRACS encourages FTA to resolve this ambiguity by interpreting these MAP-21 requirements as mutually-supportive, providing a broad mandate to define and adopt enforceable standards and performance criteria for all safety-related areas of public transportation, including but not limited to vehicles.  
If FTA determines that its standards-making authority under MAP-21 is limited to vehicles, TRACS recommends that FTA clearly define the terms “safety standard” and “safety performance criteria” and seek expanded standards-making authority through future legislation that will enable it to promulgate standards for all safety-related aspects of public transportation. Furthermore, to the extent FTA may lack statutory standards-making authority, it should provide support and encouragement to the industry to develop and adopt voluntary standards for those areas which FTA is not authorized to regulate. Regardless of any limits on the establishment of safety standards, TRACS believes MAP-21 permits FTA to establish enforceable safety performance criteria for all safety-related aspects of all modes of public transportation through regulation and technical guidance.
Where SSOAs have independent safety oversight and regulation authority, safety performance criteria and standards have in some cases already been developed.  FTA should work with the relevant States to evaluate these minimum standards for national application, and when appropriate, should promote or incorporate these existing standards and performance criteria into national efforts. The States are not preempted from adopting their own, more stringent safety standards and performance criteria. Where States have already adopted their own safety standards and performance criteria that are more stringent, they should work with the industry and FTA in a negotiated rulemaking or other consensus-based approach to adopt national safety standards and performance criteria. For those transit properties that operate in more than one State or jurisdiction, the FTA could provide assistance, as needed, to negotiate a standard operating environment.
d. [bookmark: _Toc352618586][bookmark: _Toc364780442][bookmark: _Toc372892523]Process for Development and Adoption of National Safety Standards and Performance Criteria
TRACS recommends that FTA work with all public transportation stakeholders to institute a process for the incorporation by reference of existing standards and performance criteria, as well as the development, review, and formal adoption of new national safety standards and performance criteria, through a negotiated rulemaking process or other consensus-based approach.
To implement this recommendation, TRACS suggests that FTA establish a transit industry safety standards and performance criteria committee that includes the following characteristics:
· Broad stakeholder representation;
· Representatives trained in interest-based bargaining;
· Administrator taskings that lead to working groups;
· Professional facilitation of working groups;
· A consensus-based approach;
· Working group membership based on needed expertise and proportional representation;
· Non-committee members invited to participate in working groups when appropriate – in some cases, referring technical issues to existing standard-making bodies that are asked to write technical safety standards and performance criteria for consideration by the working group (see Appendix A for examples of existing standards-making bodies); and
· Sponsoring Federal agency is free to accept or set-aside committee advice.
TRACS recognizes that establishing and operating such a committee will be difficult. In particular, the following challenges should be addressed by FTA, either in the committee charter or through the committee’s business practices:
· Determining committee membership – Given the variety of types and sizes of operating agencies, would the industry agree that a sample of members could provide adequate representation for all, or would individual operating agencies advocate for direct representation on the committee?

· Travel restrictions – The majority of potential committee members may be employees of public organizations that often have restrictions on employee business travel.  Meetings should be carefully planned to minimize the travel demands of representatives, by varying the geographic regions in which meetings are held, and by providing financial travel assistance to public agency representatives to offset costs.

· Reaching consensus -- Even if consensus is not always reached, or if the committee’s recommendations are not formally adopted by FTA as-written, the process itself will provide a valuable forum for the various parties to work through differences. In instances when the parties cannot reach consensus on all aspects of a safety standard or performance criterion, progress can be made either through voluntary adoption of negotiated aspects, or through a formal rulemaking that incorporates consensus elements of the committee advice and makes use of any new information and analyses that might come from the negotiations. 

