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“While rail transit is safe, the Administration believes we must take serious steps now to make it even safer and ensure that it remains safe. We are all aware that rail transit has the potential for catastrophic accidents with multiple injuries, considerable property damage, and heightened public concern. We all must focus our attention and resources on this important issue if we are to maintain public confidence.”
Secretary LaHood, Senate Hearings, 12/10/2009
1. Introduction

Under the Federal Transit Administration’s (FTA) State Safety Oversight (SSO) program, States have the primary responsibility for establishing state safety oversight agencies. As a condition of receipt of FTA grant funds, States are required to designate safety oversight agencies that are responsible for establishing standards for rail safety and security practices and procedures to be used by rail transit agencies (RTAs). Once established, the SSO must oversee the execution of these practices and procedures to ensure compliance. The primary oversight mechanism for SSOs, as designated by FTA, is the requirement that RTAs develop and comply with a System Safety Program Plan (SSPP) and a System Security Plan (SSP). RTAs may use a Security and Emergency Preparedness Plan (SEPP) in lieu of an SSP.
Compliance with current FTA regulations ensures that a basic set of plans and procedures are in place to keep transit systems safe. The primary oversight responsibility, however, rests with SSOs that vary in the scope of their authority and capability to oversee and enforce transit safety. The ideal SSO may vary in size and organizational structure based on the extent of its responsibility, but to be effective, the SSO must be an independent agency with a well-defined scope of authority and the capability to enforce safety standards among the RTAs in its jurisdiction. While many of the attributes of an effective SSO are well understood, significant challenges, not the least of which are the lack of consistent and sufficient funding and safety standards, have limited the effectiveness of SSOs to date. 
We believe FTA can play an important role in overcoming the challenges to effective rail transit safety oversight. In this report we describe the ideal SSO model, outlining the essential functions it should perform, the attributes it should exhibit, and the organizational structure required to support those functions and attributes. We provide a set of specific recommendations that FTA can undertake today to support an effective state oversight agency model across the country.
2. Essential Functions

To effectively ensure the safety and security of rail transit passengers and employees, SSOs must perform a range of functions, including the following:
	Function
	Description

	Certification
	Traditionally, SSOs require that transit agencies certify that safety concerns and hazards are adequately addressed prior to the initiation of passenger operations for New Starts and for subsequent major projects to extend, rehabilitate, or modify an existing system or to replace vehicles and equipment.

	Audit and Inspection

	SSOs must oversee regular reviews of RTA system security and safety. As part of the auditing process, the SSO should review RTA security and safety plans and procedures for compliance with state regulations. In addition, SSOs should have the authority and technical capacity to perform periodic, unannounced inspections or spot audits of facilities, equipment, and operations. 

	Accident Investigations

	SSOs must have processes in place for the notification, investigation, and reporting of accidents. The accident investigation process should be used to recommend corrective actions that address investigation findings.

	Hazard Management & Risk Analysis
	SSOs must ensure that the RTA has an established hazard management process and should actively participate in the process. Accident investigations, audits, facility and equipment inspections, and the analyses of safety trends should provide input into an established hazard management process that identifies and resolves hazards. This process can help in the development of a portfolio of mitigation activities based on an assessment of associated risks. 

	Enforcement
	To enforce safety standards, SSOs must have mechanisms in place to resolve disputes over findings and recommendations, plan for corrective actions, and penalize inaction. 

	Program and Capital Project Review
	SSOs should provide early and continued review of the RTA’s capital program. The SSO can utilize its knowledge of planning, design and construction, and safety and security principles to ensure that safety issues are prioritized in capital planning and that such principles are considered for incorporation in the design of all capital projects affecting safety-critical items. Furthermore, when a major project is initiated, the SSO should play an oversight role in the environmental review process, project initiation, planning, design, construction, implementation, and operation especially if the project addresses identified safety issues.

	Safety Advocacy
	SSOs should be positioned to advocate on behalf of recommendations that would improve the safety of transit. Advocacy may include outreach to communities with transit safety concerns, support for the prioritization of safety issues by RTA leadership, or recommendations for state legislation to improve regulatory control or coordination.


