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6. Evaluating the results

7. Contract review

It is recommended that overhaulers implement a longer-term continuous improvement plan to build on the learning 
from successive overhauls.

8. Trains back in service

3. Third Party Activities

Involve TOC in train testing prior to handback. Consider:

Joint and structured assessment of the entire overhaul programme

• Quality: A systems approach to ensure any outstanding defects are rectified (much more difficult to do after 
the train has been returned to service)

• Time: If not being returned on time, why? Does throughput time need to be adjusted for future trains?
• Documentation: Ideally joint review with TOC the engineering measures and results for the overhauled train, 

along with details of any deferred work

• Were intended outcomes achieved? If not, why not?
• Feedback must be balanced and fair, otherwise relationship becomes adversarial
• Overhaulers should supply key metrics to evaluate quality, time and cost
• The review should assess what went well so that good practice can be embedded
• Did the tri-party relationship work as intended?
• All parties should provide feedback on the contractual incentive/penalty conditions and how they were 

managed. Consider asking an independent party to facilitate this discussion
• Review the overhaul specification to understand how it might be improved

• Normal fleet management processes resume for 
the whole fleet

• Good opportunity for internal review by individual 
stakeholders

• Are the standard fleet maintenance processes still 
fit for purpose for the overhauled fleet?

• Monitor fleet performance to evaluate whether 
the overhauled fleet is delivering the projected 
performance and reliability improvements

• The data from overhaul can also be used to shape 
future maintenance and engineering change

Overhaul programme effectively over
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3.5. 20PP Section 19: Outsourced Maintenance
Outsourcing is a strategic business decision taken by the train operator or lessor. The following best practice is 
intended for anyone who has already decided on outsourcing to make a success of the arrangement.

Types of outsourcing

•  Service provision contracts – maintenance company full control until train handed 
over for service at the depot outlet

•   Full maintenance contracts – depot operationally controlled by the TOC but all 
engineering work is undertaken by the supplier

•   Joint ventures – shared management of maintenance; work force may be drawn TOC 
and supplier

•   Extended warranties – manufacturer has continuing on-site commitment to 
rectify defects

•  Technical support contracts – supplier has ongoing obligation to provide 
depot-based technical support, which may be specialist

•   Special projects – supplier undertakes a modification or reliability 
improvement programme

Whatever model is chosen, the contractual arrangements should be clear and simple so that accountability for 
service delivery is unambiguous. This is particularly important in a joint venture where it can be easy to forget who is 
responsible for what.

‘Golden Rules’

Ownership
and engagement

Relationship Application of 
the 20PP

Successful 
outsourced 

maintenance 

Why choose outsourcing?

To offset the technical risks 
associated with a new train fleet 
and ensure the train builder has a 
longterm stake in the success of 
its product

To obtain expertise and resources 
not available to the train operator

To share commercial or logistical 
risk with an established partner

To obtain additional short-term or 
marginal resources and expertise
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RULE 1. Relationships – partnerships for performance

The ‘join’ at working level between maintainer and train operator needs to be as seamless as possible to deliver a 
consistent and high-quality product to traincrew and passengers.

RULE 2. Ownership and engagement – integrating the supplier into day-to-day operations

3. Third Party Activities

• Financial, industrial-relations etc, supplier problems could affect performance
• Usual contract sanctions (e.g. termination, renegotiation) may not be options
• Supplier failure to provide the service could be a potentially fatal TOC business risk

Partnership approach is essential for a long term contract

• The real-time nature of a transport operation means that 
there is no time for contractual discussions or arms-length 
relationships

• If the supplier is only a partial player → treat as a division 
of the TOC’s maintenance team

• If outsourcing is extensive → supplier to work closely with the operations delivery team
• Strong relationship with traincrew team to deal with problems at the driver/train interface
• The supplier should participate wholeheartedly in wider rail industry systems and initiatives