· Committee formation -- The suggested safety standards and performance criteria committee could be accomplished through the existing TRACS working group process. Non-TRACS members could be added to working groups for specialized expertise and experience to address specific taskings. However, TRACS makes no recommendation on the specific organization of the suggested committee. It may be that the industry and FTA would be better served by forming a stand-alone committee apart from TRACS. Further study and stakeholder consultation may be needed.
Relevant Recommendations of the National Transportation Safety Board in developing National Safety Standards and Performance Criteria
Section 5329(b)(2)(C) of MAP-21 requires the national public transportation safety plan to include minimum safety performance standards for public transportation vehicles used in revenue operations that, to the extent practicable, take into consideration relevant recommendations of the National Transportation Safety Board (NTSB). The TRACS Committee recommends that this requirement be broadened to include other public transportation safety recommendations by the NTSB, not only those recommendations that directly apply to vehicles. This would be an ongoing process, and would best be accomplished by the transit industry safety standards and performance criteria committee. The committee would, on a regular basis, review and consider NTSB recommendations regarding public transportation safety and develop relevant safety measures and strategies based on those NTSB recommendations for incorporation into the national plan. 
Phased Implementation of National Safety Standards and Performance Criteria
TRACS recommends a phased approach to the identification and adoption of national safety standards and performance criteria, as detailed below:
1. Crashworthiness of vehicles (e.g., structural integrity, prevention of telescoping);
2. All other vehicle standards and performance criteria (e.g., wheels, brakes, operator compartment ergonomics); and
3. Non-vehicle standards and performance criteria for safety-related aspects of public transportation.
TRACS advises FTA to focus initial efforts on rail fixed guideway transit systems, and to also address operating standards and performance criteria for mixed fleets. FTA may also consider adopting related Federal Motor Carrier Safety Administration (FMCSA) standards for buses when appropriate.
Adoption and implementation of safety standards and performance criteria should build upon existing FTA guidance. Early in the process, TRACS advises FTA to work with all stakeholders to review, update, and formally adopt all safety-related guidance currently used as part of its grant-making activities (often documented in FTA circulars[footnoteRef:1]). Such guidance was originally developed based on testing and research, and has been vetted over decades of grant-making experience.    [1:  http://www.fta.dot.gov/legislation_law/12349.html ] 

Define a Variance Process
In parallel to establishing a safety standards and performance criteria committee, TRACS recommends that FTA define a process by which an operating agency may apply for and receive an official variance from national safety standards and performance criteria, once formally adopted and enforceable. TRACS anticipates that such variances will be needed in unusual cases, due to the diversity of the industry. The method of requesting a variance from formally adopted national safety standards and performance criteria should consider relevant State procedures and ensure due process of law. 
e. [bookmark: _Toc364780443][bookmark: _Toc372892524][bookmark: _Toc352618587]Adopted Safety Standards and Performance Criteria 
This section would list the safety standards and performance criteria officially adopted through the process defined in sub-section d above. At a minimum, this section should include safety standards and performance criteria for the production, procurement, operations, and maintenance of public transportation vehicles, and should show how any related NTSB recommendations are addressed. If additional safety standards or performance criteria are included that do not relate to vehicles, the National Plan should also address any related NTSB recommendations.
Application and enforcement of safety standards and performance criteria should be addressed in the Roles and Responsibilities section of the National Plan.
4. [bookmark: _Toc352618588][bookmark: _Toc364780444][bookmark: _Toc372892525]Training, Certification, and Technical Assistance
[bookmark: _Toc352618589]
MAP-21 requires the Secretary of Transportation to “establish a public transportation safety certification and training program for Federal and State employees, or other designated personnel, who conduct safety audits and examinations of public transportation systems and employees of public transportation agencies directly responsible for safety oversight”(49 USC Section 5329(c)(1)).
This section of the National Plan should explain the need for a national safety competency training and certification program, list the competencies for which training is needed, and describe the process through which competencies will be certified.
In addition, consistent with the overall move to a national SMS approach for public transportation safety, the National Plan should demonstrate FTA’s commitment to providing operating agencies and SSOAs with technical assistance and training in SMS principles, practices, and implementation.
a. [bookmark: _Toc364780445][bookmark: _Toc372892526]The Need for a Comprehensive, Consistent Approach
This section should begin by describing the conditions in the public transportation industry prior to the establishment of the national safety program. 
Partially because of FTA’s pre-MAP-21 limited safety jurisdiction, the public transportation industry has not developed a comprehensive approach to the training and certification of individuals tasked with State and Federal public transportation safety oversight, or individuals in safety-related positions at the operating agency level. In some cases, FTA and SSOA employees need more knowledge of the public transportation industry, and of SMS principles and practices, to effectively perform their oversight responsibilities. 
At the operating agency level, safety practices and procedures vary significantly, meaning that individuals may need to be effectively retrained when moving between systems. This may make it difficult for operating agencies to confidently identify and hire individuals with needed safety expertise, particularly for safety inspector and auditor positions.
TRACS recommends that for FTA to effectively implement the MAP-21 requirements,        national safety competency training and certification should be required for: 
· FTA employees with responsibility for oversight of public transportation safety;
· SSOA staff with responsibility for oversight of rail system safety;
· The chief safety officers or other top leadership of operating agencies; and
· Operating agency safety training programs.
The chief safety officers or persons responsible for managing the agency’s safety management systems must possess specialized knowledge in fundamental safety management concepts and processes, including methods for the identification, assessment and evaluation of hazards; safety assurance methods; development of risk mitigation strategies; and measurement and evaluation of safety management processes and mitigation strategies.  This knowledge should be gained through formal education (such as through the Transportation Safety Institute, National Safety Council, American Society of Safety Engineers, World Safety Organization, universities, or other accredited organizations) and/or work experience.  FTA should consider current chief safety officers who have had sufficient training and work experience to be eligible for certification. 
Many operating agency employees, including front-line employees, have critical safety responsibilities. The training of these employees is the sole responsibility of each operating agency. However, TRACS recommends that the SSOA in the case of fixed guideway agencies, and FTA in the case of bus-only agencies, periodically review and evaluate the training program used by each operating agency, to ensure that they meet minimum standards. 
b. [bookmark: _Toc352618590][bookmark: _Toc364780446][bookmark: _Toc372892527]Public Transportation Competencies
Training standards are needed for, at a minimum, the competencies identified below (adapted from the TRACS Working Group 10-02 Letter Report to the FTA Administrator on the characteristics of the ideal SSOA). These competencies should be maintained by or available to FTA, SSOAs, and Operating Agencies.

