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Quality & Safety Management

Quality Management System (QMS)

*  QOverview

» Structure

* Integrated approach
» (Case study

Safety Management System (SMS)

« Qverview

* Entity iIn Charge of Maintenance (ECM)
* Integrated approach

* Leadership




Overview: Quality Management Systems (QMS)

Most important definitions

Quality Management System

» A set of policies, processes and
procedures used by an
organisation to ensure it can
fulfill the tasks required to
achieve Its objectives

Example

» A freight operator has a quality
target to achieve 99%
punctuality and ensures it
through a quality policy and
processes, e.g. deviation
management.

DESIGN CONTROL

+ Risk Management
« Inputs / Outputs
« Verification / Validation

CHANGE MANAGEMENT

« Design Change Management
-+« QMS Change Management
« Risk Review

PROCESS AND
PRODUCTION CONTROL

+ Customer Requirements
« Supplier Quality
« |Identification / Traceability

>
PREVENTIVE ACTION
QUALITY w — « Eliminate Noncomformities
MAN AG E M E NT » QMS Improvement
SYSTEM

« Verify Effectiveness

PRODUCT
SURVEILLANCE

« Complaint Handling
» Risk Monitoring
« Vigilance

MANAGEMENT
\ RESPONSIBILITY

— «» Management Review
« Inspection Readiness
« Internal Audit

S

« Personnel Competency
« Infrastructure
« Work Environment



Overview: Quality Management Systems (QMS)

Most important definitions
CERTIFICATE

of Conformity

Certification (Certificate)

- The process of testing, inspecting, and = HﬂffMQH{;EgEEE
confirming that a product, service, or
system meets specific requirements set —
by an independent body provided through Ee e,
a written assurance (certificate) e e e e
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Example

« An external party e.g. TUV Rheinland
verifies processes and products e.g.
maintenance of wagons including the
process of changing brake blocks.

A certificate is provided by TUV Rheinland.

TUV Rheinland LGA Products GmbH - TillystraRe 2 - 90431 Niimberg

A TUVRheinland®

www.tuv.com Precisely Right.



Overview: existing QMS & Certifications

* Quality management (1ISO 9001)
*  Work safety & health management (ISO 45001)

*  Food safety management (1ISO 22000)

* |T Security management (1ISO 27001)

* Feed safety management (GMP+)

* Rallway Safety Management (EU 2018/762)

* Entity iIn Charge of Maintenance (EU 2019/779)

e ... and many more



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Context of the Organisation (Clause 4)

* This section focuses on understanding the internal and external factors that influence the
organization. It considers elements like relevant issues, interested parties (customers,
employees), and the organisation's purpose and strategic direction.

Example

» Interested parties are for a freight operator e.g. infrastructure managers, customers,
wagon keepers etc. Important factors could be prices, renting contracts, responsibility for
maintenance,...



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Leadership (Clause 5)

* This section emphasizes the role of top management in demonstrating commitment to the
management system. It requires leadership to establish the system's policy, allocate
resources, and communicate its importance throughout the organisation.

Example:

» Establishing a policy for quality and showing commitment by approving budget and
performing regular quality walks thorough the workplace.



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Planning (Clause 6)

» This section deals with planning how to achieve the goals set by the organisation. It
Involves identifying risks and opportunities, setting quality objectives, and outlining the
necessary resources for achieving them.

Example

* Avrall freight operator sets a goal of 99% punctuality by management by objectives
(financial compensation for leadership position). ldentified risk could be — railway
construction sites to (not) achieve punctuality.



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Support (Clause 7)

» This section highlights the importance of providing the necessary support for the
management system to function effectively. It covers aspects like competence of
personnel, infrastructure, and awareness training.

Example

* An Infrastructure manager instructs their maintenance staff reqgularly and offers a mobile
service to maintenance railway tracks.



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Operation (Clause 8)

» This section focuses on the operational controls needed to deliver the organisation's
products or services. It includes control of processes, products, and services, along with
managing external providers.

Example

» Afreight operator frequently checks whether its suppliers (e.g. shunting yards), are
working in accordance with their contracts.



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Performance Evaluation (Clause 9)

* This section emphasizes the need to monitor and measure the performance of the
management system. It involves tracking key metrics, conducting internal audits, and
analysing customer feedback.

Example
* Afreight operator holds a bi-weekly meeting to discuss its key performance indicators
(punctuality, asset utilisation, ...).

» Additionally, before each client contract renewal, clients are asked for feedback and
measures are taken to improve customer satisfaction.



Structure: what does a QMS consists of?

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation) and consists of following elements:

Improvement (Clause 10)

» This final section highlights the continuous improvement aspect of the management
system. It requires the organisation to identify areas for improvement, address
nonconformities, and implement corrective actions.

Example

» A certain type of locomotive Is always defect on international traffic with a certain type of
electricity frequency. The pantograph is checked in specialized maintenance workshop
and specific measures are taken.



Integrated approach: QMS in a company

Management systems usually follow a high level structure provided by ISO (International
Standard Organisation)

Each managementsystem demands a policy
* Quality / Safety / IT-Security / Maintenance / Environmental /....

