OPERATIONS COMMITTEE
FEBRUARY 20,2002

Metropolitan
Transportation
Authority
One Gateway Plaza
Los Angeles, CA
90012-2952

SUBJECT: MTA~UPONTSAFETY PROGRAM AND WORKERS
COMPENSATION STATUS
ACTION:

RECEIVE AND FILE

RECOMMENDATION
Receive and file the MTA/Dupont Safety Program and workers' compensation status
report for the period covering October 2001 through December 200 1.
DISCUSSION
Background
The MTA Board has been receiving a quarterly status report on workers'
compensation. Beginning this quarter, the report is expanded to include the status of
the MTA/Dupont Safety Program. The workers' compensation claims detail for the
second quarter of FY 2002 is provided in Attachment A.
On October 1,2001, the MTA initiated the MTA/Dupont Safety Program, a
comprehensive safety management approach that will augment the MTA's existing
Safety Program and improve its safety record. The Safety Program has the stated
goal of achieving at least a 50% improvement in reportable injuries, lost time due to
injuries, and accidents over the five-year program. Dupont Safety Resources is the
contractor selected to assist MTA with the Safety Program.
Dupont's scope of work for this program includes:
Assess the current safety management system
Prepare an engagement plan to improve safety
Engage MTA leadership in preparation of an overall Strategic Safety Plan and
Safety Action Plans for each division and Headquarters functional area
Provide assistance to management in developing strategies for communicating,
promoting, and implementing the Strategic Safety Plan
Conduct safety skill building for all levels of management, supervision and other
personnel, including ongoing coaching and counseling

In November 2001, MTA's executive leadership team met several times to develop and adopt the
Safety Program's guiding policy:
"Safety's First for our customers, employees, and business partners as we plan,
construct, operate and maintain the region's transportation system."
Safety is to become the first consideration at the MTA. This will be reflected in the way we
conduct business, including provision of transit and other transportation services, financial
decisions, contracting and procurements, and long range planning. This is a fundamental shift
for the agency.
The Strategic Safety Plan is the guiding document for the Safety Program over the next five
years. The plan is structured to develop a baseline and then build upon it to facilitate safety
culture changes. It covers the following developmental phases: awareness, knowledge and
understanding; implementation and skill building; participation to total involvement; and
continuous improvement. With the assistance of Dupont Safety Resources, the Safety Program
committees are developing the plan.

Summarv of Accomplishments
Safety Program
In the first three months of the program, the MTAIDupont team has completed a number of
important tasks, in which the following accomplishments are included:
Completed an assessment of the current state of MTA's safety management system
(Attachment B).
Conducted workshops with MTA Executive Leadership from which the MTA Safety Policy
and Principles were developed (Attachment C).
Initiated three key Safety Program committees:
Safety Program Steering Committee
Gateway Tactical Committee
Operations Tactical Committee
The Safety Program Steering Committee provides overall project direction and the two
tactical committees guide and coordinate implementation of safety improvements.
Drafted a five year Strategic Safety Plan based on the results of the assessment to build on
existing strengths and implement improvements necessary to accomplish program goals.
Conducted three Safety Skill Building Seminars for Managers in December and scheduled an
additional nine sessions for Managers, Supervisors and Safety Professionals through the end
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of January. Over 280 employees will be trained in safety skills by January, and additional
skill building sessions will follow (Attachment D).
Completed the safety scorecard that will be used to evaluate the program's effectiveness on a
monthly basis (Attachment E).
Developed and implemented a Communications Plan in support of the Safety Program.
Communications have included a holiday safety letter to employees from the CEO,
development of a "Safety's lSt"pamphlet and safety banners, and official program kick-offs
at the Divisions and Gateway. The January 1lthGateway kick-off included a safety game
show for employees. Division kick-offs are scheduled starting January 30 and throughout
February.
Claims
Merged the Return-to-Work function into the Workers' Compensation Unit of Risk
Management. Workers' compensation analysts will work with the home departmentJdivision
and the Claims Administration Unit (CAU) to ensure an expeditious treatment of injuries,
transition to modifiedllight-duty work, and to facilitate a quick return to full duty, thereby
reducing lost workdays.
Established the Special Investigations Unit (SIU) in the Office of System Safety and Security.
SIU will work closely with the CAU and County Counsel to identify, investigate and
prosecute fraudulent claims and will assist departments/divisions to identify and pursue
disciplinary action against employees as appropriate (Attachment F).
Union Participation
Advertised and received applications for the Injured Workers Advocate position.
Conducted a meeting with the Safety Oversight Committee in mid-January to brief labor
management on the MTA/Dupont Safety Program approach and elements and to encourage
their participation.

