
Selling Safety to 
10.000 people at once

Building a culture for safety at Infrabel

01.10.2025



1. Who is Infrabel?
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Belgian Railway Infrastructure manager

9.579
colleagues

3.615
kms main line

142.766
Freight train 
paths a year

1.240.577
Passenger trains 

per year

52.257
Freight trains
via harbours

• Managing Traffic
• Renewing Assets
• Maintaining Assets
• Maintaining Supply Chain

85% main lines
equipped with ETCS

14/12/2025:
100% ETCS

12 freight train 
operating RU

on Infrabel network



2. Understanding workplace reality
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Lessons learned Safety Champions concept

• Initially approx. 140 volunteers. Two years later nearly 200 Safety Champions within Infrabel & Tuc Rail

• Initial enthusiasm was short lived for some Safety Champions, others joined further down the road, proving that the community
is in a constant state of evolution (as are most communities)

• Moving away from a top-down way of thinking towards a bottom-up approach tends to be difficult for a certain percentage of Safety Champions

• Same goes for the fact that the concept of a story that isn’t fully written (mission Safety Champion) seemed to be difficult to grasp for some of the Safety Champions

• Constant dialogue was/is the key to winning the hearts and minds of the Safety Champions whilst creating a mutual understanding of their mission and values

1 - Building a community (1/2)

Safety Culture Partners

• Stay closely connected with the shop floor

• Provide support to line managers concerning
HOF and Safety Culture

• Representative for Safer-W*

Safety Champions

• Serve as the local liaison for safety culture

• Assist in integrating Safety Culture at the local level

• Receive targeted training (HOF, incident analysis, …)

• Participate in 2 Safety Champions Days each year (= ritual)

*Safer-W is an initiative by Infrabel designed to ensure comprehensive safety for employees working on or near railway tracks equipped with ETCS technology.
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*Chatgpt usually shares my view on this topic, but feel free to find out for yourself.

Safety Champions Days

Lessons learned Safety Champions Days

• The bilingual nature of our company makes organizing these kinds of days less straightforward, as there are quite a few monolingual Safety Champions

• Less is more: Majority of Safety Champions prefer having less workshops that allow for deep diving into subjects, than shorter more superficial ones.

• Participation and exchange between Safety Champions and other participants are reasonably high during these Safety Champions Days, providing enough room for introverted 
people to be able to express themselves is a constant point of attention

• Location (Infrabel //Academy) and catering are always appreciated. No one likes returning to an ugly place where bad food and drinks are served

• We try to add a bit of fun where possible, building a safer workplace should be fun + people have the tendency to better remember things when told in a humoristic manner*

1 - Building a community (2/2)
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2 - Building a HOF-mindset (1/2)

*Based upon research performed by Miltos Kyriakidis

Selecting a shared language
Implementing the 5x5 model* as framework for HOF at Infrabel, ensuring a common companywide reference

Creating a HOF-ritual through structured HOF-analysis  
• Each safety event requires a decision by the Safety Investigator based on the role of individual within event (on/off duty) 
• Each on/off duty leads to a thorough analysis of the event using the 5x5 model as backbone. This procedure provides:

• A structured approach to ensure just & fair treatment of personnel
• Clear guidelines for management of safety personnel + support from Safety Culture partner
• Follow up of taken measures on individual, organisational and technical level

Mining HOF-analysis data 
At this moment we’re developing a suitable method to exploit the collected data. Main goal: providing insight, searching for 
trends, using findings in proactive manner (design-stage)

HOF

HOF-analysis

ON DUTY
OFF DUTY
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Lessons learned

• The 5x5 model is a useful way of getting people acquainted with the different ways HOF can influence situations, but :

• Analysis is carried out by designated members of the individual’s organisational entity; quality of analysis is not always of desired standard.

▸ Actions undertaken: Quality check by Safety Culture Partner embedded in process + assistance during debriefing offered 
+ HOF training sessions organised for said public + Instructional material provided on Safety Culture SharePoint

• The ON/OFF Duty procedure provides a true improvement for all people involved, but:

• It remains hard to get rid of the perception that being put on or off duty is a sort of punishment.

▸ It will take constant convincing efforts to make sure people understand the added value of the debriefing-moment for their safety and that 
of their colleagues

• Finding a suited way of mining for findings and trends in HOF-analysis is less straightforward than it sounds

ON DUTY
OFF DUTY

ON DUTY
OFF DUTY

HOF-analysis

HOF

2 - Building a HOF-mindset (2/2)
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3 - Collecting near misses (1/2)

Main characteristics

• Anonymous and standardised treatment of near miss reporting

• Strong emphasis on creating an attitude of speaking up. 

• Reports via a smartphone application (Railreporter)

• Safety Champions-community functions as catalyst.

• 4 categories of BOM/PAC:
0: snitching | 1: reduced risk | 2: elevated risk + employee not directly involved | 3: elevated risk + employee directly involved

BOM | PAC

• Acronym for: Bijna-OngevalsMelding | annonce d’un Presqu’ACcident

• Developed in close cooperation with the Safety Champions community
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Next Steps

• Further development of Railreporter-app is planned In order to make the reporting of BOM-PAC as intuitive as possible

• Together with our colleagues at media, a media campaign has been developed. This campaign consists of posters, flyers, a webnews and even an animated 
film, all explaining the process behind and the added value of reporting BOM-PAC. Goal: launch of BOM-PAC for everyone within Infrabel Q4 2025

• The possibility of providing an incentive for people providing a useful BOM-PAC will be explored

Lessons learned

• Having a structured follow-up of the BOM-PAC proves to be essential to make sure people feel that it’s worth their while to make a report

• We strongly emphasize that first hand reports are preferred (person reporting was directly involved in near miss). The test phase within the Safety 
Champions community however proves that most of the reports are second hand witnesses reporting something they saw. These reports only get 
analysed in case slightly different conditions could have led to a serious accident, thus turning a class 0 report into a class 2 report

3 - Collecting near misses (2/2)
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Internal rules 
and procedures

Prescripted procedure

“Standard” situation

Exceptional situations = 
Tailormade solutions

4 - Real time risk based operations (EX-OP) (1/3)



4 - Real time risk based operations (EX-OP) (2/3)
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4 - Real time risk based operations (EX-OP) (3/3)

14

Authorized staff with 
specific training on 

EX-OP procedure only

Evaluation of 
behavioral 

competences required

Certified 
Personnel

Last Minute Risk 
Analysis based on 
railway operation 
basic principles

Easy to consult

Approach must be 
adjustable based on 

lessens learned 
(PDCA/REX)

Last Minute Risk 
Analysis

Evaluation of LMRA 
on individual level

Unanimity across 
all pairs of eyes = 
basic requirement

At all times possibility 
to stop operation in 

case of doubt

At least
4 eyes

Centralised digital 
management providing 

an easy overview 
of all EX-OP 

This way of working 
facilitates a smooth 

reporting

Traceability

Continuous monitoring
of EX-OP performed 

Continuous feedback to 
personnel involved, 

thus reinforcing 
involvement)

Periodic reporting 
to all stakeholders 

(= REX)

P

DC

A

REX-cycle



5 - Getting our boots dirty
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