3. Attributes of Effective Agencies
An effective state safety oversight program must be able to independently and comprehensively validate the implementation of rules, practices, policies, and procedures that affect the safety and security of a rail transit system. SSOs that effectively perform the essential functions defined in section 2 generally exhibit a set of common attributes. These attributes include the principles that guide the SSO (independence and collaboration), the resources that support the SSO (staff, funding, and legislative authority), and the manner in which the SSO’s responsibilities are carried out (clearly and consistently). Taken together, these attributes represent a set of critical variables that should be present in an effective organizational model. 
There are synergies and conflicts among these attributes that effective SSOs have learned to balance. The effective SSO fills two distinct roles. The primary role of the SSO is as an auditor, inspector, and enforcer of standards, issuing findings and demanding corrective action. However, to be effective, the SSO must also play a secondary role as a facilitator, supporter, and advocate for effective safety management. While SSOs and RTAs must work together to ensure safety issues are identified and resolved, the SSO must also be able and willing to enforce safety standards and regulations. 
Independence
Independence is a critical characteristic of any regulatory oversight organization. In order to maintain its independence, it is important that the SSO not rely on the RTAs for financial, technical, or administrative support. Effective SSOs have sufficient legislative authority and dedicated resources to protect the organization from external pressures. Finally, effective SSOs should have strong ethical standards, especially on how to avoid conflicts of interest. 
There must be a firewall between the SSO and the RTAs so as to prevent any real, potential, or perceived conflicts of interest. We acknowledge that some technical specialists will, due to the unique nature of their skill set, work for an SSO program after employment at a transit property overseen by that same SSO. Similarly, SSO program managers may accept employment at an RTA which they previously oversaw. Specific policies and practices that help maintain SSO independence include the following:
· The SSO  within a state agency that does not receive funding from the RTA or agencies the SSO is charged with overseeing. If the SSO is funding the RTA(s) it oversees in any manner, then appropriate safeguards, such as a segregation of duties, should be in place. Finally, the SSO should report to an entity other than the department responsible for RTA funding.
· The SSO program manager should report to the chief executive officer (CEO) of his or her respective state agency.
· The SSO should not employ contractors or personnel that have a current relationship with the RTA. 
· To avoid an actual or perceived conflict of interest, an RTA employee hired by an SSO should be precluded from oversight activities concerning that RTA for a period of at least one year following the termination of his or her employment with that RTA. The reasons for the prospective employee’s departure from the RTA should be reviewed during the hiring process.
Collaboration with Transit Agency Leadership
Where there is a strong commitment to common safety goals, FTA has found strong ownership in and commitment to the oversight program from both the SSO program manager and RTA leadership. Coordination and cooperation between the SSO and the RTA is essential to achieve the optimal level of safety and security on the transit system. A good relationship should exist even during processes such as the triennial audits, where the SSO is not looked at as the auditor but as an “extra pair of eyes” to detect safety and security deficiencies. Coordination and cooperation between the SSO and RTA derives from their shared goal—to establish effective and reasonable improvements to the safety and security of the system in an effort to reduce accidents. 
Effective SSOs maintain good communication channels with RTA leadership to facilitate the implementation of the safety program. An effective SSO collaborates with executive leadership and meets with leadership throughout the year to update and discuss oversight program activities. The SSO program manager helps to lead the attainment of program goals and respond effectively to emerging safety issues and concerns at the RTA. The SSO program manager has the authority to speak with the CEO of the RTA and other senior RTA leadership on behalf of the program. When compliance issues arise, the SSO has formal processes in place to manage and resolve disputes. 
Legislative Authority to Enforce Standards
The SSO must be able to compel action on its findings based on industry standards and regulations. Enforcement activities for recognized standards and regulations must be reasonable and provide due process to ensure an equitable resolution. 
In the most effective SSO programs, the State has made safety a clear priority by establishing laws and regulations that provide SSOs with the authority to enforce standards beyond the minimum requirements of 49 CFR Part 659. Effective SSOs often have legislative authority that strengthens the enforcement mechanisms available to the SSO. Enforcement tools available to the SSO should include, at a minimum, the issuing of findings and reports, subpoenas, and discovery requests. 
Once a standard or rule is in place, an SSO should have the ability to impose financial sanctions or penalties on an RTA. However the SSO should only raise the possibility of financial penalties as a last resort after good-faith efforts to resolve concerns using the range of enforcement options have been exhausted. RTAs should be entitled to substantive due process, including a forum for appeal to a third party with the authority to review such measures.
In this regard, local inspection activity by SSO staff is an essential component to a complete and balanced oversight program. It is the role of SSO inspectors to be the public watchdog for the actual state of good repair and the safety of operations of the RTA. The public must have confidence that its SSO is performing these tasks adequately and objectively.
Examples of strong legislative authority include the ability to do the following: 