	Competencies to be maintained by full-time staff:
	Competencies  to be available when needed, through inter-agency agreement or other pre-arrangement:

	Safety Management Systems
	Transit Operating Practices

	Hazard Management and Risk Analysis
	Systems, Track and Structures

	Audits
	Vehicle Performance and Maintenance

	Safety Inspections
	Train Control and Power Distribution Systems

	Accident Investigation
	All Hazard/Risk Recognition 



c. [bookmark: _Toc352618591][bookmark: _Toc364780447][bookmark: _Toc372892528]Public Transportation Safety Competency Training and Certification Programs
The National Plan should describe the competency training and certification programs that FTA will provide for FTA and SSOA staff. TRACS recommends that these be adapted from existing inspector training and certification programs. FTA should define the minimum standards by which operating agency training programs will be evaluated, and make available the necessary safety competency training for employees of agencies that do not have their own program.
Certification for FTA and SSOA staff should require on-the-job and classroom training in each competency, an exam, and required hours of practical experience. TRACS recommends that for competencies required for safety inspectors, the certification and maintenance requirements should include active work in that area (e.g., a minimum number of inspections performed per period). Procedures for “grandfathering” individuals with significant safety experience from the initial certification requirements will also be needed, particularly for those who already possess safety credentials, as will procedures for “grandfathering” operating agency safety training programs.
TRACS recommends that FTA provide a full cadre of trained and certified inspectors at the FTA Region level to supplement and support SSOA inspection staff. This would support the goal of developing skills that are transferable between agencies and modes, enable the industry to capitalize on economies of scale, and support small SSOAs that have only occasional need for highly specialized inspectors. TRACS recognizes that funding to provide a pool of trained inspectors may not be immediately available. 
Consistent with the funding provided to States for SSOAs to improve their safety practices, TRACS recommends that FTA pay the full costs (including travel, lodging, and per diem) of any required training or certification expenses for operating agency employees or programs.
d. [bookmark: _Toc364780448][bookmark: _Toc372892529]Agency Technical Assistance Program 
SMS is at the core of all TRACS recommendations for the National Plan and the FTA national public transportation safety program. As such, in addition to safety-competencies training and certification for individuals, TRACS recommends that FTA establish a national technical assistance program to support the implementation of the National Plan, agency plans, and the overall move to an SMS approach to public transportation safety.
Agency technical assistance should cover a wide variety of topics and take many different forms, depending on the sophistication and experience of the intended audience (i.e., operating agencies or SSOAs), and should be focused on helping operating agencies implement and sustain SMS principles throughout their safety activities. FTA should staff each Regional Office with a safety specialist available to SSOAs and operating agencies for safety issues.  Figure 1 below shows how many operating agency safety competencies and risk control strategies fit within an SMS framework. FTA can support operating agencies by providing technical assistance and training opportunities related to each of these areas.
In addition to the classroom and on the job training, the agency technical assistance program should include less formal educational opportunities including, for example:
· Webinars;
· Peer exchanges and leadership conferences;
· Guidance documents or circulars;
· Implementation checklists;
· Research reports;
· A web-based clearinghouse of materials; and
· A recognition program for exemplary practices.
     · Asset Management and Maintenance
· Health, Wellness, and Fatigue Management
· Work Zone Safety
· Defensive Driving and Operations
· Crisis Management and Continuity of Operations
· Emergency Response Procedures
· NIMS
Risk Control Strategies







Figure 1: Operating Agency Safety Competencies and Risk Control Strategies in SMS Framework 

