Specification for research project
T1178 - Good train regulation practice in an ‘on time’ railway 
The draft research specification that follows, outlines RSSB’s proposed research to assess the performance and customer impact from implementing an operational decision support tool.    
A pre-tender suppliers meeting has been arranged for 24 April 2019 at 16:00 – 17:00, at the RSSB offices in Moorgate, London.  The purpose of this meeting is to: 
· Provide an outline of the project proposal
· Provide interested suppliers an opportunity to discuss, understand and inform the research specification
Suppliers should be prepared to discuss the following:
· What data and information would suppliers require access to in order to:
· Understand good train regulation practice from existing/previous trials modifying train regulation policies
· Undertake performance modelling of the characteristics that underpin good train regulation practice, to assess the applicability and transferability of these on the wider network
· [bookmark: _GoBack]Test the association between capacity utilisation and different train regulation thresholds
· What are the challenges and barriers to delivering this work? What enablers would support successful delivery of the project? 
· What is the suppliers estimate of effort required to deliver the project? Suppliers may respond to this question via the email below. 

Suppliers wishing to attend in person or by dialling into the meeting should contact Shareditt@rssb.co.uk to confirm arrangements.



1. RSSB overview
RSSB is a membership organisation that supports the GB rail industry by:
· Understanding risk – Using safety intelligence with the latest risk modelling to inform members and support safe decision making. 
· Guiding standards – Creating, reviewing and simplifying GB standards; managing the Rule Book and making it easier for the railway to deliver efficiently and safely. 
· Facilitating cross-industry collaboration – As an independent cross-industry body, supporting activities which require collaboration such as supplier assurance schemes, confidential reporting and developing industry strategies.
· Managing research, development and innovation – Undertaking, commissioning and managing research and innovation programmes to address current and future needs and providing knowledge for decision making; supporting implementation and promoting step changes to deliver industry strategies. 
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3. Project Background 
CP6 will bring new industry performance metrics into action, to closely align the passenger experience with how performance is measured and reported[footnoteRef:1]. Industry performance is currently measured and reported as ‘on time’ at 5 or 10 minutes within end destination of short and long-distance journeys. Key changes to the metrics will include train punctuality measured to the minute, at every possible recorded station stop on the train’s journey[footnoteRef:2].  The implications of an ‘on time’ railway places pressure on delivering the timetable whilst also continuing to minimise overall delays. The new metrics are expected to significantly impact numerous processes and people across industry, including train regulation.   [1:  Definitions of Railway Performance Metrics, issue 3.02 (Network Rail, June 2018)]  [2:  Current technology allows data to be gathered from approximately 80% of all station stops across the network (https://www.raildeliverygroup.com/metrics.html) ] 

Train regulation is considered a complex industry process that controls the running of trains through key junctions in the network. This process is particularly challenging in congested areas where multiple train operators provide services over the same line and signallers have limited time available to make a sound regulation decision.  Poor decisions can impact the customer experience (passenger and freight), and increase delays (e.g. sub-threshold, minor, reactionary, and consequential disruption) and associated costs.  
The Rail Operations Code currently provides the Train Regulation Objective, which underpins the principles of regulatory policies[footnoteRef:3]. These include for example, ensuring a fair and reasonable balance is delivered, optimising an efficient use of available infrastructure, minimising overall delays to passengers or freight, maintaining agreed connections between services, and avoiding undue discrimination between TOCs. However, it is not fully understood what a good train regulation decision looks like, and what impact, if any, changes to the CP6 metrics will bring.  [3:  https://www.networkrail.co.uk/industry-commercial-partners/information-operating-companies/network-code/ ] 

Some routes have undertaken/are undertaking trials to evaluate the impact of regulating for ‘on time’ services, whilst considering that certain services may require a degree of prioritisation.   Findings from these trials have shown a promising uplift in train punctuality and a reduction in miss-regulated events.  Thus, presenting an opportunity for research to examine current practice and provide guidance to supporting the wider industry in the transition to ‘on time’ metrics.  As such, the outputs are expected to support the CP6 performance metrics transition programme led by Network Rail.  
Traffic Management Systems (TMS) have been deployed in several parts of the network, with wider industry roll out envisaged over the next 30 years, according to the Rail Technical Strategy (2012).  The Control, Command and Communications theme notes the following vision: “Intelligent traffic management and control systems dynamically optimise network capacity and facilitate highly efficient movement of passengers and freight”[footnoteRef:4].  Subsequently, there is also opportunity for the research to inform the industry transition to TMS, where the research may develop principles of good train regulation practice. [4:  https://www.rssb.co.uk/Library/Future%20Railway/innovation-in-rail-rail-technical-strategy-2012.pdf?web=1 ] 

