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ABSTRACT:

As part of the overall development of Corporate Planning

in Westrail, attention has been directed towards implementation
of the process within the Traffic (Operating) Bianch. This

Branch is the functional unit responsible for the running of
train, bus and road services; the staffing of stations; and

the catering services associated with passenger transport. Action
taken by the Operator aims to meet the challenge of providing
Westrail operating services in a way that is both cost and task
effective and at the same time meets Corporate 'customer need’
Objectives. The various concepts of the Corporate Planning
process, particularly the ability to obtain feed-back on action
through measuring performance, have been introduced to Head

Office Administrators and District Managers. The overall develop-
ment of Corporate Planning within the Branch is discussed with
specific reference to relatively simple systems for deriving
information on the consequences of asset utilisation decigions.

A problem is to set practicable standards for rolling stock
performance and then compare actual fleet achievements. 1In
particular, the utilisation of wagons and brakevans will be
discussed and a system for mopitoring their location and use

will be described. These systems are to provide more reliable
data on which to establish day to day actions, leading to soundly
based asset replacement and acquisition strategies.

Application of the Corporate Planning process within the
Operating Branch is seen as a valuable means of ensuring that
Operators continue to contribute (with knowledge of the extent
of their contribution) towards the attainment of Corporate
Objectives.
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INTRODUCTION

Over the pasit decade, in response to changing
econcmic circumstances, Westrail has sought to redirect
organisational effort towards more efficient and more
effective business performance. One of the means used to
do this was the introduction, in 1972, of Corporate
Planning. 1he characteristics of Westrail's corporate
planning, as purreﬁ1'} prac“is— and an application of

i i 7 tion were discussed %E
search Forum papers.
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how the process is zpplied i
previous Australian Transpor
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"Twe distinguishing characteristics of corporate
planning in Westrail are that it is Resjaned to be
dynamlc, and so fiexible and responsi ive, and that
there is a heirarchy of planning in which each
management level has oljectives and perLorm%ECe
measuresg related to corporate ohjectives® ’

The dynamic nature cf the process is illustrated
in the diagram: "Corporate Planning and Operations: The
Interaction" first published in the paper by Grimwood and
Brindal (1975} and reproduced as Figure 1.

Emphasis in this paper is on the seccond charact-
eristic. The paper deals with the translation of the
concepts of corporate planning through each lavel of the
management heirarchy leadinc to operator action.

An approach for the staged introducticn of
Corporate Planning within the operating branch
ulated and implemented. Trcm this it bezame evident that
the operator was corncerned v in
demonstrate the level £ ”rF“”lpﬂ
ation being achieved,
approach would be a m
task. Operating nes
brakevan fleet and s
application of the con
the operating branch ha
Westrail has derived

csources Lo
on the
f r"\}-‘p
ng within
tCc the authors, that
and thatr the =ffort

involved in overcoming plementation diffizulities ia

justified,

1 Grimwood and Brindal (1875) "Pricing and Investment
where both are Semi Regulated: The Management Dilemma”
ATRE 1975.

2 Grimwood and Georgilades (1976) "Corporate Planning in
Action Application to Freight Rate Strategy"
ATRF 1976.
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CORPORATE ENVIRONMENT Planners and
Conditions outside drect control of Westrail Cperators
but which affect the way in which it P
operates: eq pclitical, economic, social:
L)
1 1
GENERAL CBRIECTIVES — Cormmission
4 SET B¢ TRpTry.
/1 COMMISSION Objectives
FoRe - r-ﬂ'}i"i'\.'
A1 l‘FEEnéf:n
N strarecic _Gudetires _ _{ __ Commission
4 PLANNING —— QONTROL) ot of
N / Objectives
Planning is very U Branches
broadly based |Fecosick !
\Iwihl low detaii \ t
eve
At | Heads of
Pfﬁﬁ?'{l: H  Modifications. . oonTro | Branches and
,r‘ NING jLine Management
{ ADAPTVE [ i
1F£EDEACK " 1
v Ll
h DETAILED Targets " I Line Management
1
Planning is PLANNING [ !
highly specific | i
and detaited i |
| |
I |
instruction | .
| t bine Maréagement
. | an
ACTION i @T@ | Staff
I | |
' [
I ] I
1 l |
] | ]
R
t
INFORMATION  |Measures __j 0 |
N e e st — e —
PERFORMANCE __ [=-~~—==~~—— Forformance
Figure 1

CORPORATE PLANNING & OPERATIONS

THE INTERACTION
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THE APPROACH TAKEN

The framework outlined in Figure 1 identifies
the setting ?f)organlsatlonal objectives as a prime
reguirement This, therefore, was the first task
undertaken by Westrail‘s Strategic Planners (The Com-
missioner, Assistant Commissioner, and Branch Heads).