A Model for SMS Maturity
Significant variation in SMS maturity exists among the numerous public transportation operating agencies nationwide. TRACS recognizes that a transition to effective SMS principles and practices requires sustained systemic change. High-performing operating agencies that exhibit these practices have built SMS elements into their organizations over many years, incrementally increasing their level of maturity, culture, policies, and safety practices.
To enhance development of SMS maturity, TRACS recommends that FTA adopt a maturity model framework for operating agency technical assistance, similar to the one proposed in the TRACS Working Group 10-01 Letter Report (Figure 2). The model shows the continuum for development of process maturity from one level to the next. As an operating agency progresses along the continuum, there is increasing safety commitment and leadership across the organization, increasing sophistication of safety processes integrated directly into operations and maintenance processes, and increasing trust and involvement of the front-line worker to solve critical safety issues. Although skipping levels might be viewed as desirable, it is not operationally realistic, nor feasible.. Thus, for an operating agency to change its safety culture by implementing the principles and practices recommended, it is imperative that it understands where it is along the continuum and what next steps will be most successfully implemented.
A baseline SMS approach to public transportation safety is achieved in the third step of the TRACS SMS maturity model, with the first two levels representing typical pre-SMS safety policies and activities currently more common in the public transportation industry. Mature SMS practices are shown in subsequent levels on the maturity model. The majority of early training and technical assistance efforts should be focused on helping all operating agencies reach a minimum level of SMS maturity, similar to the third step in the TRACS model. To inform this effort, FTA should collect and disseminate best practices for measuring operating agency safety culture, with  input from both management and labor. 

Figure 2: TRACS SMS Maturity Model 
Public Transportation Safety Research
To promote high SMS maturity in the public transportation industry, TRACS recommends that FTA continue to research and disseminate materials that will advance the state of the practice in the industry, as recommended by TRACS Working Group 10-01. 
It is critical that FTA engage in research to identify leading indicators of safety risk that may be common across public transportation systems. Leading indicators may be derived from trends in the root causes of close calls, incidents, or violations, trends in maintenance practices, but may also be evident in relating measurements of employee attitudes toward safety, organizational hiring, training, or communications practices to safety outcomes. FTA should provide guidance on which leading indicators are most effective in gauging safety risk and provide guidance on how to implement those measures so that operating agencies may effectively adjust processes and practices.  
However, national safety research should not be limited to analysis of leading indicators. FTA should explore a wide variety of topics related to public transportation safety, such as behavior-based research on peer safety interventions, or notable practices used in development of agency safety plans. To the extent practicable, FTA should coordinate with other agencies of the Department of Transportation to achieve economies of scale, to adapt research results from other modes, and to avoid duplicating completed or ongoing research of other modes. 
5. [bookmark: _Toc352618592][bookmark: _Toc364780449][bookmark: _Toc372892530]Certification of SSOAs
FTA’s new responsibility to certify SSOAs provides an important opportunity to proactively drive improvements in the structure and practices of SSOAs. Some weaknesses in the existing public transportation safety oversight structure stem from inadequate capacity, funding, and independence of SSOAs. In seizing this opportunity, FTA will be challenged to strike a reasonable balance between the SSOA oversight, investigation, and enforcement authority required in MAP-21, and the need for operating agencies to exercise their own judgments based on in-depth knowledge of their specific systems. FTA should work closely with all parties to find the proper minimum requirements for SSOAs. The National Plan should include a section that details FTA’s expectations of SSOAs and the specific minimum requirements for SSOA certification. 
[bookmark: _Toc372892531]The “Old” Way
In the public transit industry sector, the traditional relationship of the safety oversight agencies (FTA and SSOAs) and the overseen (operating agencies) has been  largely one of separation, where the  transit agencies are the entities responsible for determining their own safety related procedures, activities, and expenditures within the parameters of 49 CFR part 659. In this context, safety oversight is something to be later separately investigated and observed by the SSOAs and FTA, in hindsight, once a safety incident has occurred. These investigations often focus on determining where the operating agency was at fault, and then make corresponding recommendations to avoid a similar occurrence in the future. While this procedure may be useful in diminishing the likelihood of future similar events, it does little to prevent the original event from occurring in the first place. 
[bookmark: _Toc372892532]The New Vision
[bookmark: _Toc352618593][bookmark: _Toc364780450]A shift to a new SMS approach, with a dynamic, collaborative way of doing business, will provide the opportunity to be more proactive in identifying and preventing safety incidents. The SSOAs should partner with the operating agencies in the safety and security problem-solving process. 
d. Requirements for SSOA Certification
In order to be certified, TRACS recommends that FTA require SSOAs to demonstrate the following attributes. FTA challenges are noted.
· The SSOA maintains full-time staff certified in the needed competencies defined by the National Plan.

· The SSOA has procedures in place to ensure that all operating agencies it oversees conform to the requirements of their agency plans.
· MAP-21 requires States with rail fixed guideway transit systems not regulated by FRA to establish SSOAs which will be subject to FTA certification, or face loss of funding. For an SSOA to attain FTA certification, the State must grant the SSOA certain authorities delineated in 49 USC §5329(e)(4)(A)(iv), among them, the authority to review, approve, oversee, and enforce the implementation by the rail fixed guideway public transportation agency of the public transportation agency safety plan.
  
