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Change Management

1. Introduction


Oberon Tarana Heritage Railway Inc. (OTHR) as an Accredited Rail Operator and having OTHR Rail Safety Management System (SMS) approved as part of the accreditation process, recognises that there is a requirement that any changes to the documentation on which the accreditation is based must be submitted to the Regulator for review and in certain circumstances approval. 


OTHR must either seek approval to implement material changes proposed or provide advice to the Regulator of significant changes. 


It is recognised that over time, OTHR’s scope and limits of activity and/or the processes by which it carries out its activities will require the original documentation to be amended.  It is acknowledged by the Regulators that they do not wish to hinder OTHR in the rapid introduction of measures identified as providing improved safety, reliability or efficiency, and conversely OTHR acknowledges its responsibility to providing formal advise of proposed changes including relevant technical data and supporting engineering and risk analysis information.  


To meet these acknowledged objectives and responsibilities the processes controlling Change Management as detailed in this section includes descriptions of the categories of change, providing guidance but as it cannot anticipate all types of changes it becomes a matter of judgement by the relevant Managers and the Operations Management Committee, with each change being judged on its merits.  Where doubt does occur the regulator should be consulted.


Essentially, OTHR must exhibit awareness of its responsibility, the responsibility of the Regulator to oversee rail safety, and the responsibility of interfaces OTHR has.  OTHR must carry out an assessment of the significance of proposed changes that affect rail safety in a manner that ensures that the rights and responsibilities of all stakeholders are respected.


A stakeholder in an OTHR operation is a party whose performance or well-being is affected by the performance of OTHR. 

2. Parameters of Change


Changes can range from an expansion of operations into new activities or areas to simple correction of typographical errors.  The Regulator does not need to “approve” of the latter change, but must be given the opportunity to approve or disapprove of the former.  Between these extremes, there are likely to be a number of proposed changes that require consultation to determine the level of involvement of the Regulator. 


The Guidelines provide for three levels of involvement. These are:

· Changes requiring prior application for approval 


· Changes requiring notification prior to implementation and


· Changes requiring notification after implementation 


The Regulator requires that OTHR employ a rigorous risk management methodology to initially determine the significance of the change and then to develop the change so that its implementation is effective.
3. Special Note


Any variation from this OTHR Rail Safety Management Systems (SMS) as the approved safety management system by the regulatory authorities could result in a non compliance being placed upon OTHR SMS and potential withdrawal of all equipment and operations affected by the change.


All employees, members and contractors of OTHR shall adhere to the prescribed systems as directed in all of the approved documentation.


If for what ever reason a change is required an Engineering Change Advice shall be forwarded to the Manager Rail Safety & Accreditation for submission and consideration by OTHR Rail Operations Management Committee. 


No change is to be carried out until written authorisation is provided by the Manager Rail Safety & Accreditation.   

4. Engineering Change Advice (ECA)

Prior to any change taking place to any:

· Procedure, 

· Drawing, or 

· Standard …


… that is either detailed or nominated within OTHR Rail Safety Management Systems (SMS), it must firstly be submitted on an Engineering Change Advice form (sample provided at the end of the sub-section) to OTHR Management Committee through the Operations Manager and is to include all supporting documentation detailing the proposed change.


The approval process and time will be determined by the level of change that is being requested.  In the case of a minor change this may be approved at the time of request being considered by OTHR Management Committee.  This is known as a change notification after implantation.  If a significant change is requested i.e. it may interface with other organisations or an engineering analysis is required it is know as a material change.  This may take some time to complete and as external consulates may be required to give advice i.e. computations and drawings.


No change to any procedure, drawing or Standard within the SMS shall take place without the prior approval of OTHR Management Committee and where required the Regulator.


It is the responsibly of the manager of the area requesting the change to provided all necessary supporting information and respond accordingly in support of the change request as may be asked by OTHR Management Committee, Systems Manager or the Regulator.

The following are examples of what the ECA may cover:

· Change to an approved drawing that is not relevant to current standards.

· Changes to an approved drawing that does not match the manufactured components.

· Materials cannot be obtained as they are no longer manufactured.

· Method of jointing to replace riveted construction by welding including a weld procedure.

· Any change to a component that is safety critical. 

· A newly designed item that is be constructed that has not been used before

· A new manufactured component that has not been used before

The means of initiating the change request is the submission of an Engineering Change Advice

The internal OTHR document is used to initiate a change for consideration by the Rail Operations Management Committee, a copy is provided at:  F-006 Engineering Change Advice (n/a draft version)


The process of the Engineering Change Advice (ECA) is outlined in the flow chart on the next page under the heading Change Management Flow Chart.   
5. Change Management Flow Chart    
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6. Classification of Changes


The following description of categories provides guidance but cannot anticipate all types of changes.  It is often a matter of scale with each change being judged on its merits.