Example
* ....We are compliant with safety, environmental laws, regulation and standards. \We strive

to achieve usage of environmental technologies e.g. electricity recuperation and
significantly reduce accidents and spillages of dangerous goods....



Case study: quality toward excellence

Support (Clause 7)

* This section highlights the importance of providing the necessary support for the
management system to function effectively. It covers aspects like competence of
personnel, infrastructure, and awareness training.

Example E

» Rall Cargo Group uses Serious Games
to train its employees to better understand
core processes and challenges within
Its business activities.

Rail

Member of OBB



Overview: Safety Management Systems (SMS)

Most important definitions

Safety Management System (SMS)
» A structured approach designed to ensure safety of railway operations.

» Everybody operating in the railway system (RU, IM) bears full responsility for the safety of
the system, each for their own part.

» Establishing a properly functioning SMS Is the appropriate way to ensure safety.

A properly functioning SMS
» Ensures that the organisation achieves its business objectives in a safe manner and
complies with all the safety obligations that apply to it.

» Enables the identification of hazards and the continuous management of risks related to
an organisation’s own activities, with the aim of preventing accidents.

* Is a living set of arrangements which grows in maturity and develops as the organisation
which it serves does so (vs. simple compliance with regulatory framework).



Entity in Charge of Maintenance (ECM)

ECM = Entity in Charge of Maintenance (Directive (EU) 2019/779)
Applying the ECM framework Is a vital component of the SMS In European railways.
ECM aims to ensure that all vehicles are properly maintained.

Clear responsibilities — 4 functions:

« ECMI: ECM Management
Overall responsibility for structure and effectiveness of ECM system.

« ECM II: Maintenance Development
Definition of maintenance specifications and monitoring of vehicle fleet.

« ECM IIl: Maintenance Management
Ensuring that the vehicles are taken out for maintenance at the right time and place.

« ECM IV: Maintenance Delivery
Processing of maintenance order and documentation of work completed.



Integrated approach: SMS in a company

How to get a properly functioning SMS?

Requirements are set out in Railway Safety
Directive (EU) 2016/798 (Annex | and II)

Follow a PDCA cycle (Plan, Do, Check, Act)
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Leadership: the roof of every SMS

Safety
Culture

Safety Policy

Safety

Strategy Strategic Safety Safety Plan
Priorities

Safety Goals



https://bls.sharepoint.com/sites/c/SitePages/Sicherheit.aspx
https://bls.sharepoint.com/sites/c/SitePages/Sicherheit.aspx
https://bls.sharepoint.com/:b:/r/sites/SUP-C-IMS/Shared%20Documents/1_Vorgabedokumente/2_Vorgaben%20BLS%20Cargo/CS%20BLSC%20Sicherheitspolitik.pdf?csf=1&web=1&e=6lXYbg
https://bls.sharepoint.com/:b:/r/sites/SUP-C-IMS/Shared%20Documents/1_Vorgabedokumente/2_Vorgaben%20BLS%20Cargo/CS%20179%20VA%20D%20Sicherheitsplan.pdf?csf=1&web=1&e=HDVnOy
https://bls.sharepoint.com/:b:/r/sites/SUP-C-IMS/Shared%20Documents/1_Vorgabedokumente/2_Vorgaben%20BLS%20Cargo/CS%20BLSCG%20D%20Just%20Culture%20Policy.pdf?csf=1&web=1&e=RT0xG7

QUESTIONS & ANSWERS



A KEY TO EXCELLENCE

Roland Rieder BLS Cargo
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—(C Safety Culture BLS Cargo Group

What kind of safety culture do we want?

Basic assumption of Just Culture:
Failures are not solely due to individual mistakes, but also have a systemic / organisational reason

- When confronted with incidents, do not ask “who is accountable?” but rather “why could this happen?”

-> Just Culture F Blame Culture
-> Just Culture = Reporting and Learning Culture

How to foster a reporting and learning culture?
-> Protection from sanctions (if no “red lines” have been crossed)

- Protection of the reporters (confidential but not anonymous)

- Use of all available information

C. _ James Reason (1997):
- Clear processes In incident and data analysis «Managing the Risks of
Organizational Accidents»




—(O Case study: what can we learn from incidents?

— On 2 June 2022, a BLS Cargo
locomotive train collided at
Zollikofen station with a
departing SBB Cargo freight
train consisting of special
vehicles for construction works.

— No fatalities or major Injuries,
but major financial damage.