The corporate objectives were the focus of the approach
taken within the operating branch to introduce the con-
cepts of corporate planning to the operators. A committee
of managers in both operating and staff roles was formed
to define and implement an approach. Responsibility for
co-ordinating the effort was allocated to a manager, in a
staff role, who was able to devote all of his time to this
task. Responsibility for developing corporate planning in
the Branch remained with the Chief Traffic Manager. The
approach developed by the committee is described in

Figure 2. It involved working through five stages:

Stage 1l: Identify the task.

With the aim of maximising their conftribution
towards the achievement of the corporate objectiwves the
operating branch set itself the following objectives:

To provide, at minimum cost, the transport
operational services reguired to achieve the
corporate objectives.

To implement, at minimum cost, the activities of
the branch necessary to achieve the strategies
determined by the Commission.

Stage 2: Identify the resources needed to perform the
task.

The resources needed to perform the task define
some of the necessary conditions for the achievement of
the objectives, Having the necessary resources does not
guarantee achievement of the objectives, but not having
the necessary resources does mean that the objectives
¢cannot be achieved,

1 These have been defined in Grimwood and Georgiades
{1976).
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1. IDENTIFY THE TASK
Objectives Services Measures of Output
- efficiency, - train and road - Costs and revenue per
effectiveness tonne kilometre and per
passenger kilometre
2. IDENTIFY THE RESOURCES
Trains - Locomotives Road Vehicles - Buses Labour Force
. = Wagons - Trucks
- Brakevans
- Country Coaches
— Suburban Railcars
3. IDENTIFY MEASURES OF PERFORMANCE
Trains by Service Service By Segment of
Locomotives - By Route and Fleet Task and Total
- By Gauge (standard and - By Route and Fleet Task
narrow}
Wagons
- By Wagon Class and
Commodity
Brakevans
- By Gauge

Country Coaches

By Gauge and
Service

Suburban Railcars

4.

By Service

IDENTIFY CONDITIONS AND CONSTRAINTS

Organisational Financial Social Service Safety Market Factors
Informational

5.

IDENTIFY APPROACH TO ACTION (TACTICS)

Develbp actions to provide necessary resources and conditions and

to overcome constraints.
Focus development onto those areas where current needs indicate

high pay off for Branch and for Westrail.
FIGURE 2

THE APPROACH TO DEVELOPING CORPORATE PLANNING IN
THE OPERATING BRANCH
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Stage 3: Identify the means for measuring'progress"

. Performance measures were needed in order to
measure progress towards the attainment of the objectives.
This task was to become the focal point of the development
and is discussed in more detail in the third section of
the paper.

Stage 4: Identify external constraints and necessary
conditions.

In this stage an attempt was made to identify
externally imposed conditions that inhibit the Branch's
ability to meet its objectives; and internal conditions
necessary, though not necessarily sufficient, to ensure
achievement of the cbjectives.

Stage 5: Identify an apprcach to implementing Westrail
Strategies.

The aim of this stage was tc identify the means
(i.e. tactics) for implementing corporate strategies.

The approach appeared to be formidable but was
generally accepted. Implementation of the approach
yielded several insights. Importantly:

there was a need for more precise knowledge
relating to the utilisation of assets and for
improved techniques in portraying the level of
resource utilisation achieved.

. emphasis would need to be on the performance of
the most important aspects of the branch's
function - trains and their components (loco-
motives, wagons, and brakevans).

the branch would need to further develop its
expertise in analysing performance and in pre-
senting the findings.

