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Southern Region 
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Management
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Who am I?

• Brought up in Northern Ireland and moved to London in 2000 to study Civil 
Engineering at City University

• Chartered Engineer with the IET 
• Joined the Rail Industry in 2002 as a Year in Industry student with AMEC Rail –

working with the PWE at Tottenham and then the maintenance team on the 
District & Jubilee Lines

• After graduating, I was a project manager on maintenance of train care depots 
in Wessex and Southern before working on the construction of Singlewell
Maintenance depot on HS1 near Gravesend

• Worked as a Project Engineer on the Woolwich Arsenal DLR extension
• Joined Network Rail in 2008 working my way through the organisation:

• ATME Dartford
• TME Watford
• TME Orpington
• Route Asset Manager [Track] Sussex then Wessex

• Appointed Regional Head of Engineering [Track] for Southern in October 2020
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Introduction to 
Southern Region 
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Network Rail Operating Model – National Overview
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Network Rail Operating Model – Southern Region Overview
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Southern Region 
Track Risk Based 

Management
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Background
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The tragic events of 9th February prompted us all to 
think about how we go about our business…

• Why do we send staff out onto the asset whilst trains 
are running?

• What is the ACTUAL need for all the inspections and 
maintenance activity we carry out in red zone?

• We need to make our activities more risk based

• We need to change
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Engineering (train accident risk) principles: 
what does the Track Section Manager need?

• To be confident and assured that the track 
is safe to run trains

• Serious defects are detected and 
controlled to minimise safety and 
performance risk

• To know where track assets are 
deteriorating, in what way and how 
quickly 

• To be able to prioritise and plan repairs 
and refurbishment / renewal proposals 

Track worker safety 
principle:

• To minimise (eliminate?) 
exposure of track 
inspection staff to lines 
open to traffic
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The Plan
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What are we doing?

In response to Surbiton, introducing a focussed risk based approach to track management to support to 
Track Worker Safety Programme and to eliminate Unassisted Lookout Warning working

Phased approach to Track Risk Based Management
(green = complete; amber = in progress; red = yet to commenced)

Phase 1
Risk assessment on 

S&C crossovers

Phase 2
A - BVI on S&C

B – Loss of BVI (all)

Phase 3
Phase 4

Maintenance 
activities carried out 

in Red Zone

Phase 5
Long Bearer 
inspection

Phase 6
BVI in PL (not PLPR)

Phase 7
Manual Track 

Geometry inspection
Manual Rail Testing

Phase 8
TME inspections

A - SVI
B – Hot Weather 

Duties
C – 053/054 & Gauge

Additional activity underway to boost phases:
Drone inspections, Class 153 S&C inspections, PLPR on S&C, Amber Deviations, IM 

workshop
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Phase 1



OFFICIAL

13

Phase 1

Verification exercise to mitigate the risk of a patroller working outside the limits of their SSoW at crossovers 
in S&C and to confirm that the patrolling diagram is clear.

Crossover PSR Traffic daily Traffic every 2 to 7 days Traffic less than weekly 

20 mph or below Use track cat for speed 
and tonnage on the 
crossover route 

26-weekly 52-weekly 

21-40 mph 13-weekly 26-weekly 

41 mph or above 4-weekly 13-weekly 

 

Identify S&C 
not covered by 

SSOW

Include in 
SSOW where 

possible

Update TPD to 
clearly link 
with SSOW

Remove Crossovers 
from TPDs that 

cannot be covered 
with SSOW

Risk assess 
crossovers for look 
across and tactile 

inspection as per table
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Phase 2
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Phase 2A
• Introduction of a Regional risk assessment for S&C BVI where it is being moved to being carried out only in green zone protection. 

• This requires condition and failure history of a layout to be recorded. 

• The output is a rating (from good to very poor) which will then indicate intervals for BVI to be carried out
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Phase 2A – Outcome
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Phase 2B
• Introduction of a Regional risk assessment for any loss of BVI. 

• This scenario applies to situations where loss of line-blockages/protection arrangements result in a high knock-on consequence of recovery in 

line with TRK/001/mod02 Table 3. 

• The output is a rating (from good to very poor) which will then indicate extension intervals for BVI to be carried out
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Phase 3
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Phase 3a

• Introduction of a Regional risk assessment for SVI where it is being moved to being carried out only in green zone protection. 

• This requires condition and failure history of a layout to be recorded using RBM failure modes. 

• The output is a rating (from good to very poor) which will then indicate intervals for SVI to be carried out. 

• Southern Region have also introduced the option of conducting SVI in Darkness which is not positively covered in TRK/001. 

• The risk assessment process proposed determines the condition of the asset that sets the inspection interval with supplementary Level 1 

assurance activity that is to be undertaken if the inspection is to be completed in darkness
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Phase 3a – Outcome
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Phase 3b – Hot Weather Management

Problem Statement
The elimination of unassisted lookout working by June/July 2021 has the potential to significantly impact the ability to deploy 
Watchpersons with the mitigation in the standard (moving directly to CRT(30/60) ESR) being reputationally damaging in line with the 
risk

What have we done?