· FTA’s challenge is to carefully define what specific authority is reasonable at the SSOA level to satisfy the MAP-21 requirement, and should include public transportation industry, labor union, and government representatives in this process.

· TRACS recommends that FTA initially retain the current  triennial review process defined under 49 CFR part 659, but gradually shift to a structure more consistent with an SMS approach, which focuses on evaluating the operating agency’s commitment to data-driven identification and mitigation of safety risks, leadership commitment to safety, and organization-wide communication and emphasis on safety.

· The SSOA has procedures in place to require the operating agencies it oversees to adhere to safety performance criteria and standards set forth by FTA and the State, through the National Plan, State regulation, or subsequent processes.
· MAP-21 requires that an SSOA “adopts and enforces Federal and relevant State laws on rail fixed guideway public transportation safety” (49 USC §5329(e) (3) (B)), and that the SSOA “has investigative and enforcement authority with respect to the safety of rail fixed guideway public transportation systems of the eligible State” (49 USC §5329(e) (4) (A) (v)).  

· FTA’s challenge is to work closely with SSOA and operating agency representatives to define the scope of the required investigation and enforcement authorities that SSOAs will need to obtain FTA certification. 

· Authority to conduct independent inspections of operating agency properties, the timing and advance notice of any inspections, and the imposition of emergency stop orders and remediation plans are likely to be particularly controversial.

e. [bookmark: _Toc352618594][bookmark: _Toc364780451][bookmark: _Toc372892533]Potential Incentives and Enforcement Mechanisms
The National Plan should discuss the potential incentives and enforcement mechanisms available at both the Federal and State levels to support effective implementation of the plan. TRACS recommends that FTA do the following:
· Provide funds for SSOAs to meet minimum certification criteria when appropriate.

· Establish a pool of trained and certified safety inspectors in each FTA Region, for SSOAs to draw upon as needed, looking to existing regional inspector systems as a model.

· Staff each Regional Office with a safety specialist available to SSOAs and operating agencies for safety issues.
 
· Sponsor a recognition program for SSOAs (and potentially also operating agencies) with exemplary safety practices. This might include  peer exchanges featuring recognized organizations.
· However, FTA should exercise caution, limiting the recognition to discrete practices, not endorsing the overall safety of a particular SSOA or transit system.
 
· For SSOAs that fail to meet the certification criteria described in the National Plan, judiciously utilize the funding sanctions outlined in MAP-21, which include the following options:
· Withhold administrative support funds from an SSOA;
· Withhold up to five percent of an urbanized area’s section 5307 apportionment; or
· Require a public transportation system to use Federal funding for safety-related improvements to their system rather than for expansion or other capital improvements, until the SSOA has been certified.  

From among these options, TRACS believes that directing funds to safety improvements is preferable to withholding funds.
f. [bookmark: _Toc352618595][bookmark: _Toc364780452][bookmark: _Toc372892534]Implementation of SSOA Certification Program
TRACS recommends that FTA adopt a phased approach to the certification of SSOAs and the implementation of associated incentives and enforcement tools. TRACS recommends that FTA: 
· Focus initially on the rail fixed guideway oversight SSOAs that are currently in place pursuant to 49 CFR part 659. 

· Provide an initial grace period before the implementation of enforcement tools, to allow all SSOAs to adjust their staffing and practices to meet new requirements, and to accommodate State budgeting processes and timelines.

· Evaluate whether or not the funding provided for SSOAs under MAP-21 is sufficient to support their more active involvement in public transportation safety oversight as outlined in the National Plan. Seek to provide increased funding if needed.

· Work with the States and TRACS to define processes for the decertification of SSOAs when necessary, to resolve problems before monetary enforcement tools are used. However, these processes should be carefully crafted so that the threat of using monetary enforcement tools is not substantially diminished. 
g. [bookmark: _Toc364780453][bookmark: _Toc372892535]Dispute Resolution
The National Plan should make mechanisms available to resolve disputes between FTA and SSOAs relating to SSOA certification, and between SSOAs and operating agencies relating to SSOA oversight.  Dispute resolution processes should be progressive and provide for due process at all levels.