· Establish minimum standards to govern the safe operation and maintenance of the RTA (Examples: California PUC, Massachusetts DPU, New York PTSB, and Missouri DOT).
· Conduct scheduled and random inspections onsite at the RTA (Examples: California PUC, Massachusetts DPU, Florida DOT, Pennsylvania DOT, and New York PTSB).
· Issue emergency orders (Examples: California PUC, Colorado PUC, Arkansas DOT, Massachusetts DPU, and New York PTSB).
· Fine the RTA for failure to comply with State regulations (Examples: California PUC, Washington DOT, Missouri DOT, and Oregon DOT).
Sufficient Staff and Financial Resources
SSO programs must be provided with the staff, vehicles, equipment, training, and credentialing necessary to enforce program requirements at the RTA. Resource levels should be sufficient to meet the scale and scope of the SSO’s responsibilities. Too often, one staff member is required to do many of the functions outlined previously, but one skill set cannot do it all. While attracting, recruiting, and retaining qualified personnel is always a challenge for public agencies, the pay scale in effective SSOs is at least commensurate with the pay scale of those agencies being overseen so that the state oversight agency can retain qualified personnel. 
Effective SSOs have dedicated staffing with the competence and skills necessary to manage the SSO program and acquire and manage expert resources as necessary. Technical expertise is indispensable but not always available to the SSO, so the ability to leverage outside experts for consultation is critical. However, it is essential that these contractors do not assume enforcement authority. If contractors are utilized, the SSO program manager should ensure the State owns the final products and is engaged in the day-to-day performance of contracted activities. 
Clear and Consistent Requirements and Procedures
Effective SSO programs have documented policies, procedures, and requirements that are consistently applied in the performance of essential functions. The SSO devotes the time and attention to ensuring its Program Standards and Procedures are up to date and provide sufficient detail to clarify requirements to the RTA. Current requirements for the SSPP and SSP specify the minimum elements of the RTA’s safety and security programs and are enumerated in the SSO’s Program Standard and Procedures.
 Meetings, reports, and activities to take place between the SSO and the RTA are directly referenced in the Program Standard and Procedures, particularly activities required to support hazard management, internal audits, rules compliance, and maintenance and facilities inspections. Clarification of these requirements enhances compliance and the effectiveness of communication regarding these SSO program areas. 
Summary
In summary, the ideal SSO will require a combination of research, education, rules and regulations, standards, qualified staff, reviews and inspections, and enforcement to accomplish its mission. The ideal SSO-FTA relationship will be cooperative and collaborative, in support of common stewardship to assure passenger rail safety regulation.
4. Organizational Structure, Roles, and Training
Organizational Needs of an SSO
To effectively perform essential functions, an SSO requires a suitable organizational structure, well-defined roles and responsibilities, and staff with the technical capacity to perform those roles. The technical capacity required within an oversight agency can be divided into three primary areas, as follows:
· Program management.
· Technical expertise.
· Support services.
Program Management
The most important component of SSO technical capacity is program management. A successful SSO is managed by full-time public employees at a level of effort commensurate with the safety needs of the overseen transit property or properties. When staffing an SSO, state agencies should consider the size of the RTA properties, including route miles and average daily ridership, as well as the age of the system, unique operating hazards such as grade crossings or street-running corridors, variety between railcar fleets, and other factors. Full-time SSO program managers are preferable in most programs, except states with very small RTA operations.
Effectively managing an SSO program that goes above and beyond the minimum requirements of 49 CFR Part 659 requires program managers to spend significant time onsite at the RTA property. SSO program managers should be familiar with significant operating hazards, accident trends, revisions to rulebooks or procedures, safety initiatives, training programs, and other activities relative to the safety of the rail system. SSO program managers should be engaged in the conduct of internal audits, be able to demonstrate competence and compliance with right-of-way safety rules, and be capable of explaining complex transit safety problems to executive leadership. 
Technical Expertise
Aside from the program manager, the SSO should have access to and the capacity to acquire and manage expert resources. Expert resources may be available in the form of other State personnel or contractors, including the following:
· Engineering expertise (e.g., licensed professional engineers or architects with specific training such as mechanical, electrical, or traffic).
· Discipline-specific inspection expertise (e.g., operating practices, track, signal and train control, motive power and equipment, hazard management).
· Analytical support.
Support Services
The ideal SSO program should be a well-respected component of a larger State government agency, with access to that agency’s human resources professionals, legal counsel, and intergovernmental affairs staff. While the SSO program may or may not be based in the same physical facility as the parent agency, it should have appropriate office space and equipment as well as administrative and clerical support onsite. SSO program staff should be located within the same Core Based Statistical Area (CBSA), as determined by the Office of Management and Budget, as the assigned RTA. 
SSO programs without access to agency-managed office space within the RTA’s CBSA should consider other arrangements, such as home office access for program staff, telecommuting provisions, or co-locating office space with allied State agencies. Assigning SSO staff to full-time offices located on RTA property should not be permitted unless the SSO agency reimburses the transit property for the fair market value of such accommodations.
Ideal SSO Organization Structures