Teamwork – part of running the railway

• Complementary TOC and supplier organisations
• Empowerment of local contract managers
• Escalation of any disputes promptly to senior level, 

to keep front line focussed on train service provision
• Contract arrangements as seamless as possible – it’s the joint output that matters

Organisational approach

• Joint training & team-building initiatives so that supplier 
workforce can empathise with TOC business dynamics 
(e.g. maintenance staff can ride trains in service and see 
performance from the passenger point of view)

• Regular liaison at senior management level, even when things are going well
• Building trust; local management teams must have confidence in their counterparts

Cultural focus

VTWC evolving relationship model 
Combative → Co-operative → Partnership 

→ Collaborative

Seamless TPE/Siemens maintenance 
controller/technical rider team

Carefully nurtured C2C/Bombardier 
relationship is key to excellent Cl. 357 

fleet performance
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The TOC (as the Railway Undertaking) continues to ‘own’ the delivery of a safe, reliable train.

RULE 3. Application of the 20PP

Supplier and TOC need to work together to put the 20PP into practice.

Performance regimes and performance management

A robust and relevant performance regime:

• encourages the supplier through financial incentives
• provides a yardstick to judge the overall success of 

the contract
• should never be seen as a way of punishing the supplier

In structuring the contract, the performance regime must:

• Reflect the KPIs by which the TOC itself is judged
• Have mind-focussing – not punitive – individual penalties, matched to TOC’s business risk
• Be of a potential financial value to support a supplier’s business case for investment

Regime to cover customer service on-train issues (e.g. toilets, information, catering, etc).

For successful performance management, both parties must:

• Adequately resource reporting, measurement and monitoring systems
• Establish the facts of any incident as quickly as possible
• Settle routine claims promptly, avoiding a backlog of unresolved disagreements

To be successful, the performance regime must be backed up with positive contract management and a will to 
succeed. Financial penalty payments are far less desirable compared to good contract delivery.

• Must be proactively managed by the TOC as the Railway Undertaking. 
In particular:
– Competency assessments based tangible outputs linked to 

operational risks and hazards, not just on training records
– Competency requirements to include supplier’s managers and team leaders
– Strong follow-up for technical safety problems

• If depot is still managed by TOC, then:
– Ensure maintainer’s method statements/risk assessments are bespoke to depot (not just generic)
– Joint working on routine H&S such as safety tours and accident investigations

Safety and competency

C2C/Bombardier joint 
approach to competency & 
HASAW at East Ham Depot

Northern/Alstom new contract for Class 
323 maintenance led to significantly 

improved performance
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Maintenance planning

Goal – reliability and availability maximised through optimal maintenance

• TOC should exercise its rights of approval over the maintenance regime
• Rolling stock owner may need to check that maintenance is being carried out properly

Points to watch include:

• Check that train maintenance frequencies are as contracted
• All parts/sub-systems adequately covered in the maintenance regime (see Appendix D of 20PP for risk model)
• Maintenance schedule to be bespoke to the service requirements of the particular fleet (no ‘generic’ schedules)
• Exercise rights to approve changes to the schedule
• Seek C4-to-C4 warranties where appropriate

Operational decisions affecting maintenance delivery best taken by the TOC so that the associated risks are 
managed by the people accountable for overall service delivery.

Important for the TOC to have overview of contract staff undertaking modifications or reliability 
improvement programmes

3. Third Party Activities
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This section of the Condensed Guide focuses on those activities that take place out on the running railway, over seen 
by a TOC’s Control function and Network Rail. In this environment, not all issues are within the TOC’s control; there 
is therefore the need to plan, liaise with third parties and react in real time to minimise service disruption and the 
impact on fleet reliability.

4. Control & Network Rail Interface

Depot Maint.
Activities

Third 
Party 

Activities

Fleet
Management

Fleet
Management
Good Practice

Guide

Seasonal
Management

The
Infrastructure

Delivering
the Service

Managing
 Fleet Incidents

Control &
Network 

Rail
Interface
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4.1. 20PP Section 4: Seasonal Management
Seasonal ambient temperature variations and weather can adversely affect the performance of traction, rolling stock 
and rail head conditions if they are not recognised and planned for. To maximise fleet performance during seasonal 
variances, operations and engineering need to work together to produce robust and effective management plans. A 
weather calendar or seasonal preparation plan should be visible at all levels, with analysis of previous data and KPIs 
for monitoring to promote continual improvement.

