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Washington Metropolitan Area Transit Authority
Board Action/Information Summary

MEAD Number: Resolution:

Action © Information 202361 Yes = No

TITLE:
Voluntary Safety Reporting Program Path Forward
PRESENTATION SUMMARY:

This presentation outlines the development of a robust Voluntary Safety Reporting
Program, which is a cornerstone of Metro’s strategy to develop and implement an
industry-leading Safety Management System (SMS).

PURPOSE:

To keep Metro leadership informed and engaged on the strategy and progress
associated with implementing Metro’s SMS.

DESCRIPTION:

MITRE is a federally funded, non-profit that that specializes in applying data
sciences to advance safety in the transportation industry. MITRE has been
commissioned to assist Metro with the development and implementation of its
Voluntary Safety Reporting Program.

Key Highlights:

o Metro has become the first transit agency in the industry to establish a
partnership with MITRE.

o Together, Metro and MITRE will advance safety culture, improve
voluntary safety reporting, and enhance safety data analytics.

e A joint SMS Labor and Management Safety Committee will oversee the
development and implementation of the Voluntary Safety Reporting
Program.

Background and History:

In 2016, the Federal Transit Administration (FTA) published 49 CFR Part 670
Public Transportation Safety Program, which states “The FTA has adopted
the principles and methods of Safety Management Systems (SMS) as the
basis for enhancing the safety of public transportation in the United States.”
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(49 C.F.R. § 670.3). SMS is a comprehensive, collaborative approach that
brings management and labor together to build on the transit industry’s
existing safety foundation to continuously improve how safety risks are
identified and assessed with mitigating actions taken before an accident or
incident occurs.

In July 2018, the FTA published 49 CFR Part 673 Public Transportation
Agency Safety Plan. Transit operators that receive federal funds (under the
FTA's Urbanized Area Formula Grants) are required to develop Agency Safety
Plans (ASPs) that specify how SMS will be implemented over the course of a
three-year period. Metro’s ASP has been approved by the Executive
Management Team (EMT), Board of Directors, Washington Metrorail Safety
Commission (WMSC), and certified with the FTA.

Discussion:

Traditionally, safety programs have been reactive. This default approach
reflects the belief that if the system operates without incident that equates to
being safe. However, this can only last for a limited amount of time. Under the
traditional approach, when an incident eventually does occur, the emphasis
on safety is renewed, lessons learned are applied, and then it's back to
business as usual or in other words, we are safe... until we are not. By
contrast, the SMS approach emphasizes a shift from reactive to proactive.
The foundation of making this shift relies on data in the form of inputs from the
employees that are exposed to these safety risks. This data is analyzed to
identify, assess, and mitigate safety risk proactively — ultimately driving action
before incidents can occur.

A popular analogy compares this evolution in safety to the evolution of travel
technology. Like an atlas, traditional safety programs were once invaluable
and when followed properly, typically worked well. However, the latest GPS
technologies can tell you if there are road hazards ahead, enabling you to
choose an alternate route or adjust travel plans before you end up in a traffic
jam or worse. The best GPS capabilities rely on reporting from actual drivers
on the road to report on what is happening in real time to include
recommendation for how to “re-calculate” in response. Similarly, SMS relies
on inputs from all employees, especially the frontline workforce to understand
the safety risks that exist and determine what actions should be taken before
an incident occurs.

Metro has historically led the industry in Voluntary Safety Reporting. Metro is
currently the only transit agency that has a Confidential Close Call Reporting
System (C3RS) in place with the Bureau of Transportation Statistics (BTS).
Additionally, Metro offers a variety of other voluntary reporting mechanisms
through the phone (safety hotline), email, and online. The partnership with
MITRE will capitalize on this foundation, integrate these reporting
mechanisms and apply their leading-edge analytical capabilities to reveal
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patterns and trends that were not previously visible. The results will feed our
SMS Safety Risk Management process to continuously improve how Metro
proactively identifies, assesses, and mitigates safety risks.