6. [bookmark: _Toc352618596][bookmark: _Toc364780454][bookmark: _Toc372892536]Organizational Roles and Responsibilities
The National Plan should describe the organizational roles and responsibilities for all parties involved in the new national public transportation safety program. The structure defined in MAP-21 consists of three tiers: Federal, State, and Operating Agency. To be effective, the National Plan must clearly define the three-tiered structure of the national public transportation safety program and define roles and responsibilities at each level. This would most effectively be done using the four pillars of SMS as an organizing element:
· Safety Policy
· Safety Risk Management
· Safety Assurance 
· Safety Promotion
The following sections provide a potential model for national public transportation safety roles and responsibilities, as recommended by TRACS.

a. [bookmark: _Toc364780455][bookmark: _Toc372892537]Federal Roles and Responsibilities
Figure 3 below illustrates the major roles and responsibilities of FTA in the national public transportation safety oversight structure. Brief descriptions of each element follow.
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Figure 3: Federal Safety Roles and Responsibilities
[bookmark: _Toc354945761][bookmark: _Toc359828810][bookmark: _Toc359849994][bookmark: _Toc360377805][bookmark: _Toc360802316][bookmark: _Toc364780456][bookmark: _Toc372892538]Safety Policy
· Develop National Plan: FTA develops the National Plan to serve as a guiding document for the overall national public transportation safety enterprise.
· Certification Requirements for SSOAs: Through the National Plan and subsequent rulemaking, FTA sets policy for the certification of SSOAs, as required under MAP-21.
· SSOA Funding Program: FTA establishes rules and procedures for the distribution of funds to support the enhancement of SSOAs, as authorized by MAP-21.
· National Data Collection Standards and Reporting Requirements: The NTD, the SSOA accident investigation database, and other relevant data collection and reporting mechanisms are refined, updated, or established by FTA to meet the needs of the national public transportation safety program, and in particular, to support reporting of national performance measures and the identification of leading indicators of public transportation safety risk, as recommended by TRACS. This includes the establishment of pilot confidential close call reporting systems, and procedures for the protection of public transportation safety data from public disclosure.
[bookmark: _Toc354945762][bookmark: _Toc359828811][bookmark: _Toc359849995][bookmark: _Toc360377806][bookmark: _Toc360802317][bookmark: _Toc364780457][bookmark: _Toc372892539]Safety Risk Management
· National Performance Management Approach: FTA defines performance measures for all modes of public transportation in the National Plan, and defines requirements for operating agencies to address in the agency plans.
· Standards Development and Adoption: Crashworthiness standards for rail transit vehicles are included in the National Plan. FTA establishes a process for the development and adoption of  industry-consensus standards for all other safety-relevant aspects of public transportation. FTA formalizes adopted standards through required rulemaking processes.
· State of Good Repair Definition and Asset Management Approach: A definition of “State of Good Repair” for the transit industry is established by FTA in the National Plan, as required by MAP-21. FTA works with the industry to research and define the relationship between asset management and public transportation safety from a safety risk management perspective.
[bookmark: _Toc354945763][bookmark: _Toc359828812][bookmark: _Toc359849996][bookmark: _Toc360377807][bookmark: _Toc360802318][bookmark: _Toc364780458][bookmark: _Toc372892540]Safety Assurance
· Certification of SSOAs: FTA must evaluate whether or not each SSOA meets minimum certification qualifications. 
· Training and Certification Program: FTA establishes training and certification standards for all safety-relevant competencies, as defined in the National Plan and subsequent rulemakings.
· Inspector Pool to Support SSOAs and Agencies: FTA provides a pool of inspectors certified in all FTA-defined competencies. States and operating agencies may draw upon this pool as needed to support their inspection and accident investigation responsibilities.
· Enforcement Approach: FTA may choose to take action when SSOAs do not meet minimum certification standards, or when SSOAs fail to ensure that operating agencies in their States meet formally-adopted safety standards, under the authorities granted under MAP-21. FTA should clearly define the conditions under which specific authorities will be used.
[bookmark: _Toc354945764][bookmark: _Toc359828813][bookmark: _Toc359849997][bookmark: _Toc360377808][bookmark: _Toc360802319][bookmark: _Toc364780459][bookmark: _Toc372892541]Safety Promotion
· Highlighting National Safety Trends: FTA identifies and highlights trends in public transportation safety, including leading indicators of safety risk and best practices in mitigating safety risk.
· Facilitating National Information Sharing and Analysis: FTA establishes tools, venues, and processes to encourage the broad sharing of industry safety information. This may include confidential close-call reporting systems, protecting agency safety data from public disclosure, peer exchanges, and research, among others.
· Incentivizing SMS Maturity Continual Improvement: FTA establishes programs that support SSOAs and operating agencies in adopting more mature SMS practices.
· Toolkits, Checklists, Guidebooks, and Technical Assistance: FTA develops and makes available tools, guidance, and technical assistance to help SSOAs and transit agencies follow the requirements of Federal public transportation safety rules and recommendations; this would include a safety specialist in each Regional Office available to SSOAs and operating agencies for safety issues.