There should be several SSO models (small, medium, and large)
, with each offering proportional quantities of similar technical expertise to suit the size and complexity of its transit agencies. The typical SSO of the future in many states will be somewhere between the current 20+ person California PUC model and the .5- to 1.5-person agencies overseeing small transit agencies. The large model (e.g., California, Washington DC, and New York) could add personnel proportionately for its size and complexity. The small model would consist of a smaller core group with planned yearly budgeted supplementation by temporarily hired transportation industry professional consultants. 

The ideal SSO should be staffed by dedicated, full-time public employees. SSO staffing should be proportionate to the size, complexity and safety situation at the overseen properties but should include program management staff (generalists) as well as dedicated subject matter experts (SMEs) in various fields including track, signal systems, rules compliance, vehicle maintenance, and human performance.
The ideal SSO should have access to well-qualified and trained personnel, as well as financial and administrative resources appropriate to the complexity, safety concerns, and operating environment of the rail transit systems it must oversee. SSO personnel should be either hired at or trained to an accepted level of competence in their respective areas. The most important consideration for training and qualification are courses of study, training classes, or field exercises that improve SSO agency familiarity with equipment, procedures, facilities, and employee duties specific to the transit agencies overseen.

For illustrative purposes, the model SSO should possess the following minimum general organization and technical capacities:
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Figure 1. Functional organization structure for a SSO
A full time program manager, reporting to an executive, is the leader of the SSO team. The program manager manages the rail safety oversight program, ensuring that all SSO staff receive the required training and that the SSO is accomplishing all 49 CFR Part 659 and other FTA requirements. The program manager is responsible for the general safety and security activities such as: updating the SSO standards, ensuring the RTA has an updated SSPP and a SSP, coordinating emergency preparedness and security activities, leading the efforts for the triennial reviews, and coordinating and communicating with FTA and other agencies. The program manager oversees four major functions or programs. Although it is ideal that each program would have its own manager, it is likely in the smaller SSOs that one person would be involved in several programs if not also the project manager in more than one function. The program manager should have a minimum of 5–7 years of RTA experience, including supervisory experience in maintenance, operations, or safety departments in order to have a sufficient working knowledge of RTA functions.
Hazard Management & Risk Analysis Program
Hazard management-related activities include participation in transit system meetings, audit workshops, operation and rule compliance audits, tracking of all designated potential hazards and corresponding actions, and organization of specific SSO activities including planned and spot audits, fact-finding tours and inspections, trend analysis, and data management.
Audit Program
The audit program must evaluate RTA policies, plans, and procedures; develop comprehensive audit checklists; use checklists to validate the implementation of procedures; develop audit findings; and track corrective actions through to completion. The program is responsible for all audit-related activities, including triennial audits; spot audits; training and tracking of all designated faults, findings, and corresponding actions; and organization of specific SSO activities including record and trend analysis and data management. 
Inspection Program
The inspection program is responsible for all vehicle, track, signal, structure, and facility inspection activities, including participation in review of documents during needs assessment, project initiation, planning, design, construction, implementation, and operation. Work would also include spot audits, inspections, and tracking of potential hazardous conditions including incorrect or non-functioning building systems, excessive deterioration, and other conditions that affect worker and passenger safety. An effective inspection program will also assist in maintaining facilities in a correct state of good repair; develop findings and corresponding actions; support the organization of specific SSO facility records, trend analysis production, and recordkeeping; and ensure facilities are secure and appropriate security practices are followed. 
Accident Investigation Program
The accident investigation program is responsible for all accident investigation-related activities, including review of accident investigation reports, participation in accident Investigations, training of accident investigators, tracking of all designated accident findings and corresponding corrective actions, and organization of specific SSO accident investigation activities, including planning and conducting investigations, audits, and record and trend analysis production.
Additional Technical Expertise
Even with in-house technical staff, an SSO may require additional on-call expertise for technical specialty tasks, especially during triennial reviews, new technology evaluations, major accidents, or audits. If full-time technical specialists are not available to the SSO agency, program managers should, at minimum, have on-call access to such personnel. For example, while a smaller SSO agency may not require full-time support by a team of technical experts in signal systems or track maintenance, access to such staff is essential to a triennial safety and security review. Furthermore, if an RTA has a major accident or identifies a serious safety hazard, the SSO should be able to quickly assign technical resources in response.
Outside experts may be located within another department, office, or division of the parent agency. If necessary, such experts may come from another state government agency. SSO personnel should be able to call upon these assets to perform routine tasks such as data validation and expert advice, as well as  major projects like audits. It is essential that the SSO also be able to commit these individuals to emergency response efforts such as comprehensive accident investigations or systemic hazard analysis with little or no notice. However, clear rules and procedures between the SSO and the other state government agency must exist to prioritize SSO access to these services when needed. 
Use of consultants or private contractors for technical expertise is not ideal in staffing an SSO agency. However, some SSO programs without dedicated internal or external access to SMEs may choose to contract with private entities to provide services in some technical areas. SSO agencies that choose to use private contractors should focus their services on technical areas and should not use private contractors as a substitute for program management staff. The oversight, direction, and management of an SSO program is an inherently governmental responsibility. Therefore, the SSO must ensure that program management staff are engaged with the day-to-day duties of overseeing the rail transit systems (preferably on a full-time basis). SSO agencies should be discouraged from assigning consultant support staff to program management duties and be encouraged to restrict their use to technical support and advisory roles.
To provide effective oversight, SSOs require access to SMEs with technical expertise and capabilities in the following areas:
Operating Practices
Expertise evaluating and analyzing the behaviors, practices, and risks of operations within the rail transit environment. This discipline should also include SMEs who are capable of analyzing compliance with and assessing the sufficiency of RTA safety policies and rules, as well as the RTA’s operating rules and procedures. Additionally, these experts should be able to assist in accident investigations.
Track and Structures
Subject matter expertise with comprehensive understanding of rail track construction, operations, and maintenance. These experts should also be able to call on specialists in the field of track, bridge, aerial structure, and tunnel maintenance, which may include professional engineers. Additionally, these experts should be able to assist in accident investigations.
Vehicle Performance and Maintenance
Subject matter expertise with comprehensive understanding of rail vehicle construction, track/vehicle interaction, transit operations and rail vehicle maintenance, and accident investigation. SMEs would preferably include some professional engineers. Additionally, these experts should be able to assist in accident investigations.
Train Control & Power Distribution Systems
Technical expertise with in-depth understanding of the signal systems, including automated train control, automatic block systems, cab signal systems as appropriate, as well as the supervisory control and data acquisition systems and maintenance requirements needed to support such systems. Additionally, this discipline includes technical experts with an in-depth knowledge and understanding of overhead catenary or third-rail power, as appropriate, sub-stations, and high voltage power distribution. These experts should be able to assist in accident investigations.
Occupational & Facility Safety (Where Applicable)
Subject matter expertise in facility operations and maintenance and occupational and environmental safety. 
Security
Expertise with a background in law enforcement or security management and the ability to effectively assess the transit property’s system security program management and implementation, including industry best practices, compliance with Transportation Security Administration regulations and directives, and compliance with internal and external security procedures.

