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DIRECTOR’S 
UPDATE

Welcome to the Winter 2017 edition  
of Rail Safety News.

In my last update I gave you an 
overview of the service level 
agreement (SLA) between TSV 
and ONRSR. Carolyn Walsh has 
completed her report and it has 
been sent to the Minister for 
Transport. As previously mentioned, 
the report considers the merits of 
removing the SLA between TSV 
and ONRSR and allowing ONRSR 
to regulate the Victorian industry 
directly. It also addresses the most 
effective way to manage Melbourne’s 
metropolitan tram network and 
tourist and heritage railways that 
operate on their own tracks. While 
the government decision is still 
pending we will continue to provide 
the Victorian railways with regulatory 
oversight for all railway operations.

I have taken a period of leave 
from March 2017 and will return in 
September 2017. In my absence, 
David James (National Manager 
Accreditation) has stepped into my 
role. David has a wealth of experience 
within ONRSR and also in Passenger 
Transport Services (TransAdelaide) 
that was responsible for running the 
metropolitan rail and tram network. 

For those who attended our first 
Rail Operations Forum on 31 May 
2017, you would have met David and 
several other executives from TSV 
and ONRSR. It’s an initiative which 
will be held annually. You, the rail 
operator, can come and speak with 
me and my team about accreditation, 
compliance or safety issues while in 
the company of other Victorian rail 
operators. I will advise you in the next 
edition of the date of the expected 
2018 Rail Branch Forum.

Finally, we have continued to 
increase our focus on safety within 
rail operations through an increased 
compliance inspection program. 
While some of our work is arranged 
nationally we have a strong focus on all 
State and local operators. The content 
of each inspection will be clearly 
communicated with each operator.

As always we would love to hear 
from you about topics you would like 
covered in the December 2017 edition 
of Rail Safety News or at our 2018 
Rail Branch Forum.

Best wishes to you all from TSV and 
‘be safe’!

Jodie Talone
Director, Rail Safety
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MANAGEMENT OF CHANGE

Rail transport operators often introduce changes to their  
railway operations. 

Changes to railway operations may 
include:

• new rolling stock
• new signalling and communication 

equipment
• new operating and maintenance 

procedures/activities
• altered or new safe working rules
• new working arrangements
• organisational changes. 

The December 2016 edition of Rail 
Safety News included an article on 
“Change Management – Guidance 
on Systematic Approach”. It outlined 
a structured approach to managing 
change. 

This follow up article outlines how 
this approach may be applied to 
upgrading an existing level crossing 
project.

Step 1: Establish the context of 
change 

When planning the project it 
is important that the change is 
defined within the context of the 
organisation’s rail operations. 
This includes how maintenance 
will be carried out, and the type 
and frequency of the rolling stock 
operations that are expected to travel 
through the level crossing. 

It is suggested that specific questions 
be considered and answered.

1. What is the scope of work, and 
what change is being made in 
the context of the operational 
environment – operations, 
maintenance, safe working, road 
users, and pedestrians?

2. What are the project’s major 
stages?

3. What are the legislative and safety 
management system compliance 
requirements?

4. What changes to existing rail 
infrastructure will be required? 
Consider the impact on per way 
infrastructure, plant, maintenance 
equipment, sidings, power systems 
and associated buildings.

5. What changes to rail operations 
will be required? Consider the 
impact on issues such as network 
rules, safe work practices, training, 
train stabling procedures.

Step 2: Consult stakeholders or 
parties affected by the change

There is a duty under the law to 
consult with all of the affected 
parties. Consultation provides the 
opportunity to identify how various 
stakeholders will interact with the 
level crossing. The outcomes of the 



consultation process may bring 
about additional design and system 
requirements. 

It is suggested that the following 
questions be considered and 
answered:

1. What are the functional areas 
of the organisation that will be 
affected by the change? 

2. How will the change impact staff 
roles and responsibilities?

3. How will the change impact staff 
training requirements? Consider 
rail, rolling stock, operations and 
stations.

4. Who is responsible for the rail 
infrastructure? What are their 
requirements?

5. Who is responsible for rail 
operations? What are their 
requirements? 

6. Who are the external users of 
this level crossing? What are their 
requirements? 

Step 3: Conduct a risk assessment

The risk assessment is the formal 
method for recording, analysing, 
evaluating and selecting controls for 
hazards that have been identified 
through the scope of work and 
consultation process. The risk 
assessment should be conducted in 
accordance with the rail transport 
operators safety management 
system.

It is suggested that the following 
questions be considered and 
answered:

1. Have hazards been identified 
for all stages of the asset life, 
that is, acquisition, construction, 
operation, maintenance and 
decommissioning?

