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‘anged™o allow 70-per cent to be it
Sueh fund. In California this yeur e
sure passed an act providing that, =
dlerwise agreed, the cost of maintzre

?-crossing protection works <hedid

d by the California Public Serd~
ussion between the railronds il o'«
: bOdlCS affected on the same basis =
-ision of the cost of onguml constra-
However, the bill wa: pocket-ve::i
‘he legislature had adjouirned.

reasoning behind this legislaticn =
+ and convincing. One of the most &
hrochures by the 'Comimittee in £
of Life Prograty puts is accuraes
it says:

~ere is a growing av>‘.geness that thes
real difference in principle between te
i public funds to defray the cost <f
lights, traffic signs, guard rails af
nent markings and similar devices, aaf
: of public funds to protect the saze
of traffic as it goes over railrcaf

lar statements were made in the tess3-
aefore the LC.C, by witnesses from sl
«f the country. State and local pubSs
., legislators, railroad people for bers

+.i management, safety council officials
pal, county and state authorities, 1
-1l others expressed the same sens-
And the most important pronound-
1 the subject was that made by Hexrx
vy, LC.C. hearing examiner, in e
¢ has proposed for adoption by &
~son. After hearing all the eviden=
)st comprehiensive investigation =2
which has ever been conduciel

aer Vinskey said:

* highway users are the principal =
- of the benefits flowing {rom -
v grade separations and from <;m-

n at rail-highway grade crossirgs
i< reason the cost of installing ani
«ning such separations and protectire
is a public responsibility and shedi
weed with public {funds thie same 2%
v traffic devices.”

‘mer Vinskey has thus voiced an arg>

"o average legislator understands. =
cvery case where the facts are kil
‘hie state lawmakers the vote in su~
corrective measures has been unes-
nearly so.

W YT g T g

b3
A
‘

R AR

TS T IR

S Y T TR

S A AT R

PRI

The magnitude of the cost figures, for an
agpreciable number of new installations of

szomatic devices makes it clear that, as a
s=zctical matter, the railroads could not be
=pected to bear the burden. A genuine
=atribution to safety at grade crossings can
‘¢ made by formulating some means by
stich public funds may be obtained and
=ed to build and maintain structures and
fvices which will automatically protect the
ztor vehicle driving public from its own
idly. Earl F. Campbell, managing director
« the California Traffic Safety Foundation,

7ot it very succinctly in his testimony_before

Ze Commission when he said:

“Rail traffic is a part of the over-all fa-
chation and safety blueprint. Large sums
3zve been spent by the railroads in providing
remedial measures designed to achieve maxi-
=um safety. The public has a major interest
1 rail-highway accident controls. These con-
rols are created for the benefit of the driv-
Tz public, and therefore it would seem only
=t that the public should pay for controls
which are an integral part of the highway
wstem. This would represent only a small
part of the total highway cost, but would
axelerate the building of safety into our
expanding and urgently needed highway sys-
.-m‘."

If we are to have and to use both a na-
fonal system of railroads and a national sys-

Ruifroad Sectiom

tem of sircets and highways, crisscrossing
cach other at thousands of places, we must,
to an increasing degree, spend what it takes
to insulate each system from the other. The
tremendous gain in motor vchicle use and
the need for rapid, efficient transportation
over both systems makes this imperative.
To do the job would take that which seems
to ratlroad people to be a very great amount
of money, yet a sum which would be only
a small part of the whole highway budget.
Being realistic, we know that the only place
to turn for the amounts necessary is to the

_public treasury. The sooner the funds are

made available and the gates or other protec-
tton installed the sooner we may be able to
reduce to a mimimum the death and destruc-
tion at grade crossings.

So it becomes clear that the role of gov-
ernment in grade-crossing safety encom-
passes at least two very important
projects, namely, an enforcement program,
consistently followed, to induce compliance
with laws and regulations requiring motor
vehicles to stop at, or operate with adequate
care at, railway-highway crossings at com-
mon grade; and, sccondly, the appropriation
of public funds with which to build and
maintain an adequate number of grade sep-
arations and automatic protective devices at
grade crossings in order to further insulate
from each other vehicles moving over high-
ways and those moving over railways.

THE IMPORTANCE OF SUPERVISORY TRAINING
IN THE RAILROAD INDUSTRY

By M. A. NUGENT
Supt. of Safety, The Southern Pacific Co., San Francisco

Our subject of discussion is one that 1
ieel the most important subject in any safety
program. Due to the far flung operation of
a railroad, it applies more to the railroad in-
gitry than any other, and that is the “Im-
jortance of Supervisory Training in the
Railroad Industry.”

We read in various periodicals of up-
grading railroad officers. Many railroads are
sending them to universities throughout the

country with the thought of making better
managers. I have no quarrel with this policy.
But, we have thousands of supervisors and
officers on the railroads who are not given
the opportunity of attending universities,
although they hold responsible” positions in
management. These people are supervising
still more thousands of employees. Our dis-
cussion today is aimed at that group. A pro-
gram of this kind will pay off in higher
morale and fewer accidents,
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This group is the havdest group to-sell
on safety and 1 will attempt 1o show you
some of the reasons why, They are always
under pressure to get things done with
greater efficiency and less waste and they
may feel that they are somewhat over-
worked-—and possibly they are.