Planning for winter

Degradation of fleet condition and deferral of maintenance will be inevitable during bouts of extreme winter weather. 
Good preparation beforehand, including reducing outstanding work, is essential to ensure good service reliability and 
availability. GEGN8628 captures lessons learned and good practice. 

4. Control & Network Rail Interface
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Ensure an acceptable level of winter 
operation can be maintained.

• Review effectiveness of standard 
winterisation tasks

• Specific winter exams (that are not 
lost within general exams)

Stock holdings – key material review, 
Kilfrost/rock salt, deployment of 
critical spares to strategic locations

Safety and performance risks – 
Winter ‘survival kits’

Depot & infrastructure – key 
plant (wash plants, fuel points), 
road vehicles (snow chains, 4x4s), 
equipment (shovels), etc

Operations planning
• Review of business continuity 

plans, operational trigger 
points, cut-and-run policy, key 
decision-makers

• Winter competence development/
training plan

• Access to the depot
• Staff deployment to maintain 

the service

Weather forecasting management
– 28 day/7 day/24 hour, Extreme 
Weather Advisory Team (EWAT), 
www.nrws.co.uk – Network Rail 
weather forecasting facility

Delay attribution – temporary 
measures to allow for recovery

Implement short-term measures to react to 
emerging trends.

Trigger events – clearly defined for when extreme 
weather is forecast.

Pre-service start up conference call
• Joint engineering-operations-control review of 

realistic stock availability for a reliable service
• Levels of degradation of rolling stock

Cleaning and servicing strategy
• Focus on key systems (couplers, doors, etc.)
• Key supplies (de-icers, thaw granules)

Failure review and forward planning meetings 
(at least daily)
• What issues are emerging?
• Collate data downloads
•  Capture of issues for future continuous improvement

Depot & infrastructure maintenance
• Keep critical routes clear for access around depots/

service points
• Staff welfare provisions
• Depot facilities (utilities, walkways, car parks, etc.)
• 3rd rail icing/de-icing

Operations planning
• Train preparation/disposal (e.g. leave trains 

powered up)
• Support for drivers at start-up locations

Communications strategy
• Key roles, decision-makers, delegated authorities
• Media management
• Passenger communications (CIS) and Internet
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Extreme winter operation

Service running

• Establish clear lines of 
communication from frontline staff 
(traincrew, fleet managers, station 
managers, etc) to service planners

• High-level monitoring and review 
team to co-ordinate plan in 
response to stock availability/
reliability, traincrew availability, 
local weather conditions, 
passenger levels

Preserving the service 
during operation

• De-icing and removal of snow 
from critical systems/components 
at pre-determined locations, e.g. 
lights/horn, door gear, wipers

• Consider utilising non-frontline 
staff for preservation tasks

• Where possible, keeping the stock 
in a warm condition or keeping 
units powered up continuously

• Battery management where 
infrastructure allows for charging 
passenger levels

Timetable change info

• Update TRUST, station posters, 
website, PIS

• Pre-printed info for operational 
staff

Passengers vulnerable to 
the elements

• Blankets, refreshments
• Priority passenger alighting

• Fleets can suffer extensive damage during extreme weather
• Post extreme winter checks for all affected vehicle systems, 

i.e. door set up, electrical connectors, axle damage from ice 
balls containing ballast, etc

• Maintenance recovery – fleet to re-enter its cycle of 
maintenance at earliest possible opportunity

• Maintenance containment to account for likely reduced material and spares reduced availability
• Temporarily increase resources/sub-contract to minimise recovery time

