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SAFETY TASK FORCE FORMED IN SEPTEMBER 

2019 TO TRANSFORM TRACK WORKER SAFETY

On 3 July 2019, at 09:52 the driver of a Great Western Railway 

train from Swansea to London Paddington reported that the train 

had struck three people working on the South Wales Main Line 

track. Our colleagues Gareth Delbridge and Spike Lewis were 

fatally injured. Another colleague escaped by inches. 

Aden Ashurst was killed on 8 April 2020 

at Roade Northamptonshire. An 

AmcoGriffen employee, Aden stepped 

walked onto the track and was struck 

and fatally injured.  



NETWORK RAIL MUST COMPLY WITH ORR 

IMPROVEMENT NOTICES BY JULY 2022
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• Collaborative 

discussion with 

all routes;

• 12 specific 

compliance 

criteria agreed;

• Timescale 

defined



The importance of data



POTENTIAL FATALITIES: JANUARY 2020  

For information:
1. We have engaged with 

RSSB to carry out further 
analysis to better define 
this risk;

2. The Task Force would like 
endorsement to increase 
the level of information 
captured during the Level 
1 investigation process. 
Also, to publish an overdue 
investigation KPI. 



The importance of data



WE ARE TREATING FUNDAMENTAL, LONG-STANDING  
BARRIERS TO TRACK WORKER SAFETY 

‘PLANNING’ ‘TECHNOLOGY’

WORKBANK REVIEWS 

AND SAFE ACCESS

• Working with front line teams 

to review 28 million+ annual 

maintenance standard tasks 

to keep people off track 

wherever possible.  

• Extend modern maintenance 

methods/Intelligent 

infrastructure across network 

• Negotiate improved safe 

access to track with TOCs 

and FOCs  

• Plan maintenance standard 

tasks into possessions, line 

blockages.

MAXIMISE SIGNALLER 

CAPACITY

• All signaller workstations have 

completed workload 

assessments to highlight ‘hot 

spots’ and quiet times 

• Route teams now following up 

to explore potential for better 

scheduling of maintenance 

activity – using quieter times, 

longer line blockages and 

other efficient working 

practices

IMPROVE LINE 

BLOCKAGE DATA

• Previously, no understanding 

of how many line blockages 

were used, what for, whether 

track safety equipment used 

to protect line blockages

• 90% of signaller workstations 

now providing accurate data 

about use of line blockages 

• Improved understanding of  

potential capacity for 

maintenance 

• Accurate understanding of 

additional protection 

• Explore extending EPR 

• 019 principles introduced to help 

colleagues understand the 

Standard 019

• Significant improvement in safety 

information for all frontline 

managers – down to section level

• Introducing new RailHub system 

for safe work planning and line 

blockages from April 2021

• Next steps are to simplify Standard 

019, introduce a single Person in 

Charge competence, improve non-

technical skills

TRACK SAFETY 

EQUIPMENT

• We are introducing 
new equipment for additional 
protection

• Making better use of existing 

technology – sometimes installed 

and unused

• Design in track worker safety 

technology for future

• 500 Track Circuit Operating 

Devices now deployed (of 700+ 

this year)

• SATWAS trials underway in 

various routes

IMPROVE SAFE PLANNING 

AND WORKING



What is it we need to do?

3rd Version published

43 pages

All route stakeholders 
signed up



13 Teams, detailed programmes developed.

Completed January 2020



PROTECTING TRACK WORKERS – BIGGEST 

OPPORTUNITIES 

NO MORE ‘LOOKOUTS’ NO MORE OPEN LINE 

WORKING (WITHOUT 

100% ADDITIONAL 

PROTECTION)

100% COMPLIANCE WITH 019 
SAFE WORKING PRACTICES 



NUMBER ONE TARGET: ELIMINATE LOOKOUT 

1825

2020

15 mph

125 mph

1920

80 mph

Despite a 50% reduction, there are still 850,000 
work orders per year using a lookout



Eliminating Lookout Working



Signaller Workload and Line Block Returns
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Line Block returns (695 possible, 674 open today, 683 if 
COVID closures open): 

The story so far:
• Steady increase, leap forward in understanding line 

blocks, how they are used, who plans them, how 
much additional protection is implemented.

• Only 9 locations have never submitted returns and 
29 have provided rolled up data.

• Slight drop under 85% in Period 7 however 
dashboards and line block data now available to all 
signalling locations and this is expected to improve 
engagement.
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• 86% of locations are providing line block returns 
which achieves a Level 1 milestone.

• Over 75% of line blocks are taken without additional 
protection.

• Returns indicate the majority of line blocks are being 
taken between the hours of 09:00 – 11:00 Monday 
to Thursday, which aligns with Near Miss profile.
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Line Block Heat Map - Periodic average of when LB's are Taken and Handed Back
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No additional 
protection, 76%

Next Steps:-
Route 

Workshops

Line Block 
Registers

Re-run 
Assessments

Signaller Workload and Line Block Returns



TRACK SAFETY EQUIPMENT PROTECTS THOSE WORKING 

IN LINE BLOCKAGES 

• Safety Task Force is providing track safety equipment and training

• ZKL Track Circuit Operating Devices (TCODs) break the track circuit, preventing trains entering a section

• 500 TCODs deployed so far. 700+ will be deployed in 20/21



NEW TECHNOLOGY KEEPS BOOTS OFF 

BALLAST, BETTER SERVICE FOR PASSENGERS

Eddy Current technology in use Plain Line Pattern Recognition camera

Remote condition monitoring, without the 
need for track access
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LEADING FRONT LINE ENGAGEMENT



Hearts and Minds – This is hard.