In their preoccupation to get things done,
they may feel that the more pressing mat-
ters reduce the necessity of carrying an ef-
fective accident prevention program. It is
often a burden to cope with all the matters
they must deal with. They give the greatest
attention to those matters that seem of im-

mediate importance, so safety matters_wait

for an occasion when there is more time.
But, all too often, that occasion may never
arise.

You may not agree, but after 48 years of
experience, holding a vartety of jobs in the
operating department, I have observed with
keen interest the actions of various super-
visors. I believe the success of any program
will depend on the ability of the supervisor
to carry the program down to the rank
and file employee. Who else is close enough
to the worker to do the safety job? The
worker considers he works for the super-
visor, not the higher-ups who are miles
away in some glass temple, If the supervisor
devotes a few minutes a day checking equip-
ment and safety practices, he will instill in
his men a safety consciousness that only a
supervisor can do.

There is no more effective way of selling
safety to railroad employees than through

“the supervizsor. Unless he is imbued with

ideas regarding safety, he will never get the
safety program off the ground. Safety and
morale will always come from the top down,
never from the bottom up Ag far as the
supervicor 1s concerned; this must start
with top management, but it will only reach
the rank and file employee through the su-
pervisor. Supervisors are the key members
of any effective safety program. Their edu-
caition is of primary importance and will

have a decided effect on the job of training

ciiployces.

I'voper education will iustill confidence in
the supervisor and build him up in the eyes
of employees and will make him a better
supervisor, If a supervisor expects his
workers to have confidence in him, he must
have confidence in himself. This will not
only be recognized by employ~es, but will
also be recognized by the supervisor's su-
periors. We speak, for convenience, of acci-
dent prevention as if - it were somewhat
apart from other duties. It is not. It is part
and parcel of the total job. A job cannot
be done effectively if equipment is damaged
or employees are injured.

You have heard the saying, “He's a good
supervisor, but he has a bad accident rec-
ord.” The most effective plan or the most
effective method of prevention is for the
supervisor to make it a part of his daily
duties. A well directed safety program re-
quires of a supervisor a more effective role
in accident prevention. It is management's
responsibility to train that supervisor.

There are several questions now before
us: namely, what can be done by manage-
ment to train supervisors?

This group here today has had many ad-
vantages over the on-line supervisor. Man-
agement has come a long way toward edu-
cating this group., But, this is of no value
unless we take it home and make it effective
with our people, Your attendance here (at
management's expense) is a part of your
education.

The question before us, today, is how
best a supervisor training program can be
carried on in the railroad industry and how
can we best do the job of training.

Last year I gave some of the highlights
of the program on the Southern Pacific
Since our training program has started, the
ratios have continually been downward.
Evaluation of this program is given by Mr.
Miller, on page 17.
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By D. K. MILLER
Asst. Supt. of Safety, The Southern Pacific Co., San Francisco

Having worked in such positions as la-
borer, boilermaker helper, switchman, vard-
master and then 16 years as a line ofhcer,
I feel that I am in a position to evaluate the
accident prevention program that is now in
existence on the Southern Pacific Railroad.

My first experience in assuming complete
responsibility for a safetv program came
when T was superintendent of the Los An-
geles Union DPassenger Terminal in 1933,
Through the large number of personal in=
juries recorded, it was definitely apparent
that some type of training program was in
order. A representative of the Southern
Pacific safety department set up a series of
conferences with all supervisors, These con-
ferences were set up on a weekly basis. Ma-
terial used covered the past injury record
and emphasized the causes and means of
correction. The supervisor was trained to
see and correct unsafe work practices, how
to issue orders, how to train employees to
rerform specific duties, and how to conduct
conferences. It became noticeable that most
cf our supervisors began taking an active
interest in the safety program. Within a
three-vear period, we were able to reduce

cur ratio from 2090 to 3.36. The training -

program was Jargely responsible for our
success.

In leaving Los Angeles Union Dassenger
Terminal, and moving out on-line again in
:he capacity of assistant superintendent on
two different big and busy divisions, I was
in a position to sce the training program on
the Southern Pacific in its infancy. The
safety department started to issue periodic
supervisor's accident prevention bulleting to
all Tine officers. Material contained in these
tulletins  included such subjects as good
tcusekeeping, personal protective  devices,
snalyzing accident causes, investigating and
reporting  of accidents, gaining employee
rarticipation, audio-visual aids, safety rules
and eniorcement, on-the-job training, and
seeing and correcting unsafe practices,

Safety supervisors, when disseminating
=is information, conducted interdepartmen-
tal conferences with all line supervisors.
These meetings were held on an average of
twice a year all over the Southern Pacific
railroad. About 900 officers participated in

these conferences, The information dizcussed
in these meetings, as well as at quarterly
staff meetings, served as a hasis for a train-
ing program. However, with the number of
cmplovees being promoted 1o officers, this
is a never-ending progranl.