2. Have hazards associated with 
human factors, and human errors, 
been incorporated into the 
assessment?

3. Have hazards associated with 
environment, heritage, planning 
and hazardous materials been 
incorporated into the assessment? 

4. What hazards might result 
because of reduced equipment 
reliability and how could this 
affect safety?

Step 4: Review safety management 
system (SMS)

The rail transport operator’s safety 
management system may need to be 
reviewed as part of the introduction 
of the upgraded level crossing. 
For example, if new signalling 
equipment is to be installed then 
new maintenance instructions will 
be required. Where new risk controls 
are introduced these should be 
documented and integrated into the 
safety management system. 

It is suggested that the following 
questions be considered and 
answered:

1. What new documentation will this 
change introduce? 

2. Have changes to staff roles and 
responsibilities been captured 
by updating staff position 
descriptions?

3. Do emergency and contingency 
plans need to be updated?

Step 5: Manage the implementation

A formal project management 
process can help to ensure successful 
implementation of the level crossing 
upgrade. 

It is suggested that the following 
questions be considered and 
answered:

1. What project management 
processes will be used throughout 
the project to ensure quality/
safety outcomes are achieved?

2. How will issues that arise in the 
project be raised, assessed and 
managed?

3. Have checklists or other quality 
auditing tools been developed 
to ensure design and risk control 
outcomes are attained? 

Step 6: Monitor and review the 
change outcome

The project is complete, the level 
crossing upgrade is commissioned 
and trains are now operating. This is 
the time that the safety performance 
of the new rail infrastructure can be 
assessed. Operational issues that 
were not considered during the 
planning stage may arise, which 
may cause disruption or rail safety 
incidents/accidents.  

Risk controls identified during the 
risk assessment process should be 
audited for effectiveness. Where 
necessary, reassessment should 
be carried out and any additional 
controls implemented to manage 
risks to safety.

It is suggested that the following 
questions be considered and 
answered:

1. Have all risk controls been audited 
to ensure that staff are complying 
with the process?

2. Is the system/equipment 
being maintained as per the 
maintenance instructions? 

3. Have any changes in rolling stock 
operations been made that may 
need to be reassessed?

4. Has staff training been completed, 
and are the staff aware of any 
changes in their roles and 
responsibilities? 

5. Is there an effective failure 
reporting and corrective action 
process in place?

If rail transport operators have any 
questions or concerns regarding 
the management of change, they 
are encouraged to discuss these 
concerns with TSV.

4  |  RAIL SAFETY NEWS 2017



RAIL SAFETY NEWS 2017  |  5

Of all the interfaces within the railways perhaps the most important 
is the wheel/rail interface. However, it is often the interface most 
neglected and is assumed to just ‘work’.

Over recent years a number of tourist 
and heritage operators have been 
audited by TSV. Although standards 
and tolerances have been documented 
for either the wheel/rollingstock or the 
rail/track, it is clear these tolerances 
have not been viewed, managed or 
assessed as an interface system.

The wheelset tolerances are usually 
managed by the rollingstock 
maintenance section and the rail 
tolerances are managed by the 
track maintenance section. But who 
manages the wheel/rail interface? 

A typical approach has been to 
focus on the basic wheel and rail 
dimensions ensuring the track gauge, 
flangeway gaps, wheelset back to 
back and wheel flange thickness etc. 
are managed and recorded. But how 
effective is this approach in managing 
the wheel/rail interface?

Has your organisation just accepted 
the historical information relating to 

either the wheel or rail tolerances 
without thinking about, and 
managing, how they inter-relate? If 
so, the wheel/rail interface has not 
necessarily been effectively managed.

Worse still, some practices that 
may appear reasonable are in fact 
potentially dangerous. These include:

• adopting rollingstock or track 
standards from another rail 
operator without assessing 
what the impact will be on the 
rollingstock/track or the wheel/rail 
interface on your rail system

• adopting rollingstock from 
another rail operator without 
assessing the wheel condition, 
standards or tolerances

• using documentation relating to 
either the track or rollingstock that 
specifies only nominal values without 
the identification of tolerances or 
acceptance/rejection criteria.

Even if both the wheel/rollingstock 
and rail/track components are 
maintained within tolerance, the 
wheel/rail interface may not be 
effectively managed. Poor wheel/rail 
performance and potential derailment 
conditions may still exist.  Examples 
are numerous.

Wagon configuration and  
derailment risk.

• Two axle wagons [for example, GY 
Wagons] and three axle wagons [for 
example D and Z type vans] react 
poorly to track geometry defects 
and are at a higher risk of derailment. 
The operation of these types of 
rollingstock will require tighter 
track twist tolerances and/or slower 
operational speeds when compared 
to rollingstock with bogies.