Extreme winter recovery

• Learn lessons and implement changes to plans for future extreme weather events, effects of climate 
change, e.g.
– Winterisation tasks within maintenance plan;
– Modifications to improve winter resilience (e.g. traction motors ducting systems);
– Revised materials and logistics plans with key suppliers (incl. ROSCOs);
– Not ‘accepting’ known winter failure modes (‘wrong type of snow’(!));
– Review ROSCO and/or maintainer stock holdings

• Delay attribution – segregation of winter failure modes (within BUGLE) to enable post winter review and 
planning for subsequent years

Post winter review

Southern utilised Bombardier technical 
staff to temporarily repair defective 

ACM modules
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4. Control & Network Rail Interface

Summer

Temperature variance within the summer months can be quite dramatic.

Fleet actions to prioritise

• Cab and saloon air conditioning equipment should be fully serviced and functional 
• Air flow paths for cooling (e.g. electronic racks, traction motors) are clear of debris, filters cleaned/serviced, 

fans working
• Radiators fully topped up with coolant and clear of debris, e.g. dandelion seeds to ensure maximum air flow
• Windscreens are cleaned regularly and washer bottles topped up
• Door systems – check bearings and rubber joints for degradation, summer adjustments to avoid binding of the 

door system
• CET tanks to be emptied on a regular basis to minimise odours and the spread of germs

Infrastructure

• Assist Network Rail to identify Critical Rail Temperature (CRTs) sites for buckling risk and manage speed 
restrictions and the potential impact of the train plan

• Consider depot infrastructure items vulnerable to extreme temperatures, and consequent risks to ability to 
deliver the service

Management of the environment to ensure depot safety

• Infestations (insects, vermin), Birds (nests, etc.), Waste management

• Train procurement specification – incorporate lessons learned from extreme winter operation into Key Train 
Requirements (KTRs)

Other considerations
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Autumn 

Leaf fall is the overriding consideration.

Fleet actions to prioritise

• Wheelset management:
– Fleet wheelset condition check prior to autumn, check WSP is in good working order
– Get ahead of schedule with pre-planned tyre turning, planned maintenance of wheel lathe
– Get ahead of schedule with planned lifts to free up space for unplanned wheelset changes, have wheelsets 

in stock
– Keep units with low wheel life expectancy within local wheel lathe area

• Sanding equipment health checks plus good supply of correct grade of sand
• Scrubber blocks:

– What trains can be fitted
– What percentage of the wheelsets to be fitted
– Manage leaf mulch build up under units

• Focus on traction system performance, awareness of DC motors supply chain issues.
• Keep Door pocket guides and runners clear of leaves
• Agreed TOC contingency plan for reduced fleet availability; critical spares availability

Operations and Infrastructure

• Autumn timetables, to allow extra time on those routes most likely to be affected
• Review low adhesion sites with NR, site risk can change year-on-year
• Traincrew, briefings on defensive driving, reporting of poor traction hot spots
• Autumn surgeries; feedback between drivers, management and Network Rail; traincrew depot whiteboards for 

feedback on performance-related issues
• Assist with vegetation management;

– Do not sweep leaves onto the line (sweep and bag);
– Identification of vegetation hot spots (high-risk sites)

•  Joint management and deployment of rail head treatment
train; start and finish dates for the rail head treatment train

Northern Rail ride with drivers to help 
Network Rail identify adhesion risk areas
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4.2. 20PP Section 12: The Infrastructure

The main engineering interfaces between rail vehicles and infrastructure are illustrated above.

Whilst most of these interfaces are obvious, train performance 
can be influenced by less obvious interactions.

Network Rail has Customer Relationship Teams to engage with 
TOCs to improve network performance and safety.

Customer liaison

There should be regular TOC-Network Rail liaison to provide a 
platform for communication, understanding and resolution of rail 
vehicle risk and performance issues. It has often been stated that 
having a single point of contact is a great asset.