Another important procedure we use in

training supervisors when revising one of
our rule books, or planning some modifica-
tion in our safety program as it applies to

—the—transpartation, mechanical, or mainte-

nance of way departments, is to arrange for

“a meeling of a certain number of line offi-

cers with safety department personnel. In
the case of rule books, a commitiee com-
posed of line ofticers and safety departnient
personnel sits down and reviews the rules
thoroughly, and revises them in the final
form for printing. This has been going on
for several years now, and we believe it has
proven very beneficial in having a line su-
pervisor feel that lie is playing an important
part in shaping our safety program.

One of the most important programs of
the safety department is the responsibility
for selection, control, and subsequent nse of
protective equipment for all departments.
Tliese include protection for head, eyes,
body, feet and respiratory protection: and
clothing for protection against corrosive and
toxic substances. The department recom-
mends purchase and use of such materials
as creams and cleaners for protection
against occupational discases such as derma-
titis, In November 1957 a catalog was issued
that contained all approved protective equip-
mcnt, and use of anyvthing not stipulated
i the catalog is prohibited.

Qf course, any ncw cquipmient reccives
consideration  and  replacement  is made
where warranted.

To obtain a uniform understanding all

over our railroad, the safety departinent
conducted educational conferences with all
supervisors and trained them in the use of
protective equipment, As new equipment is
issued, supervisors arc again instructed in
its proper use. While 1t is difficult to deter-
mine exactly how many personal injuries
have been avoided through use of protective
cquipment, we know a substantial reduction
has been made, due to the fact that we arg
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not experiencing the number of injuries to
heads, cyes, hands and feet as we have in
the past. In addition, complaints with re-
gard to respiratory ailiments have diminished
to a great extent.

In addition to this type of education, for-
mal education is offered to a select group of
officers and employees who are seriously
considered to ‘have definite management
potential. Naturally, they must meet various
qualifications such’ as age, seniority and past
educational achievement. Each

show signs of positive evidence of making
the Southern Pacific a permanent career. -

In addition to the programs mentioned,
safety supervisors are allocated a portion
of the ratlroad which they continually police,
assisting line officers to carry on their acci-
dent prevention program.

To gain employee participation, such de-
vices as picnics, family night meetings,
luncheons and dinners are held periodically
all over the railroad. With proper planning,
we have found these functions very helpful
in the establishing and furthering of an
awareness of safety.

Undoubtedly, we are making some prog-
ress in the safety program in that over the
last five-year period, we have noticed a de-
cided downward trend. From every indica-
tion this progress will continue and should
place us in a very enviable position as com-
pared with other Class 1 carriers through-
out the country, Despite the fact that our
ratio is showing a continual decrease, the
ficld of accident prevention is fertile and
training of tlic line supervisors must be cou-
tinued (o alleviate the number of fatalities
and injuries that are still substantial. In
continually analyzing the injuries that are
being sustained on the railroad, it appears
obvious 1o all of us in the safety department
that unsafe wark practices and disregard
of safety aid transporiation rules are the
major causes of all accidents,

We have employed several outside organi-
zations to come onto our property n‘xsl make
detailed stadies of our facilitics and work
processes. We have spent millions of dollars

candidate
must also demonstrate leadership ability and

in making the rccommended changes, many
of which included built-in safety devices to
eliminate human error, Despite these
changes, we are cognizant of tie fact we
are still dealing with human beings and
emotions, which must be controlled through
an cducational program. We realize each in-
dividual is a unique being.

Psychologists tell us that in spite of this,
all human beings have a definite basic be-
havior pattern. In our opinion, the acquisi-
tion and application of this knowledge is the
chaliénge to safety in the future. On South-
ern Pacific we are planning to hold educa-

-tional conferences with supervisors to

acquaint them with these basic behavior pat-
terns, This will enable them to understand

and recognize changes in the basic behavior

patterns of those who work for them.

In our interdepartmental conferences and
staff meetings that we are now planning, we
are emphasizing several rudimentary as-
pects of basic behavior patterns to make the
line supervisor more aware of his responsi-
bility. Such things will be covered as:

1. Learn to listen—keep vour ears open
and your mind open. Get the men to talk
about themselves and their work.

2. Learn to talk effectively to individualz
and to small groups about safety, company
policy, departiment aims, ete.

3. Learn to sce — keep your eyes open
and yvour mind open. Look for poor condi-
tions, unsafe practices, ways to improve
your -department.

4, Learn to teach. Much of a supervisor's

job is teaching others, not only how to dw
specific jobs, but aiso how to supervise
others.
S Learn to fecl—not to develop a sense
of touch, hut rather an ability to feel wha
athers arc feeling. Perhaps “empathy” wouli
be as good a word.

6. Learn everything you can aboutf peopie.

“ahout the company policy, about the work

of your own and other departments.

1f you are well informed on these matters,
the first five will be easy:
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