The research is supported by the industry Better Operations Programme Board and National Task Force.  These groups will be kept informed of the project progress and deliverables.  On 27 March 2019, this research was scoped with senior industry representatives from these groups to shape the research so that it may address the below key research questions.
Given today’s constraints, systems and multiple performance metrics:
1. What does good train regulation practice look like when putting customers first?
2. How does capacity utilisation impact train regulation thresholds?
3. How can we help decision-makers make effective changes and updates to regulation policies?
4. How can we help staff apply regulation policies successfully?
5. How can we gather evidence of good train regulation practice to support continuous learning?
6. How would traffic management systems enable more effective train regulation practice? 
The objectives and scope of this work should be delivered to addresses these questions.  
Additionally, agreed industry terms of reference for this research are provided below: 
· Good train regulation practice is referred to as the combination of effective policy and its successful application to derive the intended outcome.
· Train regulation policy refers to the policies agreed with train operators and provided as guidance to signallers to direct how trains are regulated over a geographic area.
· Train regulation decisions refers to the application of the agreed regulation policies.
· This project is aimed at supporting the industry to achieve good train regulation practice the combination of effective policies and their successful application.
· Rail performance measured as ‘on time’ refers to train punctuality measured to the minute at every possible recorded station stop on the train’s journey

4. Objectives
This research aims to quantify how good train regulation practice supports the industry transition to CP6 metrics.  T1178 should define and test good train regulation practice for an ‘on time’ railway.  This is envisaged to enable the development of a toolkit and/or good practice guide to support staff to create/modify train regulation policies and apply these policies in practice[footnoteRef:5].   [5:  Typically, train regulation policies are created/modified by senior operations staff (e.g. current operations managers, local operations managers), and are applied by front line staff (e.g. signallers and train running controllers).  ] 

The research will involve a case study methodology to examine current practice in the following areas where a modified train regulation policy has been recently rolled out: South East, Newcastle, West Anglia, and Great Western.  The supplier will be supported by the project steering group and RSSB to access information/data and staff to consult to enable delivery of the work.   
The objectives for this work are:
1. Define the characteristics that underpin good train regulation practice 
2. Quantify good train regulation practice in an ‘on time’ railway
3. Understand the impact of capacity utilisation on different train regulation thresholds
4. Develop a good practice toolkit and / or guidance to enable better train regulation practice
5. Support implementation through developing a strategy and other support mechanisms (e.g. workshops) to enable wider industry use of the outputs 
The Research Hypotheses are:
1. Regulation for ‘on time’ improves overall performance
2. Regulation for ‘on time’ reduces errors associated with train regulation 
3. CP6 metrics increases industry incentive to regulate ‘on time’
4. More capacity utilisation is associated with less operational flexibility and resilience for train regulation

5. 
Scope
This section defines the tasks to be tendered against, and the technical content against which the submissions will be assessed.  The numbered ‘in scope’ elements correspond to the project objectives.
	In scope 
	Out of scope 

	1. Understand current industry train regulation practices and define the characteristics that underpin good train regulation, including:
a) Reverse engineering analysis and comparison of outcomes from existing trials at selected case study areas (South East, Newcastle, West Anglia, and Great Western).  This should include reviewing relevant documentation, evidence and consulting staff to understand good practice for:
· Manual train regulation  
· Automatic train regulation systems (e.g. ARS, ACI, SARS)
· Traffic Management (Western)
· The end-impact on passengers  
· The creation and governance of regulation policies, and any business change processes
· Balancing the needs of a mixed-traffic railway and cross route boundaries (e.g. long distance, commuter, metro, connecting services, freight)
· Minimising overall delay and lateness 
· Industry culture surrounding train regulation practice and on time metrics 
· Staff workflows, workloads and training  
· Methods of capturing and sharing good practice and continual learning 
b) Identify any transferable lessons learned, barriers and constraints, and any opportunities and / or mitigations that would support future trials / modifications to policies 
c) Review relevant literature, evidence, existing guidance and comparable international practice transferable to GB rail 
d) Define what makes an effective regulation policy and how the successful application of the policy can be achieved and measured in practice[footnoteRef:6] [6:  Where possible, existing measures should be considered.] 