b. [bookmark: _Toc364780460][bookmark: _Toc372892542]State Roles and Responsibilities
Figure 4 below illustrates the major roles and responsibilities of the States in the national public transportation safety oversight structure. Brief descriptions of each element follow.
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Figure 4: State Safety Roles and Responsibilities
[bookmark: _Toc354945766][bookmark: _Toc359828815][bookmark: _Toc359849999][bookmark: _Toc360377810][bookmark: _Toc360802321][bookmark: _Toc364780461][bookmark: _Toc372892543]Safety Policy
· State Enabling Authority: Each State with fixed guideway public transportation systems establishes an SSOA and provides it with sufficient authority to carry out the minimum requirements for certification by FTA, as outlined in the National Plan and/or subsequent FTA rulemaking.
· Legal and Financial Separation from Operating Agencies: As required under MAP-21, States establish governance and funding structures for SSOAs that ensure both legal and financial separation between SSOAs and the operating agencies they oversee.
· State Specific SMS Regulations and Protocols: States may choose to define State-specific public transportation safety regulations and protocols that go beyond the minimum requirements set forth in the National Plan and subsequent FTA rulemaking.
[bookmark: _Toc354945767][bookmark: _Toc359828816][bookmark: _Toc359850000][bookmark: _Toc360377811][bookmark: _Toc360802322][bookmark: _Toc364780462][bookmark: _Toc372892544]Safety Risk Management
· Submit Accident Report Data to FTA: SSOAs submit accident reports to FTA for all incidents that exceed applicable Federal reporting thresholds.
· Validate Agency Hazard Management Process: SSOAs review the hazard management processes in place at the fixed guideway operating agencies in their State, and validate that they meet Federal and State requirements.
· Review Agency Safety Plans: SSOAs review and approve the agency plans of the fixed guideway operating agencies within their State. It is the responsibility of the SSOA to ensure that all requirements, as defined by FTA or the State, are met.  
[bookmark: _Toc354945768][bookmark: _Toc359828817][bookmark: _Toc359850001][bookmark: _Toc360377812][bookmark: _Toc360802323][bookmark: _Toc364780463][bookmark: _Toc372892545]Safety Assurance
· Periodic Safety Audits: SSOAs perform audits of the safety management systems in place at each fixed guideway operating agency in their State. Initially, audits are performed every three years.
· Agency Inspections: If enabled by the State, SSOAs perform independent inspections of operating agencies to verify the effectiveness of agency safety practices in identifying and mitigating safety risks.
· Participation in Accident Investigation and Root Cause Analysis: SSOAs support operating agencies during accident investigation and root cause analysis. Operating agencies lead these processes. SSOAs provide support and ensure that agency processes defined in the approved agency plan are followed.
· Enforcement Mechanisms: SSOAs take action when necessary to compel operating agencies to comply with minimum Federal or State safety regulations and standards. TRACS believes enforcement tools should be commensurate with the risks presented, and that emergency stop orders should be used only when an unacceptably dangerous situation exists and the operating agency is unable to immediately correct it, or an operating agency fails to submit a viable plan for prompt corrective action of an unacceptable safety risk.
· Incentives:  TRACS prefers incentives over enforcement actions and believes their use is more consistent with an SMS approach to safety oversight. 
[bookmark: _Toc354945769][bookmark: _Toc359828818][bookmark: _Toc359850002][bookmark: _Toc360377813][bookmark: _Toc360802324][bookmark: _Toc364780464][bookmark: _Toc372892546]Safety Promotion
· Participate in National SSOA Information Sharing: SSOAs participate in regular national conferences, peer exchanges, and other events to share safety challenges and successes that may be applicable to other States.
· Maintain Competency Certifications: SSOAs are responsible for ensuring that SSOA staff maintains FTA certifications for all competencies required in the National Plan and any subsequent FTA rulemaking. 
c. [bookmark: _Toc364780465][bookmark: _Toc372892547]Operating Agency Roles and Responsibilities
Figure 5 below illustrates the major roles and responsibilities of operating agencies in the national public transportation safety oversight structure. Brief descriptions of each element follow.
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Figure 5: Operating Agency Safety Roles and Responsibilities
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· Agency Safety Plan: Each operating agency develops an agency safety plan that meets the minimum requirements defined by FTA in the National Plan and subsequent rulemaking.
· Asset Management Plan: Each operating agency’s asset management plan addresses the relationship (if any) between asset condition and safety, consistent with the FTA definition of “State of Good Repair” and any subsequent related rulemaking.
· Designation of Accountable Executive: Each operating agency designates a top-level executive as the individual responsible and accountable for all safety management decisions and performance. Ideally, this would be the executive with final authority over budgeting and funding decisions (e.g., Chief Executive Officer, President). 