We are moving more tasks to night work than people………



IMPROVED PLANNING AND SAFE 

WORKING PRACTICES 

Up to the minute safety data for all front line leaders New, intuitive planning and line blockage systems 

One safety role  - COSS – with competence Non-technical skills for front line leaders Simplify Standard 019
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The Safety Task Force challenge on a page.

Some Vital Stats:
The below stats represent the annual work bank:
• Only 26% of work orders are completed in 

possessions or Line Blocks with Additional 
protection.

• 16% completed in Red Zone with Unassisted 
Lookout.

• 16% completed without recording protection 
method.

Total Annual Work Bank
4,300,000 Work Orders

22%
1,000,000 

WOs

Possessions

26%
1,100,000

WOs

Line Block Without 
Additional Protection

4%
200,000 

WOs

Line Block With 
Additional 
Protection

16%
700,000 

WOs

Red Unassisted 
Lookout

16%
700,000 

WOs

Protection Not 
Recorded

14%
600,000 

WOs

Not Required
When protection isn’t recorded we have assumed a 
worst case scenario. We are providing further 
assurance on the accuracy of how work orders are 
closed

100% of LB’s MUST have Additional 
Protection (20,000 LB per period total)

We MUST 
eliminate 

unassisted 
lookout working.

There are opportunities to reduce the overall 
number of work orders through application on 

Intelligent Infrastructure, risk-based-
maintenance, Ellipse data cleansing and improved 
‘clustering’ of work. The Task Force will drive this 

but further support is needed via Route Asset 
Management Teams to drive the correct 

outcomes.

We MUST apply for the 
correct amount of T3 

access in the EAS 2022 
in Sept 2020. 

Therefore T3 access 
may grow.
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Where are we now?
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Where are we now - Safety Task Force Programme
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Headlines
• Financial Authority granted for all routes - £7.2m cost of work done at the end of Period 7 (a further £2.1m purchase orders currently being processed).

• 1666 milestones complete (31.6%)

• Schedule adherence 100%

• 10% MST second pass reviews to be completed in August 2020  as per L1 Milestone. 25% to be completed by the end of October.

• 600,000 work orders categorised as ‘not required’ following MST reviews completed so far

• 508 TCODs deployed at end of Period 7.

• Signaller workload tool rolled out in the period with 100% surveys completed at end of P5 – Workload assessments to be completed by November

• Over 85% of signalling locations providing line block returns completing a Level 1 milestone.

• Over 75% of line blocks are still taken without additional protection.
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Risk Trajectory

Activity TotaliserMaster Schedule - Programme S-Curve
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SAFETY TASK FORCE – KEY STATS
Work Bank Review & Optimisation - Ongoing

600,000 work orders moved from Unassisted 

lookout working into safer, more efficient access

•Unassisted lookout working has 

reduced by 50% since July 2019.

• 31% reduction in near miss events

• 400k additional working hours between each 

event

• 53% of Near Misses involve lookouts

• 88% of signalling locations are providing line 

block data compared to 0% in January 2020.

• Additional protection technology deployed on 

line blocks has increased from 5% to 23% since 

January 2020.



ROUTE PROGRAMME BOARD DASHBOARD
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Compliance Confidence
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Completed Milestones No Prog No Prog No Prog 158 208 234 304 439 584 733 1007 1358 1530

Schedule Completed % No Prog No Prog No Prog 3% 4% 4% 6% 8% 11% 14% 19% 26% 29%

Schedule Adherence % No Prog No Prog No Prog 101% 102% 103% 104% 101% 101% 102% 102% 103% 104%

CAPEX Budget No Funding No Funding No Funding £9.6m £9.6m £9.6m £9.6m £3.2m £3.2m £3.2m £253m £253.6m £269.6m

Locations providing Line Block Returns % Not Recorded Not Recorded Not Recorded Not Recorded 4.60% 11.90% 43.90% 55.80% 68.40% 71.60% 88.40% 87.20% 88.60%

Line Blocks with Additonal Protection % Not Recorded Not Recorded Not Recorded Not Recorded 6.00% 12.60% 13.80% 19.20% 20.80% 23.50% 20.60% 20.80% 21.70%

Open Line Working % 25% 23% 20% 20% 18% 18% 16% 16% 16% 16% 15% 14% 12%

Hours Between NM (k) Not Recorded Not Recorded Not Recorded Not Recorded Not Recorded Not Recorded Not Recorded 938.2 970.8 1015.1 1024 1210 1331

Number of NM 68 61 59 58 58 60 58 58 55 53 52 44 40

TCOD Deployment 82 106 125 154 185 210 290 358 376 403 415 426 436
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The Safety Task Force Turned 1 year old in 
September.
One Year on we have:
• Fully approved Assurance Directive
• Fully Populated STF Team
• £270m Budget (incl P4D)
• Baselined programmes at L1, 2 & 3
• Safety Task Force Reporting Suite
• Portfolio Management Framework
• Programme Controls Framework
• Full Route Engagement
• Supply Contracts for Technology

Safety Task Force – First Year Progress

26



OFFICIAL

What is next?



Engineering Access Statement
Additional Protection in Line 

Blockages
Walkways in ‘Ellipse’ system
Work bank reviews/optimisation
Roster alignment 
Manage signal workload risk 
Frontline engagement
CP7 business plan
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Key Focus (Next 6 Months)
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Leaving a legacy……………
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Questions?