2. Undertake performance modelling to quantify the characteristics that underpin good train regulation practice, compared to current practice.  This should include:
a) Modelling the performance of ‘on time’ train regulation practice across a range of agreed scenarios and differing constraints 
b) Identifying the potential benefits and disbenefits from an industry step change in train regulation practice for an ‘on time’ railway 
c) Modelling any possible wider impacts of good train regulation practice, such as economic value of travel, reactionary delays 
d) Identifying the characteristics of good train regulation practice that are transferable and applicable to the wider industry 
3. Select agreed case study sample of up to 5 lines to test the association between capacity utilisation and different regulation thresholds, to:
a) Identify any implications for good train regulation practice including the level in which capacity compromises good practice 
b) Provide recommendations for the transferable train regulation thresholds that delivers practical and efficient capacity utilisation 
4. Develop an evidence-based toolkit and/or good practice guidance, which should cater for: 
a) The most frequent regulation situations
b) Different sets of possible train regulation principles for senior operations staff making changes and updates to regulation policies, and frontline staff applying these policies (e.g. signallers and train running controllers) 
c) Managing business change and undertaking trials when modifying train regulation policies
d) [bookmark: _Hlk3843282]Different levels of available network capacity, capacity utilised by timetable service plans, planned headway between services, and space available for train regulation   
e) Presence of different mix of performance metrics
f) Limitations of the Network and systems, including system limits for manual and ARS, and timetable planning rules 
5. Undertake implementation support activities to disseminate the findings and toolkit to the wider industry, including
a) Developing an implementation strategy for industry wide rollout and method of assurance to assess industry use.  This should also:
· Explore any cost-effective support tool(s) that could be provided 
· Explore the transferability of the findings to TMS and identify additional considerations that could be introduced in an automated system
b) Presenting the findings to the Better Operations Programme Board and National Task Force
c) Support material (e.g. workshops, training guidance) for senior and practitioner staff to apply the toolkit as part of business as usual activity 
	1. Methods and approaches used in non-rail industries 
2. Long-term traffic management systems (e.g. RTS 30-year vision) 
3. New software / system development
4. Guidance for roles not involved in train regulation practice 
5. Changes to staff roles
6. Changes to infrastructure








6. Project structure
This project is structured in 5 packages, of which Work Packages T1178-02, T1178-03, T1178-04 and T1178-05 are subject to tender.
	Work Package T1178-01

	Title
	Good train regulation practice in an ‘on time’ railway - RSSB project development

	Delivery 
	RSSB

	Start
	February 2019

	Completion
	June 2019



	Work Package T1178-02

	Title
	Understanding the characteristics of good train regulation practice (objective 1) 

	Delivery
	Competitive tender

	Start
	July 2019

	Completion 
	October 2019



	Work Package T1178-03

	Title
	Good train regulation practice: Performance modelling and capacitary utilisation (objectives 2 and 3) - Delivery

	Delivery
	Competitive tender

	Start
	October 2019

	Completion 
	January 2020


Following delivery of work package T1178-03 a stage gate review meeting will be held with the project steering group to determine whether toolkit development is required.  Depending on the outcome of the stage gate review, work package T1178-04 may or may not proceed.  In the event T1178-04 does not proceed, work package T1178-05 will be undertaken following the stage gate review.
	Work Package T1178-04

	Title
	Evidence Based Train Regulation Practice toolkit and/or guidance - Delivery

	Delivery
	Competitive tender

	Start
	January 2020

	Completion 
	March 2020



	Work Package T1178-05

	Title
	Implementation support - Delivery

	Delivery
	Competitive tender

	Start
	April 2020

	Completion 
	June 2020



7. Deliverables
This work package will provide the following deliverables:

	Deliverable Title
	Train regulation practice-based evidence from selected cases

	Deliverable Type
	Technical Report

	Description
	This report details all work undertaken in work package 2, detailing the findings from the reverse engineering analysis from the selected cases.  The report should cover:
· Key findings, outcomes and comparisons across the cases
· Review of current regulation policies, international practice, and any other evidence
· Methodology undertaken 
· Evidence on the characteristics that underpin good train regulation practice 
· Definition of what good train regulation practice looks like

	Publication
	All documentation to be produced in the standard RSSB format and to be made widely available.