System Safety Audits
Subject matter expertise in safety auditing and the ability to evaluate RTA policies, plans, and procedures, develop comprehensive audit checklists, use checklists to validate the implementation of procedures, develop audit findings, and track corrective actions through to completion. SMEs in this area should also be qualified to assist and advise the program manager in the area of system safety and system security certification, especially during the process of new starts and major capital extensions or rehabilitation projects. 
5. Overcoming Challenges 
The challenges impeding the effective safety oversight of RTAs fall into several categories, as follows: 
	Type
	Challenges

	Financial


	· Lack of dedicated funding from FTA to support staff SSO efforts.
· Lack of federal funding to help agencies incorporate best practices.
· Limited resources (funding and technical) within FTA to support states.

	Regulatory


	· Current limited FTA authority to set or require standards.
· Lack of tools or regulations to encourage state government to emphasize safety policy, regulations, and funding.

	Staffing and Training 
	· SME availability lacking at federal, state, and local levels.
· Lack of certification process.
· Lack of official disciplines (e.g., track, signal, hazmat, etc.).

	Standards


	· Lack of consistent national standards.
· Current limited FTA authority to set or implement standards.

	Culture/Transit Industry Characteristics
	· Uniqueness of transit systems in size and operations.
· Local budget, competing priorities, and external pressures place safety priorities below optimum.
· Conflicts of interest when SSO reports to a transit funding agency. 
· Need to clarify appropriate role of the SSO for security. 
· Deferred maintenance and repair due to budget shortfalls compromise safety.