— Soon after the accident, it
became clear that the
locomotive train was running
with a switched-off rallway
safety system (ZUB), which
provoked interest in the entire
iIndustry.
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Main finding: individual errors occurring in a system
unable to prevent them led to the accident

Individual / human Systemic / organisational
factors factors

30



—(O The chain of individual/human factors that led to the
accident

- - & - h 4 N

Failure to have Failure to Failure to follow Failure to
safety problem request a the standard remember the
(ZUB) solved in second driver procedures existence of a

» Spiez » (foreseen in » when facing a » section signal In
(= main main- FDV when ZUB “Warning” signal Zollikofen
tenance site of does not work)
BLS Cargo)

A 4 U 4 \ y ) y
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—(O  «Zollikofen» led to several improvements in the
systemic/ organisational setup

Maintenance Before departure

Gmnges to operating instructions BLS \ Ganges to operating instructions BLS \

Cargo as of 1 September 2022 (tightening ?”‘“33; Cargo as of 1 September 2022 (tightening

~ of Swiss regulations “FDV”): ® of Swiss regulations “FDV”):
« Departures from maintenance sites are p: -+ With second driver: maximum speed
no longer allowed without functioning _ > 80 km/h (FDV: no limitation)
ZUB -+ Without second driver: maximum
* Departures from train driver sites only speed 40 km/h (FDV: 80 km/h)

k with second driver (without ZUB) / \ /

32



—(O Looking ahead: challenges for the future

— The safe and efficient border handling of freight trains has made too little progress in
recent years.

— Exchange of data on safety relevant findings is still insufficient.

— Despite ETCS international operations are not possible without multi-system locomotives.

— It is still unclear how the ECM Regulation can be implemented in the wagon sector in an
efficient and legally compliant manner.

— An overly orthodox application of CSM SMS makes co-operation between partners and
suppliers difficult and complicated.



< Defining and enforcing clear responsibilities Is not enough;
we must also focus on safe and efficient collaboration!
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SHAPING QUALITY & SAFETY

Philip Van den bosch UIC



UIC Freight: competence centres
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UIC Freight: competence centres

/ + 1 competence centres aim to promoting the development of rail freight to respond to
challenges In respect of logistics and sustainable development.

Aiming to Realised by In order to

@ Unlock broader topic Changing the narrative from
understanding what to why & how

Address the core Collaboration to add value & Harmonise operations
values & benefits boost performance

Facilitate business

’:‘ Pave a way towards an easy

Meet legisiative
@4’ implementation requirements




UIC Freight: competence centres

Quality Expert Group aims to ensure coherence and harmonisation of quality management
and other management systems through exchanging best practices and establishing
common standards and guidelines for setting up management systems.

ABOUT ~ ACTIVITIES ~ REGIONS v PRODUCTS & SERVICES v Q

P ~}£2$ :
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TRAIN OPERATION " |

.- e \. _l‘

Harmonisation is the basis for a seamless international and border crossing freight traffic. UIC facilitates best practice sharing to ensure interoperability as well

as increase commercial speed of train traffic. Key part of this competence centre is corridor development, ensuring that significant traffic flows are being
2 - prioritised and investments being put in place.
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EXCEPTIONAL CONSIGNMENTS OPERATIONS QUALITY XBORDER
The right place for you to facilitate your Optimise your operations and increase the Quality management system is a premise The objectives of the XBorder project are
transport services of heavy and oversized commercial speed and harmonisation, for business growth and client retainment, relevant in order to further improve the
cargo. Read more... which increases interoperability and by partaking in this work group, you take competitiveness of rail freight in cross

improves (...) Read more... advantage of the best (...) Read more... border operations, to find (...) Read more...




UIC Freight QMS: ATTI

Agreement on freight Train Transfer Inspections

- ATTIl Is a UIC tool created in 2014 with the objective to reduce train inspections at
handover points, thus boosting rail freight productivity and competitiveness.

- ATTI members comprise both UIC and non-UIC RUS.

- s el i s 5
/ GUTS| OPE 0
ﬁ EUROPEAN

UNIOMN
AGENCY
FOR RAILWAYS

Making the railway system
work better for society.

Guide for the application of the TSI OPE

In accordance with Article 19(3) of Regulation (EU) 2016/796 of the
European Parliament and of the Council of 11 May 2016

In the 2019 Guide for the application of the TSI-OPE published by
the Agency, ATTI was quoted as a trusted handover procedure:

“Trains that operate with partnered RUs across borders may
wish to consider the UIC ATTI trusted handover procedure”

- Arcesta b s ans of cosphats
f it ol ek 6 induthng brakes
’,:"_,..-"" EUROPEAN are

UNION
AGENCY
FOR RAILWAYS

kMaking the railwey system
work better far society.

Operations and traffic management system T5i

Acceptable means of compliance on checks and tests before
departure, including brakes and checks during operation

In December 2021 the Agency published its first AMoCs. Once
again, ATTI is quoted as a good practice to:

“allow better forward planning as well as to increase the
quality and safety of trains subject to the agreement”




UIC Freight QMS: ATTI

Agreement on freight Train Transfer Inspections

- ATTI tool proves its key role in achieving interoperability without compromising safety.
- The membership growth from the initial 44 participants in June 2014 to 170+ members.

QMS and Quality Database are central elements of ATTI, covering 3 types of inspections:
- lrregularities detected at wagons during the transfer (as per GCU Appendix 9)

- Dangerous goods inspections according to RID (application of IRS 40471-3)

- Operational irregularities at time of arrival (wagon order, documents, TAF TSI data, ...)
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uic

INTERNATIONAL UNION
OF RAILWAYS

Thank you
for your attention

et el WIS/ L

Stay in touch with UiC: [{§} YouR[lf) #UICrail shop.uic.org c uic.org @



https://www.youtube.com/watch?v=J3R6uvL3SOI
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