	Deliverable Title
	Good train regulation practice: Performance modelling and capacitary utilisation

	Deliverable Type
	Technical Report

	Description
	This report details all work undertaken in work package 3, detailing the performance modelling and capacity utilisation testing.  The report should include: 
· The overall transferability and implications of the characteristics that underpin good train regulation practice
· The findings from quantifying the characteristics underpinning good train regulation practice compared to current practice and capacity utilisation testing 
· Methodology undertaken, including criteria for selecting scenarios tested 
· Recommendations for practice and toolkit development  

	Publication
	All documentation to be produced in the standard RSSB format and to be made widely available.



	Deliverable Title
	Evidence Based Train Regulation Practice 

	Deliverable Type
	Toolkit and / or guidance 

	Description
	This deliverable is for work package 4.  The good practice toolkit / guidance should support the practical application of the evidenced based findings to:
· Support decision-makers make effective changes and updates to regulation policies
· Support frontline staff to apply regulation policies successfully
· Support the gathering of good train regulation practice and support continuous learning
· Cater for different scenarios, constraints, mix of performance metrics and end-user needs

	Publication
	All documentation to be produced in the standard RSSB format and to be made widely available.



	Deliverable Title
	Implementation support (e.g. workshops) 

	Deliverable Type
	Report and other support activity (e.g. workshops)

	Description
	This report details all work undertaken in work package 5, detailing the implementation strategy and support mechanisms to facilitate the wider industry use of the toolkit / guidance.  It is expected that the supplier will identify key implementation support mechanisms during the research, which might include for example, communications briefing materials, guidance for undertaking an industry assurance audit, and workshops with end-users. 
An implementation strategy is also expected to cover a high-level review of tools and systems that could support end-users applying the toolkit / guidance, and identify opportunities for wider industry roll out.  This should include opportunities for todays railway, as well as exploring the transferability of the findings to TMS and identify additional considerations that could be introduced.

	Publication
	All documentation to be produced in the standard RSSB format and to be made widely available.



	Deliverable Title
	Executive summary 

	Deliverable Type
	Presentation 

	Description
	The presentation will be provided by the supplier to the project steering group.  The executive summary presentation will be made widely available and should cover the key findings from the research.

	Publication
	All documentation to be produced in the standard RSSB format and to be made widely available.



8. Methodology
Suppliers are expected to explain the methodology that they are intending to use to successfully meet the work package requirements of this work package. The work package requirements are detailed within the following sections:
· Objectives
· Scope
· Deliverables

The work package requirements are set in context by:
· Background
· Project structure

9. Stakeholder roles and responsibilities
The key stakeholders and their responsibilities are detailed in the table below. 
	Stakeholder(s)
	General role in project
	Specific role in acceptance of deliverables

	RSSB Project Manager
	The RSSB Project Manager is the first point of contact during project delivery and is responsible for the detailed project management including project schedules, cost reporting and other relevant project management tasks. 
The Project Manager leads the project in organising meetings, etc and ensures timely and effective delivery towards project objectives.
	Facilitates technical review and acceptance processes, identifies and monitors corrective actions where needed, including facilitating decision making.

	RSSB Technical Lead
	Throughout the project, the RSSB Technical Lead ensures that technical aspects are reflected accurately. 
Technical aspects can refer to specific issues around railway signalling, track engineering, safety relevant operations or any other specialist field.
	Reviews emerging outputs from a technical perspective.

	Industry sponsor  
	The Industry Sponsor acts as figurehead for the research, championing its importance and its outputs. 
The Industry Sponsor forms part of the project steering group, however, their key role as sponsor is to provide steer to the research as it progresses and to exert pressure on industry to make use of its findings.
	Reviews emerging outputs from a technical perspective.