6. Recommendations

Without adequate funding, the current program will not succeed and it will be impossible to implement the following recommendations to make the program more effective. The excellent safety record of rail transit will not be sustained. We believe these recommendations will promote a culture of safety throughout the rail transit enterprise, which is the key to achieving strategic safety goals and essential to meeting tactical objectives to reduce injuries and fatalities.
1. FTA should be given authority to set minimum national standards (e.g., vehicle, track, signal, operations) for safety oversight of rail transit.
The Secretary of Transportation should establish and enforce minimum federal safety standards
 through FTA for passenger rail systems not already regulated by the Federal Railroad Administration (FRA). States should be allowed to adopt regulations where FTA has not and should be allowed to adopt more strict regulations where FTA has adopted regulations, provided that the state has recognized and documented due process procedures for rule promulgation and that it is possible to comply with both federal and state regulations at the same time. FTA should also allow deviations from those standards if it can be demonstrated that the alternative to the standard provides at least an equivalent level of safety. If the regulatory authority is not passed by Congress, then we recommend industry operating standards and codes of practice be provided as guidance to states and transit agencies.
2. FTA should ensure the enforcement authority of SSOs in their role as compliance agents.
SSOs need to be empowered by FTA and the state to perform enforcement of minimum national standards and operating practices to conduct inspections, accident investigations, audits, examinations, and testing of equipment, facilities, rolling stock, and operations for existing and new services and systems. Enforcement tools available to the SSO should include the issuing of findings and reports, subpoenas, and discovery requests. Withholding of grant funds and fines may be applicable for the most severe infractions. FTA should develop a schedule of appropriate enforcement mechanisms for codified safety standards.
Enhanced enforcement tools could provide an avenue for voluntary compliance so that RTAs could have the opportunity to fix problems before penalties are imposed or other actions are taken. A comprehensive Risk Based Analysis Program, for example, could be developed by FTA in concert with partners such as the RTAs, the American Public Transportation Association, and the state SSOs. The Risk Assessment Model would include modules for accident trend and accident prediction analyses, hazard management, and staff assignment to critical areas.
3. FTA should support a due process mechanism (i.e., arbitration/mediation) for reviewing disputes between SSOs and RTAs on penalties and orders in the enforcement of federal transit safety regulations.
In cases where an SSO must impose a penalty, RTAs should be entitled to substantive due process, including a forum for appeal to a mutually agreed upon third party or an existing appeals process with the authority to review such measures. FTA should support the use of dispute resolution mechanisms such as arbitration or mediation in such cases. 
4. FTA should provide sufficient resources to support the adequate oversight and enforcement of federal transit safety regulations and establish consistent funding streams and guidelines for the staffing and resource needs of small, medium, and large SSOs.
SSOs cannot adequately perform oversight and enforcement of federal transit safety regulations without dedicated assistance to cover staffing costs as well as the costs associated with training, certification, oversight, and enforcement. 
SSO staffing should be proportionate to the size, complexity, and safety situation at the overseen properties but should include program management staff (generalists) as well as dedicated staff in various fields. (See the appendix for a suggested approach to determining SSO size.)
5. FTA should continue to support both the RTAs in their continuous improvement of the state of good repair and the State of Good Repair Working Group to develop explicit guidelines.
Maintenance of a state of good repair is a critical companion to state safety oversight. An effective asset management system at the transit agency is critical to provide valuable strategic information to the SSO on safety risks and the state of good repair.
