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Taking HOF and Safety Culture

steps further:

Two new training courses to better
manage psychosocial risks and
develop safety leadership

F. Carpinelli | 05.10.2026 | Valenciennes
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2 = Training on the management of the psychosocial risks
7

Competent people rarely make mistakes because they are incompetent;
they often make mistakes because their cognitive, emotional or social
resources are compromised. Psychosocial risks are therefore both a matter

of health at work and of operational safety.

KEY MESSAGE: GLOBAL AIM:

Psychosocial risks do not cause incidents
by themselves. They weaken the conditions
that enable people to work safely and keep
the system resilient.

Better manage the resources and
work conditions, strengthen risk
control measures, build resilience.
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Training
Agenda

9:00
9:15
9:30

10:45

13:30
13:45
14:45
15:15

15:45
16:00
16:45

Why do safety professionals sometimes make mistakes?
Expectations. Presentation of the Silent suggestion box

The consequences: Cases
The consequences: Cases

National, European and international views on PSR
What are the main Psychosocial Risk Control Measures?
PSR4Safety: Good Practice in Safety Governance
Organisational Safety Keys

Opening of the box
My action plan
Closure
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What make
this possible?

Hazards

R
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Causes

Latent
Condition Unsafe Acts
Pathways

@Investigation

Local Workplace Factors

Organizational Factors I

(Reason, 1997. Managing the Risks of Organizational Accidents.)
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DEMANDS
Can | manage what is being asked of me?

RECOVERY

Can | adequately recover from work?
CONTROL
Do | know what is expected, and do | have enough latitude to do it?

RELATIONSHIPS
Can I interact and speak up without fear of negative interpersonal consequences?

SUPPORT
Do | have the people, competence, tools and assistance | need?

UNCERTAINTY
Do | understand what is changing and what it means for me?

FAIRNESS
Do I have a voice, and am | treated and recognised fairly?

CRITICAL EVENTS
Are we prepared to face exceptional events and recover from them?
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HUMAN &
PSYCHOSOCIAL
STATES

EFFECTS ON
PEOPLE, TEAMS

AND ORGANISATION

SAFETY PERFORMANCE,

HEALTH & GLOBAL
PERFORMANCE
IMPACTS

SMS, PERSONNEL,
REPUTATION &

SOCIETAL IMPACTS

» lll »@

Aspects of the | | How people How people How these How changes in How safety
work design, are exposed may react states may performance management
organisation, to the hazard mentally, affect may influence and
management, through their emotionally or | capabilities, work outcomes, organisational
or environment| | day-to-day physically to behaviours and safety & health. performance
that may work or during | the exposure. organisational may be
adversely an event. functioning. affected over
affect people. time.
- P & J . _4 = 4
Each stage can be influenced by multiple

A COH:dN _____________________ factors and strengthened (or weakened) = NOT A

INFLUENCE by (lack of) prevention and protection DIRECT LINE

factors (risks control measures)
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5. SUPPORT: Support, resources & working environment y? 0 O
“Do | have what and whom | need, to carry out my work safely and efficiently?” \ N
Ny
s >,

Lack of the organisational, practical or interpersonal resources needed to perform work
safely and effectively.

This includes inadequate staffing levels, competence, training, safety leadership or access to
coaching and assistance; outdated or poorly maintained tools; limited technical, operational
or ergonomic support; isolated work and extreme working conditions.

A technician repeatedly works with unreliable or poorly maintained equipment.

A maintenance team starts its shift with fewer qualified staff than normally required.
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HAZARD

A

Inadequate shift coverage,
chronic understaffing,
excessive reliance on
overtime, lack of suitable
tools or assistance, isolated
or lone working conditions,

EXPOSURE

HUMAN &
PSYCHOSOCIAL
STATES

'S

frustration, feeling
unsupported,
operational
difficulties,
firefighting, higher
error likelihood &
lower personal /
‘team resilience

A CHAIN
OF INFLUENCE

Potential Influence Pathway: 5. Support

EFFECTS ON
PEOPLE, TEAMS

AND ORGANISATION

fatigue & stress
activation, loss of
org. confidence,
fight for resources
mindset, risk-

