
ORR protects the interests of rail and road users, improving the safety, 
value and performance of railways and roads today and in the future

RM3 – culture, 
management and 
performance
IRSC 15 October 2019

Jen Ablitt, Deputy Director, Safety 
Strategy, Planning and 
Performance



2

Background
■ Safety regulatory framework based on the Safety 

Management System
■ ORR’s Risk Management Maturity Model, criteria around 

26 plan, do, check, act elements:
1. Ad hoc
2. Managed
3. Standardised
4. Predictable
5. Excellence 

■ First published 2011, reissued 2019
– More examples at each level
– Builds more coherently through the levels
– Brings out observable indicators of positive culture, for each element, at 

each level
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How do we use it to regulate?
■ Our functions and powers provide a minimum 

compliance threshold 
to do all that is reasonably practicable to manage 

safety risks
■ Not easily applied to enablers like collaboration, 

change management, safety learning etc….
■ BUT SMS criteria provide legal obligation to ensure 

continuous improvement of the SMS…
■ An obligation to improve management maturity
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“you can have a positive safety culture without a 
management system, but you cannot have an 

excellent management system without positive 
cultures around safety.”
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Compliance 
with minimum 

thresholds 

Continuous 
improvement

enforcement of 
breaches of the 

law

Leadership, setting 
clear expectations, 

benchmarking, 
education and guidance
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How do we use it to regulate?
■ Provides a common language and structure for 

assessment
■ Collating a variety of evidence
■ Single risk topic deep dives
■ Broader assessment of management capability and 

enablers across topics
– Safety culture topic

■ Assessments across large organisations and delivery 
units

■ Improvement, not compliance – beware unintended 
consequences
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How do operators use it?
■ Business support tool
■ Audit and assurance
■ Knowing what the regulator expects
■ Sharing best practice across business units, including 

non-rail
■ Procurement and contract management across the 

supply chain
■ Culture call outs provide practical support for culture 

improvement
– Not intended to support safety culture assessments
– Call outs help to calibrate evidence of management
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What next?
■ Consistent regulatory decisions: constructive unease and 

recognising and rewarding strength and improvement
■ Organisational hierarchies – where best to engage and gather 

evidence:
– Depot floor?

– Train manager’s office?

– Chief Technical officer?

– Non-executive Board?

– Shareholders?

■ To benchmark, or not to benchmark….
■ Should our assessment of management maturity inform decisions 

about compliance and enforcement?  If so, how to reflect in 
enforcement criteria? And how to protect open use of the tool?
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Answers, please….

(and some 
questions…!)
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