THE IMPORTANCE OF BEING ERNEST IN 
MANAGING THE WHEEL/RAIL INTERFACE  
[WITH APOLOGIES TO OSCAR WILDE].

Tram bogies - Brill type 22 
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• Rollingstock with unusual bogie 
configurations, bogies with pony 
wheels [for examples, trams with 
Brill 22 trucks], rollingstock with 
large end throw dimensions [for 
example, J-class Melbourne tram] 
react poorly to track geometry 
defects and are at a higher risk of 
derailment. 

The use of the above types of 
rollingstock will require tighter track 
tolerances and/or slower operational 
speeds. They may also exhibit poor 
ride performance and excessive 
wheelset hunting even when both 
the wheel and rail dimensions are still 
within tolerance. 

Rail joint alignment and  
derailment risk. 

High-rail vehicles, maintenance plant 
and trolleys with small diameter 
rail wheels react poorly to rail joint 
misalignments and any partial fouling 
of the flangeways in level crossings 
and turnouts leading to an increased 
risk of derailment.

Wide track gauge and  
derailment risk. 

Rail wheels with tread hollowing 
[worn but still within tolerance] 
react poorly to sections of track 
that exhibit wide gauge [worn but  
still within tolerance] leading to an 

increased risk of derailment.

Compromised rollingstock braking 
and traction risk.

Poor match between wheels and rails 
can lead to compromised braking and 
traction performance.

Turnout geometry and  
derailment risk.  

Poor match between wheels and 
rail profiles within the turnout [toe 
of blade, nose of crossing, guard 
rail effectiveness] can lead to an 
increased risk of derailment.

Ernest’s conclusions

The operation of moderately 
worn wheels [worn but still within 
tolerance] with moderately worn rails 
[worn but still within tolerance] often 
leads to many of the operational and 
performance issues discussed above.

If the wheel/rail interface is not 
actively managed, safety can be 
compromised and an increased risk 
of derailment may exist.

All rollingstock/track and wheel/
rail tolerances need to be technically 
assessed and managed for the 
complete range of track conditions 
applicable for the rail operator and 
rollingstock parameters. 

Technical investigations, risk 

assessments and management of 
change processes would be expected 
to cover all wheel/rail interaction risks 
so far as is reasonably practicable 
in accordance with the rail safety 
legislation. They should cover the 
following:

• introduction of new rollingstock
• changes to the wheel/rollingstock 

or rail/track tolerances
• occurrences of  derailments 

without an identifiable cause.

Along with track and rollingstock 
tolerances, TSV has a continued focus 
on reviewing wheel/rail interface 
tolerances to ensure all risks are 
managed.  

Ernest’s advice

When the wheel/rail interface is 
effectively managed, the risk of 
derailment decreases. In addition, 
other benefits accrue including:

• ride performance of the 
rollingstock will improve 

• rates of wear and maintenance will 
decrease.

Active management of the wheel/
rail interface will not only manage the 
safety risks for railway operations but 
will directly improve the performance 
of the rollingstock and enhance the 
passenger experience. 

Wheel Check Gauge

Flange Width
Back-to-Back

Clearance
Flangeway

Checkrail Gauge

Nose Wingrail Checkrail Stock Rail

Flangeway

Wheel/rail interaction cross section through turnout 

Type D and Type Z wagon J-Class Melbourne tram 
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In the course of delivering its rail safety regulatory functions, TSV 
typically engages with rail transport operators. This occurs during 
regular formal meetings, the conduct of an audit or compliance 
inspection, following a rail safety incident/accident or, as of last 
month, at Rail Operations Forums. These interactions with rail 
transport operator staff are important and valued by TSV. 

We have noted that in some 
instances, rail transport operators 
are hesitant to engage with TSV 
proactively outside these meetings 
and activities.

Important parts of TSV’s role are to:

• support the ongoing education of 
rail transport operators

• promote continuous improvement 
in rail safety

• encourage consultation, 
particularly in relation to the 
management of risks to safety.

As part of the co-regulatory 
approach to rail safety regulation, 
we would like to encourage all 

rail transport operators to meet 
with TSV to discuss future plans, 
challenging issues that are being 
managed, prospective changes to 
rail operations, or anything that may 
impact on the safe operation of rail 
networks. 

We also encourage rail transport 
operators to meet with TSV to 
discuss any concerns regarding:

• prospective changes in the 
rail industry or regulatory 
environment that may impact on 
their organisation

• the rail safety legislation or regulations
• resourcing issues
• competence issues

• emerging issues with complying 
with the rail transport operator’s 
safety management system. 

TSV staff may be able to offer some 
advice or information that may 
support the rail transport operators in 
their decision making. 

