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Purpose The purpose of this document is to provide the processes and procedures 

to reduce safety risk exposure So Far As is Reasonably Practicable 

(SFAIRP) for all applicable engineering, operational or organisational 

changes that could potentially impact the safe operation of THNSW. 

Scope The requirements of this procedure applies to changes including, but not 

limited to: 

 introduction of new systems or assets 

 introduction of any new vehicle type by THNSW 

 physical modification of existing systems or assets 

 configuration changes to existing assets 

 decommissioning of existing systems or assets 

 changes to safety related operational, engineering or technical 

standards and specifications maintained by THNSW 

 changes to the definition, working conditions or environment of rail 

safety workers 

 changes to maintenance requirements 

 changes arising from the actions of interfacing or third parties. 

This document is applicable to all workers involved in changes that require 

safety change management. 
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Out of scope Changes not subject to safety change management include: 

 changes of an administrative or routine nature 

 actions taken in response to a major incident 

 like-for-like changes 

 software systems used for administrative purposes 

 replacement of type approved infrastructure elements 

 low-level changes to non-safety related components or sub-systems 

 minor changes to the Safety Management System (SMS). 

Refer to Appendix A for justification of the changes outside the scope of 

safety change management. 

 

 Note 

The exclusions listed are the only changes that may be excluded 

from the Safety Change Management requirements unless 

otherwise agreed with the Rail Safety & Operations Manager. 

 

Process flow 

 

 

Figure 1 Process flow for managing safety change 

 

  

Process 

7.2 Manage safety change 
7.2.1 Apply Safety Change Management processes 
7.2.2 Consider options prior to completing SCAF 
7.2.3 Complete activities after completing SCAF 
7.2.4 Complete activities in the production phase 
7.2.5 Complete activities in the post implementation phase 
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Procedure 

7.2: Manage safety 

change 

Background 

As a rail operator, THNSW is required by the Rail Safety National Law, 

2012 to make sure, so far as is reasonably practicable (SFAIRP), the 

safety of its operations and to have a Safety Management System (SMS) in 

place to: 

 identify and assess risks to safety that arise or may arise its railway 

operations 

 specify the controls (including audits, expertise, resources and staff) to 

be used to manage the risks to safety and to monitor safety of those 

railway operations. 

The Act also requires THNSW to make sure (SFAIRP) the safety of the 

railway operations and to comply with the Office National Safety Regulation 

(ONRSR) requirements for accreditation. 

To achieve this, THNSW must: 

 identify, assess and manage the safety risk associated with any change 

to make sure that risk is reduced SFAIRP 

 be able to provide explicit assurance of the safety change in a manner 

that is rigorous and auditable. 

The Safety Change Management requirements represent contemporary 

systems, engineering and safety assurance practice. They define the key 

stages of the project lifecycle and the engineering and safety activities 

expected at each stage of the lifecycle. 
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7.2 Manage safety 

change (continued) 

Refer to Appendix A which lists potential safety change management 

activities and identifies which activities are mandatory, recommended, or 

not required to support safety change management based on the 

outcome of the Safety Change Assessment Form (SCAF) impact 

assessment. 

The vast majority of change activities with safety impact are managed via 

a dedicated project and in accordance with a Project Management 

Methodology. Project Managers are responsible for project management 

activities and managing safety change management requirements 

throughout a project lifecycle. 

 Note 

To make sure appropriate coverage and to avoid confusion, the 

terms Change Manager and Change Sponsor are used 

throughout this document and are considered to include the 

Project Manager roles. 

7.2.1: Apply the 

Safety Change 

Management 

processes 

Any changes initiated by the organisation are subject to the safety change 

management procedure. Change Managers are responsible for making 

sure this has been followed. 

Change Managers are responsible for ensuring the activities Steps 1 – 4 

of the procedure below are followed in full. 

Procedure 

1. Complete the activities prior to completing SCAF. 

2. Complete the activities after completing SCAF. 

3. Complete the production phase. 

4. Complete the post-implementation phase. 

For further information, refer to SMS-07-SP-1067 Manage Safety Change, 

SMS-07-SP-1089 Manage Operational Safety Risk or contact the Rail 

Safety & Operations Manager. 
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7.2.1: Apply the 

Safety Change 

Management 

processes 

(continued) 

Engineering Authority (EA) 

The safety change management requirements and Engineering Authority 

are complimentary processes that facilitate development and delivery of 

safe engineered systems. 