To fully protect the safety of rail passengers, it is essential that new technologies be made available and that RTAs conduct regular track rehabilitation and rail car upgrades. Likewise, when safety-critical findings and conditions are discovered, FTA should have a grant program available to accelerate remediation and corrective actions. Funding should be provided to RTAs to make safety investments a priority by making the federal match larger for safety-critical projects.
6. FTA should encourage greater collaboration, communication, and partnering between SSOs and RTAs. 
FTA should continue to support the SSO program through the two annual SSO/RTA meetings, workshops, peer-exchanges, and the provision of travel funding. In addition, FTA should explore other potential mechanisms for encouraging collaboration.
7. FTA should develop more explicit guidelines on the roles and responsibilities of SSOs and the minimum scope of their authority.
FTA should define the core functions of SSOs and more clearly outline and delineate the scope of SSOs’ and FTA’s authority. 
8. FTA should have the authority to establish minimum qualifications and certifications for SSO program managers and staff. 
Qualified certified technical specialists and inspectors are essential to the ideal SSO. The ideal SSO should attract and retain the best, so compensation levels for state staff should be competitive with private industry and the federal government in order to recruit and retain expert and experienced staff. FTA should develop certification for inspection and enforcement staff in the areas of operating practices, track, signal and train control, motive power and equipment, and hazard management (certified disciplines). Inspectors will then carry out national safety standards through an integrated system of onsite spot inspections and audits. 
9. FTA should expand the safety curriculum to include associated training that supports a robust culture of safety. FTA should support ongoing training in specific safety and security disciplines and provide funding so that all SSO staff can participate.
Ongoing training should be offered by FTA or through other approved agencies in the areas of the certified disciplines, mentioned in recommendation # 8, as well as program management, audit, accident investigation, early design, construction safety review, new technologies, and security assessment. Discipline-specific training should include investigative techniques, interpretation of federal standards, report preparation, risk assessment and vulnerability analysis tools, auditing techniques, drug and alcohol programs, evaluation of the structure and effectiveness of system safety program plans, and development and tracking of performance measurements. FTA should identify gaps in current training and work with the industry, stakeholders, and federal training partners to address those gaps. Training is an essential element in the establishment of a more robust culture of rail passenger safety. A comprehensive training program should include staff from FTA, SSOs, and RTAs as a “transit academy” concept to ensure that critical skills are in place throughout the industry.
It needs to be acknowledged that safety and security oversight are closely related. Therefore, SSO officers should receive training in federal and state security matters so that they can be observant about security elements associated with intentional harm to public transportation systems. In addition, the SSO should have authority to mark documents as security-sensitive to ensure that security-sensitive information is protected from public disclosure. 
10. FTA should continue to have an ongoing advisory committee composed of key stakeholders to evaluate the effectiveness and consistency of the FTA Safety Program.
It is important for FTA to have an ongoing mechanism for external review and advice on the development of standards, guidelines, and best practices for the industry. For instance, since its first meeting in 1996, the Railroad Safety Advisory Committee (RSAC) of the FRA has accepted 32 tasks and has created working groups and task forces as necessary. The RSAC Passenger Safety Working Group has established four task forces to focus on the following areas: Crashworthiness/Glazing, Emergency Preparedness, Mechanical–General Issues and Mechanical–Safety Appliances, and Track/Vehicle Interaction. It is therefore recommended that FTA continue the collaboration with the Transit Rail Advisory Committee for Safety in order to create a safer passenger rail system. It is possible that two advisory committee—RSAC and TRACS—could collaborate on subjects of mutual interest at some time in the future. 
Appendix: Criteria Applied to National Transit Database Monthly Statistics to Determine Relative Appropriate Size of an SSO
	Annual 
Passenger Miles
	Annual Unlinked Passenger Trips
	Sum of VOMS
	Average UZA Population Served
	SSO Size
	State