NEXT STEPS
The MTAIDupont team will continue implementation of the Safety Program. Tasks scheduled
for the third quarter include the following:
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Conduct approximately 21 safety skill building sessions;
Adopt and implement the Safety Strategic Plan and Safety Action Plans;
Initiate the revisions of the Performance Based Compensation system to include safety;
Conduct monthly meetings of the Safety Program committees;
Update the safety scorecard; and
Continue roll out of the communications plan.

MTA will continue implementing the labor contract provisions with ongoing monthly
meetings of the Safety Oversight Committee, initiation in February of the Local Safety
Committees at 18 divisionsloperating locations, and completion of the Injured Workers
Advocate recruitment.

ATTACHMENTS
A.
B.
C.
D.
E.
F.

Workers' Compensation Claims Report
MTA Safety Assessment by Dupont
MTA Safety Policy and Principles
Safety Skill Building Seminars
Safety Scorecard
Special Investigations Unit (SIU)

Prepared by: Andrea Burnside, Transportation Planning Manager
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ATTACHMENT A

Claims Report
Average monthly new claims (226) were lower than the average for the previous quarter (264),
but higher than the same period last year (174). The period of October through December 2000
included two weeks of the Transit Strike, which lasted through middle of October.
During the first half of fiscal year 2002, there were a total of 57,482 lost workdays due to on-thejob injuries, slightly higher than the same period last year (56,850).
The inventory of pre-Travelers self-insured claims decreased from 2,010 to 1,726, a decrease of
14%. Staff continues to monitor Travelers' handling of these claims to ensure cost effective and
appropriate settlements.
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ATTACHMENT B

MTA Safety Assessment by Dupont
Starting October 1, the Dupont consultants interviewed a cross section of the organization
totaling 470 staff, reviewed documents, and observed operations to evaluate the current safety
management system. Interviews included headquarters, bus and rail employees at all levels, from
executives, managers and supervisors to operators, maintenance technicians, and office staff.
Based on Dupont's "12 Essential Elements of Excellence in Safety," the consultants rated
MTA's performance in each element. The matrix on the next page lists the 12 elements and
describes the scoring criteria for each level on the scale. It should be noted that the highest level
of safety management system implementation is "World Class," which is considered to be a
perfect score.
While MTA's initial ratings were low, Dupont's experience with this demanding and stringent
assessment is that it is not uncommon for organizations to score in the range MTA did at the
outset of a new Safety Program that strives to change the culture of an organization. The Safety
Program's progress will be tracked periodically and reported using the same assessment criteria.
The agency has set a goal of achieving the "World Class" rating. As MTA continues to
implement the Safety Program and the Strategic Safety Plan over the next five years, less pain
and suffering due to injuries, improved customer service and higher employee morale, and less
cost and will result from an improved safety culture.
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erternal regulations is in
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New employeenransferee
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safety policies and
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problems.
Empioyeeshvwk teams are
lnvotved In developing and
executing audit protocols.
Audit information Is used
pmanively Lo upgrade safety
polides, pmcedures, and plans.
S-nd-oam and enemaI
audits are used to assess the
audit pmcess and its
effectiveness.
Audit mebics are In place 14
measure audit system
effectiveness.
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ali new emplyees.
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program
The audit
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process
operational.
and
A skilled bast of experienced
auditors exists and includes
management
pofessanals.staff.
an0 employess
safety
A ~ d L < f a u non behavlcr fn a
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a 4 matiMtes employees.
Management has omership
ofthe audit process, but there is
broad employee involvement.
Audit reammendationsare
Uacked to dmure.
documented
and effectively

System, compliance, and
behavior audits are conducted
by all levels.