For engineering changes, an Authorised Engineering Organisation (AEO) 

must be engaged to approve the proposed change. Such approvals are 

an important part of the normal engineering procedures and practices, 

and are integral to the change management process. 

When planning and implementing the safety change process, the Change 

Manager must consider the interface with engineering practices and 

procedures supporting the Engineering Authority. 

7.2.2: Consider 

options prior to 

completing SCAF 

A range of options are identified, considered and reviewed by the Change 

Manager and/or sponsor (who initiated the change request) prior to 

completing a SCAF. 

The Change Manager and/or sponsor are responsible for the following 

procedure. 

Procedure 

1. Conduct a safety risk assessment for hazards identified during this 

phase to determine the most suitable option for managing the safety 

change (refer to SMS-07-SP-1089 Manage Operational Safety Risk). 

2. Refer to SMS-07-OP-1085 SFAIRP Determination & Demonstration 

procedure for further details about how to demonstrate that safety risk 

is reduced SFAIRP. 

7.2.3: Complete 

activities after 

completing SCAF 

After completing the SCAF there are a number of activities to be 

completed. 

The Change Manager and/or Change Sponsor is responsible for the 

following procedure. 
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Significant Other safety change activities for ‘significant’ SCAF outcome  

The Change Sponsor is responsible for the following procedures for a 

significant SCAF outcome. 

Procedure 

1. Engage a suitably qualified and experienced risk professional to 

manage and conduct safety change activities for the change. 

2. Make sure the risk professional reviews the safety change activities 

and records the outcome of this review in the project file (refer to 

SMS-07-SP-1067 Manage Safety Change). 

3. Consult with a human factors professional to determine whether 

human factors activities are necessary and to conduct integration 

activities as required. 

4. Factor into the project costing, the cost of safety assurance activities 

by either internal or external parties. 

5. Prepare a Safety Change Plan (SCP) and manage as a controlled 

document (refer to SMS-05-SP-1001 Document Control) and 

organisational record (refer to SMS-09-SP-1021 Records 

Management). 

6. Define safety risk criteria and outline a safety argument in the SCP. 

7. Obtain formal approval of the SCP from the Rail Safety & Operations 

Manager. 

 
 

 Note 

Safety Change Plans are living documents that are reviewed 

regularly and, where applicable, revised throughout the lifecycle 

of the change activity (project) to stay current. 
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Important Safety change activities for an ‘important’ SCAF outcome 

The Change Manager is responsible for the following procedure for 

activities with an important SCAF outcome. 

Procedure 

1. Make sure the safety change management activities are planned and 

documented, either/and: 

 in the Supplementary Comments section of the SCAF 

 in a brief Safety Change Plan 

 in a memorandum addressed to the Rail Safety & Operations 

Manager. 

2. Make sure the planned activities: 

 provide a coherent program of work that is expected to deliver 

adequate safety assurance of the change to allow appropriate 

authorities to accept the risk 

 identify all potential safety risks arising from the change 

 identify, implement and validate appropriate risk controls in order 

to demonstrate that the safety risk associated with the change is 

reduced SFAIRP. 

3. Conduct a hazard identification  

4. Create a Hazard Log as a tool for recording, managing and 

documenting hazards, their causes, controls and residual safety risk. 

5. Conduct and complete all planned safety change management 

activities. 
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Minor Safety change activities for a ‘minor’ SCAF outcome 

Where a SCAF assesses the overall impact of a change as minor, the 

Change Sponsor or Change Manager is responsible for the following 

procedure. 

Procedure 

Complete the Safety Statement in the SCAF. There is no further 

requirement to carry out safety change or safety risk management activities 

other than those agreed upon in the Safety Statement. 

Conduct a hazard identification activity. It is recommended that a risk 

identification activity is conducted to understand relevant risks, and make 

sure that identified risks are managed through a hazard log. 

 Inform ONRSR of changes or amendments to THNSW accreditation 

During the SCAF review process the Rail Safety & Operations Manager 

must determine whether a change is notifiable to ONRSR or requires an 

amendment to THNSW accreditation before the change can enter into 

operation (refer SMS-07-SP-1067 Manage Safety Change for notifiable 

changes). 

When ONRSR approves a change to THNSW accreditation, that approval 

in many cases will include conditions on the change. The Change Manager 

is responsible for the following procedure. 