A national working group has produced guidance which has been briefed to the routes. This 
guidance:
• Introduces a hierarchy of mitigations that can be implemented prior to imposing the next 

requirement of the standard (i.e. ESR) should a watch-person not be deployed on the track
• Clarifies how rail temperature monitoring can be conducted using alternative means to site 

based rail thermometers
• Allows for observation of the track under traffic from a position of safety in some cases, 

subject to meeting certain criteria vice observing the track from the 4-foot
• Confirms that if the site can be fully observed from a position of safety, there is no 

requirement to be on the track

The guidance is based on the following principles:
1. Prepare the asset in advance!
2. Circa 80% of buckles have occurred on Cat 3, 4, 5, 6 track
3. The train service frequency on the Cat 3-6 lines should accommodate line blockages for 

watch duties
4. Track construction on Cat 1A, 1 & 2 track should be more resilient owing to the age profile 

and modern components present
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Summary of Hot Weather Watchperson guidance – option 3 (SR version expanding on principles of 

National Guidance)

Watchperson to monitor rail temperatures and observe 
train lateral response over site  from position of safety. If 

indications of track movement are observed, a line 
blockage must be taken.

All other sites excluding multiple timber S&C, jointed 
track

Not deficient and disturbed

Impose 30/60mph ESR
Line blockages to be taken at a frequency agreed with 

HoA/Regional Engineer.

Impose 20mph ESR
Line blockages to be taken at an increased frequency 

agreed with HoA/Regional Engineer.

N/A

Can a position of safety be 
used to continuously observe 
the whole CRT site for both 
alignment & temperature?

Can a line blockage be taken 
after every train to observe 
the whole CRT site for both 
alignment & temperature?

Can site-specific risk be 
controlled using hierarchy of 

mitigations?
NO

YES

Take line blockages and follow TRK/
001/mod14 Table 10   watchperson 

on site  option

YES

NO
Has the Infrastructure Director 
authorised the specific use of 

warning arrangements for site?
NO

Follow TRK/001/mod14 Table 10  
 watchperson on site  option

NO

Follow TRK/001/mod14 Table 10  
 watchperson on site  option

YES

Apply mitigations as per options 
below

CRT(W)

Qualifying 
Criteria

CRT(30/60)

CRT(20)

CRT(20) + 3 
degrees

YES

Follow TRK/001/
mod14 Table 10  
 watchperson 
not on site  

option

BA

Watchperson to monitor rail temperatures and observe 
train lateral response over site  from position of safety. If 

indications of track movement are observed, a line 
blockage must be taken.

Not multiple timber S&C or jointed track
Not deficient and disturbed

Remote temperature monitor confirmed on site
Photos and CRT calculations for site reviewed by TME

ESR(s) have been designed

Impose 30/60mph ESR
Watchperson to observe train lateral response over site  
from position of safety. If indications of track movement 

are observed, a line blockage must be taken.

Impose 20mph ESR
Watchperson to observe train lateral response over site  
from position of safety. If indications of track movement 

are observed, a line blockage must be taken.

Maintain 20mph ESR
Line blockage to be taken after the passage of every train 

OR
Maintain 20mph ESR

Impose 20mph ESR on adjacent road(s)

CRT(W)

Qualifying 
Criteria

CRT(30/60)

CRT(20)

CRT(20) + 3 
degrees

EXCEPTIONAL CIRCUMSTANCES: CAB RIDING
Under exceptional circumstances, it may be reasonable to 
undertake watchperson duties through cab riding over the 
affected sites

Cab riding in the rear cab is preferred, to maximise the chance to 
observe abnormal vehicle / track interaction. Use of the front 
cab is also acceptable

The application of cab rides as an alternative watchperson 
control must be agreed between the Regional and Route Track 
Engineers through local risk assessment*.
* Note: Cab riding is likely to result in the frequency of 
watchperson inspections being reduced and is also a subjective 
measure due to not visually observing track alignment. Local risk 
assessments must therefore consider the frequency that a 
watchperson is able to travel over the affected site.

Rail Temp 
reaches 
CRT(W)

Briefing of Watchpersons on all aspects of the process is 
critical and needs to be evidenced and assured
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Hot Weather Management - Opportunity for the future
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Phase 4
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Phase 4a – Track Geometry Recording
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Track Geometry Challenges

Track Geometry and PLPR captured on 
the same vehicle…therefore in most 
cases we record geometry every 4 
weeks!
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Track Geometry – Group Standards

• Twist – 7/14 day timescale
• Other faults – within timescale commensurate with risk of a derailment

• Is this a risk based approach?
• How do we balance the over-recording of track geometry versus the requirements for 

repair in industry standards?
• Is the concept of “guilty knowledge” preventing a more risk based pragmatic approach?

More thinking required….
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Future 
Opportunities
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S&C video Trainborne examination trial –
planned for Autumn 2021

Emerging Programmes
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• Drone trials underway to supplement 
BVI

• PLPR images through S&C to expand 
on how PL is inspected

Emerging Programmes