	Project steering group
	The project steering group ensures the project delivers to industry needs. As such, it helps formulate specifications, assesses tenders, reviews draft and final outputs and other relevant tasks.
	Reviews emerging outputs from a technical perspective.

	Primary client group 
	The primary client group is made up of RSSB members and other stakeholders across industry.
	Informed of deliverables.



10. Timescales 
RSSB expects the work to start in July 2019 and conclude by June 2020. However, these are indicative dates and RSSB will consider bids that cannot meet these expectations if the supplier includes a robust project plan and an explanation as to why they cannot meet the preferred start and end dates, while still meeting the project objectives.

11. Critical success criteria and risk management
The following critical success criteria have been identified to help ensure successful delivery and to increase likelihood of industry acceptance/implementation:
· Clearly defined scope.  The scope has been developed in collaboration with senior industry members from the Better Operations Programme Board and National Task Force.  A workshop was held on 27 March 2019 to capture the industry requirements for scoping the research and is reflected in the project scope. 
· Access to industry information, data, and subject matter experts.  The research is supported by the Better Operations Programme Board and National Task Force, and where required may provide access to industry data.  A project steering group will provide immediate points of contacts to request access, and where required, requests can be escalated to the supporting industry groups.
· Senior industry support to strengthen the delivery and implementation of outputs.  Project progress updates and deliverables will be made available to the Better Operations Programme Board and National Task Force, and an implementation support work packaged is designed to specifically support the industry adoption of the outputs.  

The following risks have been identified to highlight where the work package may encounter issues during delivery:
· Access to staff, information and data - mitigated through securing industry support at the National Task Force and Better Operations Programme Board.
· Political pressure and potential scope creep – mitigated through project governance structure, close engagement with key stakeholders and managing and engaging stakeholders factored within budget. 
· Quality of data to develop robust modelling – mitigated through securing subject matter experts who may advise on data gaps and identify alternative data sources to triangulate the analyses.  Supplier selection criteria is structured so suppliers with appropriate expertise will be procured to identify appropriate methods/data sources required to undertake robust modelling
A detailed risk and mitigations register should be provided as part of the submission illustrating required actions to support the success of the work package.
12. Selection and award criteria
The stated limit on the length of each response must be adhered to. Responses will only be evaluated within the stated length limit, any response exceeding the stated limit will be disregarded beyond that limit.
Selection criteria
	Selection criteria
	Detail
	Evaluation Criteria

	S1 Tenderer’s organisational expertise on quantitative data modelling
[Max 1 page]
	The tenderer should provide a short description of at least 2 projects completed within the past 5 year[s] that have included a analytical methods and data modelling 
	Pass: The tenderer provides a short description of at least 2 project(s) completed within the past 5 years that involved analytical methods and data modelling. Further, through the aforementioned, the tenderer gives RSSB a strong degree of confidence in its expertise in robust analysis and data modelling.
Fail: The tenderer either fails to provide evidence of at least 2 example(s) of where the tenderer has completed projects in the past 5 years that involved analytical methods and data modelling; or fails to provide RSSB with a strong degree of confidence in its expertise in robust analysis and data modelling.

	S1 Tenderer’s organisational expertise in rail operations and/or performance
[Max 1 page]
	The tenderer should provide a short description of at least 2 projects completed within the past 5 year[s] that have required an expertise in rail operations and/or performance 
	Pass: The tenderer provides a short description of at least 2 project(s) completed within the past 5 years that involved applying expertise in rail operations and performance. Further, through the aforementioned, the tenderer gives RSSB a strong degree of confidence in its expertise of rail operations and/or performance.
Fail: The tenderer either fails to provide evidence of at least 2 example(s) of where the tenderer has completed projects in the past 5 years that involved applying expertise in rail operations and performance; or fails to provide RSSB with a strong degree of confidence in its expertise of rail operations and/or performance.