[bookmark: _Toc354945772][bookmark: _Toc359828821][bookmark: _Toc359850005][bookmark: _Toc360377816][bookmark: _Toc360802327][bookmark: _Toc364780467][bookmark: _Toc372892549]Safety Risk Management
· Hazard Management Process: Each operating agency establishes and maintains a continuous hazard identification and management process that complies with the minimum standards identified in the National Plan and subsequent FTA rulemaking, as well as any State-specific requirements.
· Data Collection and Analysis: Operating agencies collect and analyze relevant data about the safety risk and performance of their systems. At a minimum, these data should be sufficient for tracking safety performance measures as defined in the National Plan and the targets and/or goals set in the agency plan.
· Performance Targets and Goals: Operating agencies set safety performance targets and/or goals in the agency plan that are achievable, time-bound, and address agency-specific safety issues as well as support the high-level goals of the National Plan.
[bookmark: _Toc354945773][bookmark: _Toc359828822][bookmark: _Toc359850006][bookmark: _Toc360377817][bookmark: _Toc360802328][bookmark: _Toc364780468][bookmark: _Toc372892550]Safety Assurance
· Safety Inspections: Using personnel trained under an approved program, operating agencies perform regular inspections of all vehicles, equipment, and facilities for compliance with minimum safety standards.
· Accident Investigation and Root Cause Analysis: Accidents and serious incidents are investigated by operating agencies to determine root and contributing causes and relevant corrective actions that may be taken to prevent future safety incidents.
[bookmark: _Toc354945774][bookmark: _Toc359828823][bookmark: _Toc359850007][bookmark: _Toc360377818][bookmark: _Toc360802329][bookmark: _Toc364780469][bookmark: _Toc372892551]Safety Promotion
· Safety Training Program: Agency employees participate in safety competency training programs that ensure that all employees with safety responsibilities have the necessary competencies defined in the National Plan and subsequent rulemaking, as well as agency-specific safety training needed to minimize safety risks.
· Participate in State and National Information Sharing: Operating agencies participate in formal and informal information sharing activities at the State and National levels to help identify safety risk trends and promote successful practices.
7. [bookmark: _Toc352618598][bookmark: _Toc364780470][bookmark: _Toc372892552]Implementation, Monitoring, and Updating
c. [bookmark: _Toc352618599][bookmark: _Toc364780471][bookmark: _Toc372892553]Timeline for initial implementation
TRACS recommends that the National Plan contain a timeline for the implementation of its various components. Whenever possible, TRACS recommends that FTA pursue a phased approach to implementation that enables it to meet the statutory requirements of MAP-21 but allows for later expansion to include the additional elements recommended by TRACS, which are needed for the plan to be a comprehensive national safety plan.
In particular, it is important that the timeline indicate when modes that may not be covered under the first iteration of the National Plan will be included.
d. [bookmark: _Toc352618600][bookmark: _Toc364780472][bookmark: _Toc372892554]Process for monitoring and updating the National Plan
For the National Plan to be a meaningful document that is used in practice, it must be monitored, adjusted, and kept up-to-date with current industry and SSOA thinking, practices, and experience. TRACS recommends that FTA include in the first National Plan the schedule and procedures by which the National Plan will be modified in future years, including any requested ongoing role for TRACS in monitoring the effectiveness of the National Plan or in making future recommendations for improvement. 
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[bookmark: _Toc364780473][bookmark: _Toc372892555]APPENDIX A: Examples of Existing Technical Standards-Making Bodies

Section 3(d) of the TRACS Working Group 12-01 Letter Report details the TRACS recommendation that FTA form a safety standards performance criteria  advisory committee to address all safety-related aspects of all modes of public transportation. Included in this recommendation is an expectation that such a safety standards and performance criteria advisory committee would require significant outside technical assistance. 
There are many existing standards-making bodies which the recommended advisory committee may draw upon when needed. The following contains examples for illustrative purposes only. It may be appropriate for working groups to include participation from such standards-making bodies, or in some cases, for the advisory committee to request that one or more standards be provided by an outside body for consideration by the committee.

Example Technical Standards-Making Bodies:
American National Standards Institute (ANSI): http://www.standardsportal.org
American Public Transportation Association (APTA): http://www.apta.com
American Society of Mechanical Engineers (ASME): http://www.asme.org
American Society for Testing and Materials (ASTM): http://www.astm.org
British Standards Institution (BSI): http://www.bsiamerica.com
Institute of Electrical and Electronics Engineers (IEEE): http://www.ieee.org
International Organization for Standardization (ISO): http://www.iso.org
National Institute of Standards and Technology (NIST): http://www.nist.gov
Society of Automotive Engineers (SAE International): http://www.sae.org
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