Ultimately, Voluntary Safety Reporting Programs are only effective if
employees are willing to use them. The culture associated with traditional
safety programs has been historically punitive. When incidents occur, the
emphasis was often placed on looking for a rule that was broken and taking
disciplinary action. Under traditional safety programs, if no rule could be
found, a new rule might have been written so that it could be enforced in the
future. This environment encouraged employees to simply keep their heads
down and do their jobs. Conversely, SMS emphasizes building a safety
culture that is based on Just Culture principles. In an SMS safety culture,
distinctions are made among mistakes, at-risk behaviors that have become
the norm, and intentional disregard for safety. The entire system is evaluated
in an effort to understand how the environment became conducive to
experiencing the undesired outcome. The resulting corrective and preventive
actions focus on improving the system as a whole, which includes but is not
limited to employee performance. When a mature, safety culture is in place,
employees are encouraged to, and feel comfortable speaking up. Therefore,
the number of reports received is often used as a metric to gauge safety
culture maturity in an SMS.

In partnership with MITRE, Metro is prioritizing the completion of a safety
culture assessment. The approach to this assessment includes focus groups,
interviews, and a survey. The results will be used to establish Metro’s safety
culture baseline against MITRE’s safety culture maturity model. This yardstick
will formalize Metro’s collective understanding of where the agency is in terms
of safety culture maturity. Additionally, the assessment results will inform the
employee engagement strategy that is being developed and implemented in
parallel with the Voluntary Safety Reporting Program. The targeted outcome
is the concurrent advancement of a matured safety culture along with an
improved Voluntary Safety Reporting Program— positioning Metro to realize its
vision of being the transit industry leader in safety.

FUNDING IMPACT:

Development and implementation of SMS has already been accounted for in the
budget. This presentation is a report on the progress being made.

Project Manager: | Theresa Impastato

Project
Department/Office: Department of Safety
TIMELINE:
Previous Actions As documented in the Agency Safety Plan (ASP).
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Anticipated actions Implementation of the Safety Management System
after presentation throughout Metro is planned as a multi-year process. No
change to the timeline is proposed. The Department of
Operations groups are prioritized for baseline
implementation.

RECOMMENDATION:

Continue to support the development and implementation of Metro's SMS.
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Background

Voluntary Safety Reporting — Current State

* Industry-leading Confidential Close

Call Reporting System BE A
» Safety Hotline — 202-249-SAFE FEEQOE
BEFOR
* Online — Metroweb homepage WE NEED

* Email — SafetyHotline@wmata.com
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Background

Hotline Requests

Current Hotline Trends

= Average 350 reports per

year over the last five years

= Average time to close is
Improving over time,
currently at 14 days
* Reporting trends around
« Station conditions

« Employee personal safety

Top Incident Types

100%
80%
60%
40%
20%

0%

2017 2018 2019 2020 2021 2022

m Facilities - Rail Station ® Employee Personal Safety
m Other m Facilities - Rail Yard

m Facilities - Bus Yard m Facilities - Other
3 WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY
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Background

Confidential Close Call Reporting

» Average 3-4 reports/month

« 83% of all reports received meet
criteria for review

Reports Received

H Rail

» Third-Party Data Broker manages

the reporting process -
= Reporting trends around - 2
 Roadway Worker Protection ) II II g 6
» Facility conditions - I ﬂ;. N

Qtrl Qtr2 Q3 Qtr4 Qtrl Qtr2 Qtr3 Qtr4 Qtrl Qtr2 Qtr3 Qtrd  Qtrl
2022

e COVID-19 related concerns A A gl

 Bus route conditions
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CY2022 | CY2023 | CY2024 SMS Roadmap as of 1/1/2022

S About MITRE:
E = Not-for-profit, federally
funded
oy
Q = Developed Voluntary Safety
G .
© Reporting Systems for the
n FAA, involved in Public
— Private Partnerships with the
National Highway Traffic , : O Expand safety data
. Safety Administration, MITRE and Metro Announce Partnership to sharir_1g_ ClEeE
.g Automakers, and the Strengthen Safety Management System transit industry
FAA/AIrlines
Qo Q Partner with MITRE and IT
2 MITRE to develop Safety Data
Au‘) SOLVING PROBLEMS Analytics Capability
o— FOR A SAFER WORLD
o U Complete overhaul of
>
$ U Mature Mission Assurance ;;np;:;ﬁe Iiij)e?;m
Y— Coordinator & Primary : S
g Responder Functions