Thus there was a ¢lear indication that the
efforts of the branch would be most productive in the
areas of improving control of resources and measuring
cperating performance. Processes for identifying Capital
Requirements had already been introduced to the branch.
The major effort in introducing the corporate planning
concepts, was, therefore, in relation to extending resource
control and measuring operaticnal performance.
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MEASURING OPERATIONAL PERFORMANCE

The operating branch has always measured its
operating performance to ensure that operating services
are performed efficiently. The contribution of the cor-
porate planning approach has been to trigger a review of
existing systems and to establish whether they adeguately
reflect effectiveness (contribution to corporate achieve-
ment) as well as efficiency (cost effectiveness). The
review identified existing reporting systems, the inform-
ation they provided and how it was being used. The need
for a two-tier system of measures was also established.
At branch level measures of branch contribution to cor-
porate achievement were needed. At line level measures
were needed that would indicate whether branch actions
were producing the desired results. If not the measures
would need to point to the problem areas reguiring attention.
It was envisaged that historical data would be used as it
was judged that these would be sufficiently timely to
direct attention to trouble spots.

The approach to measuring the performance of the
branch involved three steps:

Identifying the resources undexr branch control.

Documenting current procedures for controlling
the resources and for showing how efficiently
and effectively they were being utilised.

Reviewing with the person responsible for con-
trolling each particular resource the practic-
ability of improving the process in terms of:
better data faster and cheaper; more effective
communication of information; discarding of
unnecessary data collection.

Figure 2 contains a checklist of the resocources
used by the branch and the types of performance measures
being developed. Progress has been made in all but two of
the resource areas nominated. The two exceptions are
Labour and Trains. Procedures for measuring these resources
are currently under review.
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The approach is best illustrated by the follow-
ing examples:

Brakevan Performance

A brakevan is a raillway vehilcle, attached to
every train, in which the Guard travels. The role of the
guard is to ensure the safety of the train in event of an
emergency i.e. derailment, accident etc. The replacement
cost of a brakevan is roughly $80,000 making the brakevan
a not inexpensive piece of equipment.

Westrail now operates about 150 general purpose
brakevans. Assessments of minimal fleet size to meet
reguirements had been undertaken in the past. However
changes in the traffic task and in operational methods
meant that these assessments were judged not to be of
sufficient accuracy to meet management reguirements.

In 1976 the currently employed brakevan contreol
system was established with the folleowing principles and
method:

1. The Westrail network was divided into 'brakevan
districts' each district being controlled by a
'brakevan depot'.

2. Each 'brakevan depot' prepared a plan of deploy-
ment for general purpose brakewvans.

3. after the proposed utilisation was approved by a
central controller additional units were allocated
for maintenance and other contingencies.

4. Each brakevan depot operated autonomously with
the allocated units at their disposal. However,
details of utilisation for the previous day were
reported to a central location.

5. Brakevans were identified by individual wvehicle
number and by location and status.

6. The control centre compared actual and planned
utilisation of brakevans at the respective
depots.

7. Imbalance of brakevans or other factors such as

seasonal district peak tasks were the signals
for re-location of brakevans by the control
centre.

8. A progressive report of brakevan utilisation was
maintained. Figure 3 is an example.
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The information cbtained from implementing this
control system will lead to the establishment of a replace-
ment programme on a proved fleet size. Furthermore,
maintenance resources which had been committed to an aged
and redundant segment of Westralil's rolling stock could be
directed to essential revenue earning vehicles.

This was an example of introducing a control
system that provided accurate and timely informaticn which
was used to identify more precisely resource requirements
and to improve the utilisation of the existing fleet.

Wagon Performance

Westrail's wagon fleet numbers in excess of
11,500 vehicles. A small number of wagons, the bulk
commodity carriers, carry a large percentage of the annual
tonnage and are closely controlled in their movements.
The fleet of general purpose wagons has a mixed task and,
therefore, are more difficult to contrcl. Allecation
difficulties are alsc experienced with specific wagon
types which are in short supply (cil tankers, for example).

The benefits derived from the brakevan control
system indicated that improvements in wagon control pro-
cedures would also be worthwhile.

Thus impetus was given to the implementation of
a wagon control system. Still in its developmentzl stage
the control system is described at Figure 4. The follow-
ing features describe the system:

1. The general wagon fleet was greouped by wagon
classes of similar characteristics.

2. The wagong at all locations and in transit were
identified including their status (refer to
Figure 5 for an example) at 0500 hours each day.