TSV strongly encourages rail 
transport operators to use TSV 
as a source of information about 
rail safety, rail operations or the 
management of risks to safety. Rail 
transport operators however are 
reminded that they are responsible 
and accountable for any decisions 
they make which rely on information 
from any external source.

ENGAGEMENT WITH THE 
RAIL SAFETY REGULATOR
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In February the Rail Safety Director was advised that the National 
Transport Commission (NTC) had released a 2017 edition of the 
National Standards for Health Assessment of Rail Safety Workers. 

This revised edition of the National 
Standard for Health Assessment of 
Rail Safety Workers (the Standard) 
ensures that any rail safety workers 
with health conditions have the 
monitoring and support they need to 
keep themselves and Australia’s rail 
system safe.

The Standard is a critical element of 
managing the safety risks posed by rail 
safety worker health and the NTC reviews 
it every three years. This edition is the 
result of an extensive consultation process 
with the medical community, consumer 

health groups, industry groups and 
associations, rail transport operators and 
their employees, transport departments, 
unions and regulators. The consulted 
parties offered their views on how the 
Standard cam be improved to provide the 
best rail safety outcome for Australia.

Updating it ensures that the medical 
criteria reflect the latest knowledge 
and understanding of the impact 
of certain health conditions on 
safe working performance. Where 
appropriate, the Standard has also 
been updated to align with the 

commercial vehicle driver standards 
contained in the medical standards 
for driver licensing.

The Standard is published by NTC 
and an electronic version is available 
from the NTC website ntc.gov.au

NTC is located on level 15/628 
Bourke Street Melbourne and can be 
contacted by:

Phone: 03 9236 5000
Fax: 03 9642 8922
Email: enquires@ntc.gov.au
www.ntc.gov.au

www.ntc.gov.au


HANDY RESOURCES FOR THE RAIL INDUSTRY

One of the underlying obligations of rail transport operators is to 
engage in continuous improvement in rail safety. This requirement 
is set out in section 11 of the Rail Safety (Local Operations) Act 
2006 (VIC).

As part of fulfilling this requirement, 
rail transport operators are expected 
to regularly review and update their 
risk register. The review should 
consider new developments in 
technology, lessons learned from 
incident investigations (both internal 
and from other jurisdictions) and 
ideas from other rail transport 
operators obtained from reading 

journals or attending conferences. 
Rail transport operators should also 
review their risk register as a part of 
managing any changes to their rail 
infrastructure, rolling stock or systems 
that may affect the safety of rail 
operations. 

The internet provides access to an 
enormous amount of information 
on all aspects of rail operations and 

rail safety, which can be used by rail 
transport operators as an input to risk 
assessments, change management 
and decision making. 

These websites include organisations 
supporting the rail industry, rail 
safety regulators and rail incident 
investigators. In many instances, 
these sources of information are 
based overseas. 
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Some useful rail websites include:

Organisation Website

Australasian Railway Association https://ara.net.au/

Australian Transport Safety Bureau http://www.atsb.gov.au

Federal Railroad Administration (United States of America) https://www.fra.dot.gov/Page/P0001

Office of the Chief Investigator http://economicdevelopment.vic.gov.au/chief-investigator

Office of the National Rail Safety Regulator https://www.onrsr.com.au/

Rail Industry Safety and Standards Board https://www.rissb.com.au/

Rail Safety Standards Board (United Kingdom) https://www.rssb.co.uk/

Transport Canada http://www.tc.gc.ca/eng/rail-menu.htm

TSV strongly encourages the use of the internet as a source of information about rail safety, rail operations or the 
management of risks to safety. Rail transport operators however are reminded that they are responsible and accountable 
for any decisions they make which rely on information from any external source.

https://ara.net.au/
http://www.atsb.gov.au
https://www.fra.dot.gov/Page/P0001
http://economicdevelopment.vic.gov.au/chief-investigator
https://www.onrsr.com.au/
https://www.rissb.com.au/
https://www.rssb.co.uk/
http://www.tc.gc.ca/eng/rail-menu.htm


WHERE TO GET  
MORE INFORMATION
Transport Safety Victoria
121 Exhibition Street
Melbourne Victoria, 3000

PO Box 2797
Melbourne Victoria, 3001
T. 1800 223 022
F. (03) 9655 6611
E. info@transportsafety.vic.gov.au
W. transportsafety.vic.gov.au

If you would like to receive this publication 
in an accessible format, such as large print 
or audio, please contact Transport Safety 
Victoria.

To subscribe to TSV email alerts, go the rail 
section of the TSV website and enter your 
email address in the subscribe to updates 
box located at the bottom left-hand side of 
the page.

To view previous editions of this newsletter 
click ‘Download a form or publication’ at 
transportsafety.vic.gov.au/rail-safety.
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