U Expand Investigations
Team Capacity to include
Bus and MetroAccess

O Develop and start implementation
of Employee Safety Reporting
Corrective Action Plan

U Develop Operations 3 Eqtaplish Incident
Safety Oversight Management Framework

Safety Assurance | Safety Promotion ragessoro

aAI110e0.d
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SMS — Voluntary Safety Reporting Program Overview

Detailed
LATIULS)
" Road Maps

355
Large Scale
City, Maps

Road Conditions
& Tourist :
Information Guide G
Al bl ',.'"
-l > e
R A ,..—-""“
i Fully' Updated Maps

Safety Promotiop,

Safety
Management

Policy
(Leadership
Commitment &
Accountability)

s Y e .~
A, V9 C 2)
%35, f Sty Assura®” ("
'€, Monitor, & =

(Communication & Trainin
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Accident

Hazard

Speed Chack
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SMS — Safety Culture: Assessing the Current State

Voluntary Safety Reporting Program

Human-machine teaming

Actionable
000 Intelligen
C3RS Al/ML P~7 1Y elligence
Reports . generated I 9
Models h.
=) )
| 0000 |
I
alalil — — DO @080
Reports o —
(00 O |
Other ./
Reports
Large, Complex Data Lake
7 WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY m
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SMS — Voluntary Safety Reporting Program

Safety Starts with People

A positive safety culture, is a prerequisite of an effective

Voluntary Safety Reporting Program

Positive safety culture is...

ﬂAn atmosphere of trust in which people arA
encouraged (even rewarded), for providing
essential, safety-related information...[and]
they are also clear about where the line
must be drawn between acceptable and
unacceptable behavior.”

v - James Reason, 1997 /

Safety Vision

Promote new and existing behaviors and
practices that represent a positive safety culture

Proactively identify safety risks and concerns

Pursue actions to identify and address safety
Issues and concerns

Intervene earlier and proactively to mitigate
safety risks

8 WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY
Page 87 of 90
Q



The approach

3
‘;

Interviews with

Executives and
Labor Leaders

* Describe desired
culture

* Define vision and
“must haves” for
voluntary safety
reporting program

Safety Culture
Survey of
Employees

* |ldentify enablers and
barriers to a strong
safety culture

» Create baseline for

tracking progress
over time

Focus Groups
Across the
Organization

* Dig deeper into
survey results

» Solicit suggestions
for strengthening the
safety culture

WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

Findings and
Recommendations

* |dentify cultural
enablers and barriers

* Provide
recommendations for
strengthening the
safety culture
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The result

Policies,
Procedures, and
Guidelines Support
Safety

* Employees take safety
policies/procedures
seriously and
understand how they

apply to their work
Organization’s
commitment to safety
Is reflected in its
policies, safety goals,
and practices

LEVEL 1

Organizational
Support for
Safety

Safety roles and
responsibilities are
clearly defined

Safety-related training
is available
Supervisors provide
support for safety
Safety information,
trends, and decisions
are communicated

LEVEL 2

SMS — Safety Culture: Assessing the Current State

Demonstrated
Commitment to
Safety

* Visible commitment to
safety by leaders at all
levels

Sufficient resources
and manpower
dedicated to safety
Strong Just Culture and
high levels of trust
permeate the
organization

LEVEL 3

WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

Safety as a

Way of Doing

Business

» Data-driven safety
decisions even when

under external
pressure

» Strong agility and

continuous learning
» Employees involved in

improving safety

LEVEL 4
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SMS — Voluntary Safety Reporting Program

Path Forward

11

Project

Sponsors:

CSO &
COO

Task Duration

Management Committee
= Union briefings and collaboration
» Administration of committee sessions

Voluntary
Safety
Reporting

Reporting Program, governance
structure, tool, and user guides

Safety
Culture
Assessment

assessments, report on results, and
perform action planning

WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY
© 2021 THE MITRE CORPORATION. ALL RIGHTS RESERVED.

= Establish SMS Joint Labor and = Mar 2022 — Jul 2023

= Develop and deploy Voluntary Safety = Mar 2022 — Jul 2023

» Develop and administer safety culture = Mar 2022 — Dec 2022

Page 90 of 90