Procedure 

1. Make sure ONRSR’s conditions on the change are closed before the 

operations commence or as agreed with ONRSR. 

2. Make sure the hazards identified during the hazard identification activity 

are closed and documented. 

 Safety change documentation endorsement and approval 

Safety change documentation approvals and endorsements are required to 

reflect the safety acceptance authorities and to demonstrate stakeholder’s 

endorsement of the process and its outcomes. 

The Rail Safety & Operations Manager should be consulted to ascertain 

the appropriate approvals. 
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7.2.4: Complete 

activities in the 

production phase 

The production phase includes a number of activities. The Change 

Manager is responsible for the following procedure. 

Procedure 

1. Complete the activities identified in the Safety Change Plan. 

2. Maintain and manage the Hazard Log. 

3. Conduct Pre-Commissioning Review (see below). 

Pre-commissioning Review 

The objectives of the Pre-Commissioning Review are to: 

 establish if appropriate safety assurance and acceptance will be 

achieved before the system is commissioned 

 understand if all safety change activities can be completed and closed 

before commissioning 

 where activities cannot be completed, put arrangements in place to 

allow an adequately safe entry to operation. 

It is acceptable for a change to enter operation with outstanding safety 

issues and conditions provided: 

 temporary safety risk controls or arrangements are in place 

 the residual safety risk is assessed and understood 

 there are appropriate arrangements in place to close the issues 

following entry into operation 

 the acceptance authorities consider the residual risk to be tolerable. 

The Pre-Commissioning Review must comprise a review of the: 

 status of safety change activities against those planned in the SCP 

 potential level of residual safety risks 

 outstanding safety change issues, to clearly understand the expected 

position at commissioning and the action plan for addressing the 

issues. 
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7.2.4: Complete 

activities in the 

production phase 

(continued) 

For significant and important changes, the Change Manager is responsible 

for the following procedure. 

Procedure 

1. Arrange and conduct a Pre-Commissioning Review around 3 months 

prior to commissioning but no later than 6 weeks before the change is 

commissioned. 

2. Do not allow a change to an asset or system to enter operation until the 

appropriate acceptance authorities have provided endorsement. 

3. Conduct the review in accordance with the above guidelines. 

4. Delay the commissioning until such confidence is provided if the 

change is not expected to be adequately safe or it is expected that the 

acceptance authorities will not consider the residual safety risk 

tolerable before commissioning. 

5. Manage all outstanding issues and conditions through a Safety Issues 

Log. 

7.2.5: Complete 

activities in the post-

implementation 

phase 

The post-implementation phase includes a number of activities. The 

Change Manager is responsible for the following procedure. 

Procedure 

1. Complete the activities identified in the Safety Change Plan. 

2. Transfer the Hazard Log to the Rail Safety & Operations Manager. 

3. Complete the Post-Implementation Review. 
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Post-Implementation 

Review (PIR) 

 

Post-Implementation Review (PIR) 

The final safety assurance activity associated with a change activity is a 

Post Implementation Review (PIR). Depending upon the nature of the 

changes introduced, the Change Sponsor must make sure a PIR is 

conducted within 3 to 6 months of implementing the changes. 

Following the implementation of a significant or important change, the 

Change Manager is responsible for the following procedure. 

Procedure 

1. Consider the following: 

 the safety risk is being managed SFAIRP in operation (i.e. all the 

planned safety controls are being effectively managed, and there 

are any additional reasonably practicable controls that could be put 

in place) 

 there are any lessons to be learned from the safety assurance 

process that could be fed into subsequent projects 

 safety issues log entries have been and will continue to be 

appropriately managed. 

2. Adopt a structured approach to make sure the effectiveness of the 

activity and formalise the outcome in a PIR Report that details: 

 the approach used for conducting the PIR 

 the stakeholders involved in the PIR 

 a determination of the overall effectiveness of the introduced 

changes, including the measures used to determine the 

effectiveness (or otherwise) 

 a review of the issues contained within the original hazard log, 

particularly those related to identified risk and the associated 

controls 

 the identified issues arising from the review that require further 

action and the parties assigned to the required actions 

 any lessons learned. 
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Appendix A- Safety changes outside scope of safety change 
management 

The following changes are considered to be outside the scope of safety change management and are 

therefore not covered by this system procedure: 

Changes of an administrative or routine nature 

The Safety Change Management requirements are not applicable to changes of an administrative or 

routine nature that could not affect the safe operation of the railway, even if poorly managed (e.g. 

changes made within offices that have no relationship to the operation of the network; examples 

include refurbishing offices, relocating desks, installing or moving computer systems for administrative 

purposes). 