3. Wagon information was reported to district
offices.
4. District offices collated the data transmitting

it to a central control office by 0800 each day.

5. At the central office wagon information was
summarised by location and status.

6. The same information concerning wagons was
available to the respective stations, district
offices and the central control office.

7. Deployment of wagons was arranged on the basis
of the daily wagon data.
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ON TRAFFIC:

O~ YU N

In Workshops

Ordered

Ioading

In Transit

Transhipping

Waiting to Unload

Red carded

Other - Any reason causing a wagon to be in
use or waiting to be used.

OFF TRAFFIC:

1.

When the wagon has been stowed and is waiting
and ready to be used.

TURNROUNE TIME:

Turnround time for livestock wagons will not be
reported as there is already a system for expediting
each livestock transit. For this reason turnround
time for livestock wagons is controlled in the best
available degree and extended transit times is not a
factor in livestock wagon utilisation.

REPORT:

Topics covered are to include the following:

1.

Pleet shortage/surplus and reasons such as known
causes of demand variation.

Suggest ways to overcome shortages or use sur-
plus capacity.

FIGURE 5

DEFINITION OF TERMS FOR LIVESTOCK WAGONS
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g. Completeness of the wagen statistics was obtalned
by comparing the number of each wagon group
located each day with the number of wagons in
the fleet. Accomplishment of between 85% and
95% of ths total general wagon types was achieved.

The system has been in operation only a few
-months. However at this time improved wagon utilisation
;has already been achieved in identifiable areas of oper-
"ation. Westrail now has a firm basis for collecting
‘rolling stock control information using relatively simple
methods. The authors are convinced that mcore effective
utilisation of the wagon fleet will result.

THE IMPACT ON THE BRANCH OF THE CORPORATE PLANNING EFFORT

The process of introducing the concepts of
Corporate Planning to¢ the coperating branch is an ongoing
‘one. Significant progress has been achieved, yet much
-remains to be done. The influence on the branch of the
corporate planning effort is difficult to assess. At best
it is subjectively judged, by the authors and others.
However some elements are clear cut. The prcblems to be
overcome have been identified and the effect of the process
on Branch Structure and Information Systems can be readily
determlned

The dlfflcultles encountered when lntroduc}E?
corporate planning are commeon +o many organisations
.and the Westrail Opercting Branch is no exception. Major
nroblems arise from the historically derived structure of
the organisation and from the fact that Westrail is con-
sidered by many to be solely a public service institution.
This makes it difficult to assign fiscal responsibility to
individuals down the line in the management heirarchy.

Branch structure {(in Head 0Office) is being
changed to place even more emphasis on obktaining effective
‘and efficient utilisation of resources. There is a move
to more centralisation of information and control. Thus:

Although new information regquirements had been
demanded probably as few as three new positions
were created. This was possible by replacing
rather than superimposing on ©ld systems and the
change of emphasis on the importance of tasks to
concentrate on identification and utilisation cf

resources.
1 Steiner and Schollhammer (1975) "Pitfalls in Multi-
nationai Long Range Planning” Long Range Planning
April 1975,
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Objective and quantitative evaluation of the
employment of resources has lad to marked
savings (as with brakevans}.

As part of the introduction of new reporting
systems, all existing information systems were
examined. People were encouraged to 2liminate
operational reports that did not stimulate a
positive action. Measures of performance were
prepared that compared actual and planned
achievements. Where possible reasons for per-
formance variation had to be indicated.

In summary, the Corpecrate Flanning Approach has
unified Branch efforts towardsg achieving the common cor-
porate goal. Informaticn systems, relating to reolling
stock utilisation, have been improved leading to more
effective performance.

CONCLUSION

A bagic responsibility of the operating branch
is to ensure that the services for which it is responsible
are being provided as effectively and efficiently as
possible. Through applying the concepts of corporate
planning the operating branch has directed its efforts to
improving its methods of performance measurement. This
will help to ensure that the means exist to help managers
in the branch to measure the extent to which they are
contributing to both Branch and Corporate Objectives.
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