AUOtmg ~ndudesdlxurs~on
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management
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first.parly
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audits.
Audii protocols are fully
defined. including checklists.
frequency, and follow-up.
Resources are allocated to
perform audits, evaluate
recommendalions. and lack
progress.
Audits address unsafe acts
and unsafe mnditions.

Required first-party audits are
conducted and documented
primarily by safety professionals.
Audits focus on unsafe
mnditions.
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ATTACHMENT C

MTA Safety Policy and Principles

SAFETY'S FIRST for our customers, employees, and business partners as we
plan, construct, operate and maintain the region's transportation system

I PRINCIPLES:
0

Safety is a "2417" priority.
Safety is everyone's responsibility.
Accidents and injuries are preventable.
Working safely is a condition of employment.
Training is essential for good safety performance
The Management Team is accountable for safety

Adopted November 2001
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ATTACHMENT D

MTA Safety Sk3l Building Seminars

Four levels of safety skills training will be conducted:
Manager's Safety Skill Building (December 2001 - January 2002)
Supervisor's Safety Skill Building (January 2002 - MarcldApril2002)
Safety Professional Skill Building (January 2002)
Safety Skill Building - All Remaining Employees (April 2002 - Ongoing
until complete)
The Manager level and Supervisor level training includes two-day seminars led by
Dupont consultants. The sessions will ground managers on safety principles and
leadership behavior, and include skills building activities. Content of the course
includes:

0

Organizing for Safety Excellence
Safety Auditing
Integrating Safety into Management Systems
Incident Investigation
Demonstrating Personal Management Commitment
Fostering Involvement
Planning - Including development of a personal safety action plan

The training for all remaining employees is being designed, but will include
shorter sessions of a half-day in length.
Dupont designed and conducted the Manager level training, but the responsibility
for the continued training will be transitioned to MTA Training and Development
staff. This process has already begun.
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Special Investigations Unit (SIU)
In December 2001, the Special Investigations Unit (SIU) was established in the Office of System
Safety and Security. A manager and one fill-time investigator are assigned to SIU. SIU is
currently utilizing an interim contractor to provide investigative services, pending the contractual
award for a panel of contractors that will be available to the CAU and SIU for the next three
years.
SIU will work closely with the CAU to assist them in identifLingpossible fraudulent claims.
SIU will also work closely with County Counsel to move forward in a lawful and expedient
manner to investigate and prosecute fraudulent claims via the Department of Insurance or the
District Attorney's Office. SIU will also assist departmentsldivisionsto identify and pursue
disciplinary action against those employees who abuse the worker's compensation system to
maximize their benefits.
It is the intention of the SIU to plan case strategies, utilizing both MTA's in-house investigator
and investigative contractors. Utilizing the in-house investigator for preliminary investigational
tasks will allow MTA to use its contractors for very focused purposes rather than loosely defined
goals. This will assist significantly with investigative cost containment.
Six cases were referred to the SIU in December. Five cases are currently under investigation and
one investigation has concluded that the claim was appropriate and proper. This employee has
returned to work
The SIU, along with County Counsel, met with the District Attorneys office (DA) in January.
MTA is moving forward with an innovative program that proposes a partnership between the
District Attorney's office, the Department of Insurance and the MTA. This pilot program will be
designed to both "Prevent and Prosecute (POP)" fraud. MTA is encouraged by the District
Attorney's and the Department of Insurance's commitment to this pilot program and will bring
the program to the Board when the draft plan is finalized
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