Weighted award criteria
	Award criteria
	Detail
	Evaluation Criteria
	Weighting 

	A1 Robust methodology and ability to apply it to the client’s needs
[Max 6 pages]
	The tenderer provides a method statement of how it is intended to deliver against all aspects of the objectives of this work. This should include:
· How will the tenderer undertake a robust analysis to provide evidence on good train regulation practice from previous/current trials?
· How will the tenderer develop the toolkit / good practice guide for evidence-based train regulation practice?
· How will the tenderer undertake the performance modelling analysis and capacity utilisation testing?
· How will the tenderer elicit information and validate outputs with industry stakeholders in an efficient and effective way?
· How will the tenderer support the implementation to facilitate the wider industry use of the toolkit/guidance?
	The tenderer’s response:
· Demonstrates their understanding of the objectives and provides a coherent and systematic approach to meeting all the objectives
· Proposes a sound, impartial and credible methodology to:
· Undertake the reverse analysis of previous/existing trials
· Develop the good practice toolkit / guidance
· Undertake the performance modelling analysis and capacity utilisation testing 
· Support the wider industry implantation of the toolkit/guidance
· Demonstrates an efficient and effective methodology to elicit information and validate outputs with industry stakeholders.
	30%

	A2 Independence, knowledge and expertise in subject area
[Max 4 pages]
	The tenderer should detail the knowledge and expertise of the team who will be undertaking this work.  This should include:
· How will the tenderer apply their knowledge, expertise and skills to meet the objectives of this work?
· What expertise does the supplier have in:
· Rail operations and performance
· Data modelling and undertaking robust quantitative analyses
· stakeholder engagement
· How will the tenderer ensure impartiality and independence?
	The tenderer’s response:
· Provides evidence of their knowledge and expertise in:
· Rail operations and performance
· Data modelling and undertaking robust quantitative analyses
· Stakeholder engagement
· Explains how they will apply their knowledge, expertise and technical competence to deliver the objectives of this research
· Provides evidence of team independence and impartiality
	25%

	A3 Project management: resource, quality and time
[Max 3 pages] 
	Tenderers should outline the processes and resources it proposes to use in order to fulfil RSSB requirements.
Tenderers should:
I. Clearly identify each team member’s role and demonstrate that team members are appropriate to the assigned tasks;
II. Provide a sound schedule to successfully deliver to time, quality and cost;
III. Demonstrate how they would work with RSSB and communicate and engage with relevant industry stakeholders to ensure that the quality and content of the deliverables are fit for purpose.
	The tenderer’s response shows that it:
I. Has identified relevant individuals to deliver the work and that the mix of skills is covered;
II. Has provided a credible plan for delivering successful outcomes to time, quality and cost;
III. Has identified appropriate ways to engage with RSSB and relevant stakeholders to provide deliverables that are fit for purpose.
	15%

	A4 Risk and mitigations
[Max 2 pages]
	Tenderers should detail what risks and opportunities are foreseen in the delivery of the project. The tenderer should detail mitigating actions in relation to these risks, and how opportunities can be maximised. 
	The tenderer’s response:
· Identifies appropriate risks and opportunities through the use of a risk register
· Identifies what mitigation actions will be taken with specific regard to each risk or challenge identified
· Identifies approaches to maximising any opportunities through effective management.
	10%

	A5 Cost of project
	Tenderers should:
· Provide a fixed cost for the project and the associated cost break down. If the fixed cost is above the budgeted amount of £tbc then a detailed explanation as to why any proposed increase is necessary, and what added value it may provide. 
	· The tender with the lowest total cost will receive 100% of the available weighted score (20%).
· Other tenderers will receive a pro-rated score relative to the lowest cost according to the following formula:
· Score of other tender = lowest tender total cost / other tender total cost x 100%.
	20%




13. Procurement timeline
	
	Start Date

	Expression of interest meeting (if applicable)
	24 April 2019

	Request for proposal issued on ContractsFinder
	w/c 29 April 2019

	Supplier clarification questions deadline 
	24 May 2019; 17:00 hours

	Deadline for Submitting tenders
	7 June 2018; 17:00 hours

	Post Tender Clarification 
	w/c 10 June 2019

	Estimated notification of award decision
	w/c 17 June 2019

	Target contract commencement date
	w/c 24 June 2019


Note: RSSB reserves the right to amend these dates as business requirements demand and will communicate any changes to tenderers.
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