	10,033,217,325
	2,372,337,003
	5,361
	12,192,142
	Large
	NY

	2,733,371,360
	359,340,634
	1,123
	4,554,589
	Large
	CA

	1,667,899,731
	296,857,158
	850
	3,933,920
	Large
	DC

	754,553,668
	219,391,513
	495
	4,032,484
	Large
	MA

	1,201,135,716
	202,569,039
	958
	8,307,904
	Large
	IL

	612,257,022
	142,047,172
	537
	4,300,093
	Large?
	PA

	527,022,801
	83,346,491
	186
	3,499,840
	Medium
	GA

	206,106,550
	39,306,691
	106
	1,583,138
	Medium
	OR

	160,865,719
	30,578,969
	142
	3,984,084
	Medium
	TX

	147,096,691
	22,360,840
	91
	2,076,354
	Medium
	MD

	105,039,385
	22,329,069
	78
	17,799,861
	Medium
	NJ

	129,248,691
	19,759,388
	125
	1,984,889
	Medium
	CO

	156,712,408
	19,423,931
	45
	2,077,662
	Medium?
	MO

	133,546,456
	18,750,179
	88
	3,490,688
	Medium
	FL

	60,857,298
	13,385,148
	55
	887,650
	Small
	UT

	48,681,496
	9,863,042
	27
	2,388,593
	Small
	MN

	48,468,089
	9,523,736
	40
	2,216,616
	Small
	PR

	45,062,522
	6,856,920
	33
	1,786,647
	Small
	OH

	47,881,386
	5,580,857
	30
	2,907,049
	Small
	AZ

	12,303,585
	5,342,126
	22
	1,009,283
	Small
	LA

	17,219,511
	3,841,974
	30
	2,712,205
	Small
	WA

	19,173,323
	3,551,153
	16
	758,927
	Small
	NC

	940,028
	1,113,809
	14
	972,091
	Small
	TN

	183,751
	119,758
	3
	360,331
	Small
	AR


Table 1. NTD Monthly Statistics for Heavy and Light Rail Grouped by State
A proposed method to determine an appropriate size for an SSO is to base it on the size of the transit system(s) that it oversees. There are several methods that the National Transit Database (NTD) uses to rank the size of transit agencies. The NTD is an excellent source for this type of data since it is used by entities across the country as a recognized authority on transit information. The criteria chosen for size in table 1 are the number of passenger miles, number of annual unlinked passenger trips, number of vehicles operating during peak period, and the average urban population served. 
For each variable, the state is ranked by percentile, with those above the 76th percentile ranked as large, those in the 40–75th percentiles ranked as medium, and those below the 40th percentile ranked as small. The table color codes the ranking. Green symbolizes large, yellow is medium, and orange is small. For the most part, the variables were consistent with one another; although there are some outliers in vehicles operated in annual maximum service (VOMS) and population size. So, for example, New Jersey ranks squarely in the medium category for passenger miles, unlinked trips, and vehicles operating, but the urban population served is large because of the New York metropolitan area. 
There are some anomalies in the NTD database that should be taken into account if this method is to be adopted. For example, the New Jersey SSO oversees part of a transit system based in Philadelphia but with track within New Jersey’s boundaries. So, New Jersey should be credited for more passenger miles, unlinked trips, etc., and Pennsylvania with less. Also, the Missouri numbers for passenger miles and unlinked trips seems to be for the entire St. Louis system, including an extensive bus system. Missouri’s SSO would probably fall in the small category if only the rail numbers were reflected in the database.
� Many states use an SEPP in lieu of the SSP


� Possible criteria for determining a large, medium, or small SSO could be the sum of unlinked trips, daily and/or annually, peak period vehicles in service, and population served for all transit agencies in that state. See the appendix for an example of how the criteria may be used.


� The security discipline is included with the understanding that SSO agencies currently have a regulatory requirement under 49 CFR Part 659.21 and 659.23 to review, approve, and periodically audit an RTA’s security plan. Future legislative developments may revise or remove such a requirement.


� FTA standards may reference existing standards and guidelines developed by industry groups.
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