4. Control & Network Rail Interface

AGA AWS code 10 failures at Ilford 
station due a length of new rail in 

the 4 foot

Historically, ScotRail liaised with 
RVIE over an aggressive flange wear 

problem affecting

Overhead line equipment 
(OLE), pantograph uplift 

detectors

Signalling 
(AWS/TPWS, ETCS)

Wheel and rail (wear 
3rd rail equipment 

and adhesion)

Hot axle box 
detectors, wheel 

impact load 
detectors

Telecomms 
(GSM-R)

3rd rail equipment

Loading Gauge 
(static and dynamic)
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NR Customer Relationship Teams: Core Activities

Rail vehicle monitoring
• Incidents recorded in a dedicated database 

(non-exhaustive)
• Control centre incident logs (CCIL) are primary 

source of information
• Incidents categorised, e.g. collisions/derailments, 

component detachment, wheels/bearings, signalling 
systems etc

• Resolution through liaison with the relevant 
stakeholders

• Long-term mitigation to prevent reoccurrence
• Improved safety and reliability of the infrastructure

Technical support
• Provision of engineering expertise to reduce time 

spent by non-vehicle specialists
• Expedient resolution of commercial claims
• Work with TOC fleet team and Network Rail 

engineering/maintenance teams
• Formal investigations into serious incidents 

involving rail vehicles
• Monitor implementation of HLOS schemes on 

rail vehicles
• Delay resolution assistance – fleet
• Proposed changes to rail vehicle operations in the 

route (NETWORK CHANGE)
• Interface working groups
• Sharing best practices and new technologies, e.g. 

new Scottish RETB base stations

Interface working groups

• Network Rail and TOC working together to resolve identified 
interface issues affecting fleet performance
– Provides a focal point to highlight interface issues as 

they arise
– Establish root causes and jointly identify beneficial solutions
– Reduced delays/costs → Improve the efficiency of the network
– Improve asset life for both rail vehicles and infrastructure
– Knowledge hub of system interface engineering
– Identify interface capabilities and limitations, challenge 

those where appropriate
– Harmonise vehicle/infrastructure interaction

Preventing engineering interaction problems before they start

• NR can provide engineering support to review system network compatibility for new fleets or modifications to 
existing fleets

• This can be in addition to the formal process through RIS-8270-RST.
• NR can assist during the early stages of the engineering change process to identify any issues that can be 

resolved in advance of committed work being carried out

Southern/Net. Rail joint engineering root 
cause investigations within seven days

First Capital Connect (now GTR) 
reduced wheel flange grease lubrication 

resolved through enquiry to NR

WM049610 RDG 20 Point Plan Bklt A4.indd   59WM049610 RDG 20 Point Plan Bklt A4.indd   59 23/06/2021   16:5323/06/2021   16:53



60 Fleet Management Good Practice Guide 20 Point Plan

4.3.  20PP Section 13: Managing the Impact of Fleet Incidents 
on the Railway

A joint fleet-operations approach to fleet incident management can reduce incident times and improve performance, 
based on a ‘Plan, Do, Review’ process. 

1. Plan

4. Control & Network Rail Interface

• As well as usual control staff, other potential roles within the 
team can include:
– Signaller, Electrification Controller, CCTV operators
– Media managers (Twitter, etc.), Passenger Information 

System controller
– British Transport Police (BTP) liaison

• Control staff need to be protected from distractions in order to best perform in an incident
• Make information regarding, e.g. large sporting events available, that may lead to excessive passenger loadings

Have a NR presence within control or 
TOC control co-located with NR

Roles and 
responsibilities

RACI (Responsible, Accountable, Consulted and Informed) for the incident management team.

• Incident management training include familiarity with the 
Rule Book and company’s procedures

• 20PP contains links to online competence assessment 
systems and guides

• Decision support tools and checklists can help reduce the 
likelihood of mistakes. Good practice is detailed in Appendix I 
of the 20PP

• Control centres Fleet engineers to spend time on depots 
and on the route, to maintain familiarity

• RDG’s Good Practice Guide (GPG005) on Controller 
Recruitment

SWT checklist based on the Right Time 
Railway Assurance Check (standard 

aviation practice)

Training and 
competence

Aim for a situation of ‘unconscious competence’ (i.e. able to respond rapidly in a 
dynamic situation).