Changes made as an immediate response to an incident 

When a incident occurs, it is usually necessary to take immediate action to make sure the safety of 

passengers or workers, and make sure the integrity of infrastructure. Changes are excluded if they are: 

 made as an immediate response to an incident directly threatening customer or staff safety, and 

are only in place for a short period until the immediate safety of passengers and workers has 

been ensured 

 introduced for a limited period of time pending the availability of a longer term solution 

This exclusion does not apply to any changes to processes that are used to manage such situations, 

and does not apply to any long-term solution arising from the incident. 

Like-for-like changes 

Like-for-like changes of plant, assets, or sub-components of plant or assets with no potential for an 

adverse safety impact are excluded. 

This includes: 

 procuring additional and replacement tools and plant of the same type and model already in use in 

THNSW, provided that the precise model and configuration of the plant or tool being purchased is 

already in use by THNSW 

 replacing an item with a similar item with the same form (shape, material, etc.), fit (size and means 

of installation), and function (performs the same role) 

 replacing standard equipment used in depots and other work locations for activities not affecting 

safety related assets (e.g. replacing fork lift trucks, or workshop machinery in a depot or other work 

location). 

The following are not considered like-for-like and are subject to Safety Change Management 

requirements: 

 procuring a new version of a tool or plant or a new item that utilises a different technology or 

updated software to perform its function 

 complex plant that operates on or near the railway during ongoing operations (e.g. track vehicles). 
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Introducing, replacing, or modifying software systems 

Procuring, replacing, or modifying software systems that are independent of railway operations and 

used only for administrative purposes are excluded from the scope. 

This exclusion applies to software which clearly has no safety function such as word processing, 

accounting, database software, etc. It does not apply to software that supports the safe operation of the 

network (such as maintenance scheduling systems, operational communication systems, timetabling 

systems, etc.). 

Replacing standard type-approved infrastructure elements 

Where standard infrastructure items are being replaced or installed, they are excluded from Safety 

Change Management requirements. In order to be excluded, all of the following criteria must be met. 

The infrastructure must be passive in function, and its functionality or performance is not directly 

impacted by its application on the network. For example, sleepers can be excluded but signalling 

equipment cannot. 

Minor changes to non-safety related components or sub-systems of assets 

Minor changes to non-safety related components or sub-systems of assets where an appropriate 

configuration or change management system is established and in use. 

Complex assets, for example rolling stock, comprise a number of sub-systems and components which 

will be changed or modified from time to time. Under certain circumstances, where such components or 

sub-systems are under the management of an appropriate configuration and change management 

system, the safety of the change can be managed through that process rather than the Safety Change 

requirements. For this exclusion to apply all the following criteria must be met. 

The change must be to a minor and functionally simple component or sub-system. For example, 

replacing a train door bracket would not have to adhere to the Safety Change Management 

requirements while a new train door system would. 

A documented and mandated configuration and change management system must be in place that 

generates and maintains documentary evidence of change and configuration. 

The change must not alter the functionality of the asset. 

The change must not affect a safety related asset element. 

Changes to the Safety Management System 

Safety Change Management requirements do not apply to minor changes to the documents in the 

SMS. Where routine updates and changes are made to the SMS, safety change management is not 

applicable. Where there is substantial change to a System Requirement, then Safety Change 

Management is applicable and a SCAF must be completed. 

 

 Note 

The exclusions listed are the only changes that may be excluded 

from the Safety Change Management requirements unless 

otherwise agreed with the Rail Safety & Operations Manager. 

 



Operating Procedure: Managing Safety Change  Approver: Chief Executive 

Doc No. SMS-07-OP-1086   Custodian: Rail Safety & Operations Manager 

Version No. 2.0   Issue Date: 2/05/2017   Review Date: 2/05/2019 

 

© THNSW UNCONTROLLED COPY WHEN PRINTED Page 16 of 16 

If there is doubt about the applicability of the safety change management requirements, the Change 

Sponsor must seek advice from the Rail Safety & Operations Manager. 

In all cases where a change is considered to be excluded from the scope of the safety change 

management requirements, the Change Manager must prepare and maintain a record of why the 

safety change management requirements did not apply to the change. 