General

Any change which has the potential to affect the safety of railway operations should be treated as requiring prior application for approval (see below) unless it can be demonstrated via a risk assessment that the change is sufficiently minor to be covered by 1or 2. below.  This requirement specifically includes:

· Any changes to the infrastructure of a railway as described in the Rail Safety Act 2008
· Any changes to rollingstock other than those which are purely for the purpose of improving passenger comfort

· Any changes to operating procedures which relate to the movement of trains.

Note: As an example, changes which do not affect safety, such as replacements of component parts with items conforming to the same specification, do not need to be notified to the Regulator.

1.
Change requiring prior application for approval (ie. a Material Change)

These are changes that affect the fundamental elements of the SMS that describe OTHR activities or how they are managed, or the interfaces with other organisations. 

2.
Change requiring notification prior to implementation 

These are changes that:

· do not alter the fundamental scope and limits of accredited activities, but 

· do have significant affect on the advised processes by which those activities will be managed.

3.
Change requiring notification after implementation 

These changes are of the nature of minor amendments to documentation or slight alterations in the operational environment which do not impact on any interfaces with other organisations or stakeholders. 

7. Documentation Required for Changing a Safety Management System 
(SMS)

The System Manager is responsible for all documentation regarding the any Engineering Change Advise (ECA) and change documentation that shall be forwarded to ITSRR. 

There are 3 levels of documentation required for the 3 different categories of change that can be made to the SMS.  The classification of the category of the change determines the documentation required. 

1
Change requiring prior application for approval 

The Regulator must receive the Application for Approval to Change the accredited SMS, not less than 30 days prior to the proposed implementation date of the change.  The change must not be implemented before written approval of the proposal is received from the Regulator.
The information required in such a submission is outlined in the Engineering Change Advice on the following pages. 
Depending on the complexity of the change, the Systems Manager should discuss the process with ITSRR at concept stage to ensure that all requirements for the Application for Approval to Change are understood.

The major considerations for the Regulator are:

· Assurance that appropriate consultation with stakeholders has taken place

· It recognises that any change affects existing risks and introduces new risks and has appropriately dealt with those risks

All of the documentation supporting the change must either be submitted or be available for examination by the Regulator. 

ITSRR will aim for a 30-day turn-around and may request additional information, for clarification or evidence of the rigour of the process by which the change was developed.

The Regulator will advise their decision on the Application for Approval to Change in writing, making comments or imposing additional conditions where considered necessary.  

2
Change requiring notification prior to implementation 

The Regulator should receive this notification of change not later than 20 working days prior to the implementation of that change. 

The information that is required for such a change notification is the Engineering Change Advice on the following pages.

The Regulator will acknowledge the notification providing comment where considered necessary.  

A number of such notifications will be selected for audit and/or compliance inspection.

3
Change requiring notification after implementation

Such minor changes should be listed in the annual safety report to the Regulator.

The advice should be accompanied by the text of any relevant changes in the controlled SMS documentation held by the ITSRR.

ITSRR will acknowledge the changes and make the necessary changes in the SMS held. 

In the regular review of the operator’s SMS and its implementation, ITSRR may wish to see: 

· The risk analysis and management action taken by the operator to satisfy itself that it has not increased the risk profile of its own operation or that of others. 

· The appropriate consultation implemented with all affected internal and external stakeholders

8. Risk Management Requirements

General

Where a change is proposed to the accredited SMS, a full risk management process is required.  This must include all elements that are required to satisfy the Regulator that all risks associated with the change will be effectively managed

This shall utilize the risk management methodology as outlined in:

 RM-001 Risk Management Procedure and that is at a minimum equivalent to AS 4360 - Risk Management.

A standard form is indicated in the Section below, outlining the basic questions that must be answered in raising an Engineering Change Request. These must be answered fully and provided by the manager submitting the change request to the Management Committee and subsequently to the Regulator.

9. Forms Associated with Change Management

Engineering Change Advice

The internal OTHR document to initiate a change for consideration by the Rail Operations Management Committee, a copy is provided at:  F-006 Engineering Change Advice (n/a draft version)
Notification of a Change to Railway Operations

The regulators form (ITSRR Form 8) to advise of a proposed change to OTHR SMS to be submitted by the Systems Manager to the Committee of Management and thence to the Regulator.
A copy is provided at:  Form8 ITSRR Notification of Change
� EMBED Visio.Drawing.11  ���
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