East Coast role-play exercises based on 
past incidents using exact imitations of 

control desks)

• Consider use of web conferencing (a good free one is Free Web Conferencing)
• Plan to keep passengers informed/updated as a priority to avoid uncontrolled reaction
• Train drivers in standardised Driver/signaller communications with signallers

Clear lines of 
communication

Use contemporary means such as email, (mobile) telephone and other electronic format (not 
fax machines and paperwork!).

Southern used call centre trainer to 
develop control staff protocol for 

the ‘phone a friend’ policy

West Coast-Alstom visualisation 
board within the control, updated as 

incidents occur
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• Disruption during the middle of the day – ‘peak period’ units may 
be available

• The ‘cut and run’ procedure (where possible) to get other trains 
back running ASAP 

• In highly congested area with multiple TOCs and FOCs operate, 
Network Rail should lead

• Relevant tools and equipment for line-of-route fitters to get trains moving ASAP
• ‘Thunderbird’ rescue locomotive concept inc. cover for loss of AC or DC traction power
• A consistent starting point/initial framework for incident mitigation can help reduce the impact of fleet incidents
• Driver availability is crucial; reduced flexibility at night when fewer drivers are available

2. Do

Resources Train plan recovery dependent on the availability of replacement traincrew/vehicles and 
management of disrupted resources.

Incident management is a reactionary situation and can be an unfamiliar/intimidating environment for the driver.

➤  Priority in an incident to is get the vehicle moving at the earliest opportunity (not try and fix the train!) 
(see section 1.3)

Joint Northern-TPE contingency 
plan to mitigate incident impact in 

Manchester area

Primary delay Secondary (reactionary) delay

results from an incident that directly delays the
train concerned.

an indirect delay that is the result of a prior delay
to the same or another train.
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A train failure can quickly escalate into a major incident!

4. Control & Network Rail Interface

• Imperative to clearly identify the common goal (e.g. moving or fix the train)
• Develop two plans in parallel when awaiting, e.g. fitter exam of train
• Assume worst-case scenarios; mobilise maint. staff; prepare for rescue
• Emergency services may be required to assist in certain instances:

– this may impact incident management and network recovery time
– may not be familiar with railway rules
– communication between parties 

is critical
• Route control manager ensures the 

plan is communicated effectively to all

Southern control 5-minute 
‘huddle’ to cover details 
of the incident and the 

recovery plan

Decide

• Special Moves Plan (SMP) required if fault is catastrophic (e.g. brakes require 
isolating for movement)

• Controlled evacuations where possible move the train (under assistance) to a 
safe point away from running traffic

• Assisting a train from the front using a wrong direction move is normally 
faster than trying to assist in rear with a non-compatible unit

• Emergency coupling – pre-fit/extend on the failed unit prior to recovery

Enact

• Proactive stance leads to faster recovery
• Ensure live monitoring of the initial recovery plan is in place, be in touch with 

the staff on site and have a primary contact
• Confirm that Network Rail understand DOTE safety implications with a 

significant failure
• Use communications systems once estimated movement times are known

Monitor
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Review (post incident)

Evaluate the management and processes used, to improve future response to similar incidents

• Agree only a few timely actions* from an incident review 
(*leading and measurable)

• Merge technical and operations reviews (focusing on the 
right area)

• Always use targeted, meaningful and (if possible) tailored feedback
• Offer explanations, in particular to traincrew, as to why certain decisions/actions were taken

Feedback to operations managers and all staff involved for learning and best practice sharing

• Create a contingency plans ‘knowledge pot’ where ideas and experience can be shared
• Incident reviews may be subject to recommendations from third parties such as RAIB

SWR control Incident Learning 
Reviews (ILR) utilised by Network Rail 
to review 1000+ min. delay incidents
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