SAFETY PERFORMANCE,

HEALTH & GLOBAL
PERFORMANCE
IMPACTS

Increased human
errors and
procedural non-
compliance, chronic
stress, lower service

SMS, PERSONNEL,
REPUTATION &
SOCIETAL IMPACTS

»lll »O/

more occurrence
reports & SMS
issues, pressure
on resources or
budget, regulatory

taking, higher quality, more scrutiny, lower

absenteeism and disruptions & attractiveness,

Gurn-over incidents [eputational impact
b

NOT A
DIRECT LINE
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HAZARD

Q Support:

Support, resources &
working environment

Lack of the organisational,
practical or interpersonal
resources needed to
perform work safely

and effectively.

EXPOSURE

Examples of situations

Inadequate staffing levels
« Too few people

o High reliance on overtime
o Skills gaps

* High staff turnover

o Limited back-up or relief

Insufficient training
and competence development
o Inadequate initial training
o Lack of refresher training
o Limited access to coaching
or mentoring
o Outdated training content
o Insufficient competence assessment

Inadequate tools, equipment
and infrastructure

o Qutdated or unreliable equipment
o Poor maintenance

o Lack of suitable tools

o [T system limitations

o Unsafe or poorly designed workplaces

Limited operational and

technical support

o Insufficient expert support

o Limited access to specialist advice
Delayed technical assistance

L)
o Inadequate ergonomic support
o Lackof clear guidance or procedures

Challenging working conditions

o Isolated or lone working

o Remote locations

o Extreme weather conditions

o Poor physical working environment

o Limited access to rest, welfare
or basic facilities

5. SUPPORT: Support, resources & working environment

“Do | have what and whom | need, to carry out my work safely and efficiently?”

©

INTERMEDIATE HUMAN
AND PSYCHOSOCIAL STATES

How it affects people

1, Cognitive states

. Increased mental workload

~ o Reduced concentration
o More errors and lapses
o Difficulty learning or adapting
o Reduced situational awareness

" Emotional states

© o Frustration

" o Anxiety

o Feeling unsupported
o Reduced confidence
o Helplessness

. Physiological states
o/ o Stress activation
" o Fatigue
o Increased physical strain
o Sleep disturbance
o Health deterioration (long term)

" Behavioural states

' » Compensatory behaviours

* o Risk-taking (to get the job done)
o Workarounds
o Reduced adherence to procedures
o Withdrawal or disengagement

. Team and social states

0 o Reduced cooperation

" o Increased tensions

o Greater reliance on individuals
o Reduced knowledge sharing
o Lower team resilience

Hazard: Lack of the organisational, practical or interpersonal resources needed to perform work

safely and effectively. This includes inadequate staffing levels, competence, training, safety leadership
or access to coaching and assistance; outdated or poorly maintained tools; limited technical, operational
or ergonomic support; isolated work and extreme working conditions.

POTENTIAL EFFECTS
ON PEOPLE, TEAMS
AND ORGANISATION

People

. (short & long term)

Increased stress and fatigue
Reduced job satisfaction
Loss of confidence

Burnout and mental health issues |

Increased sickness absence

o9
.‘ Teams

Reduced coordination

More errors and rework
Increased conflict and pressure
Reduced mutual support
Lower team performance

E Organisation

Higher absenteeism

Increased turnover
Recruitment and retention
difficulties

Higher operational costs

Loss of knowledge and experience

POTENTIAL IMPACTS

ON SAFETY PERFORMANCE,

HEALTH AND GLOBAL
REPFORMANCE

v Safety performance

o Increased human errors
Procedural non-compliance
o Use of inadequate or

faulty equipment
o Reduced vigilance
Higher risk of incidents
and accidents

‘ o Health outcomes

o Chronic stress

o Musculoskeletal disorders

o Mental health deterioration
o Fatigue-related health effects
 Long-term health issues

Ll

e Reduced productivity
o More delays and disruptions
o Higher operating and
maintenance costs
o Lower service quality
¢ Reduced innovation
and adaptability

Operational / business
performance

POTENTIAL IMPACTS
ON SMS, MANAGEMENT
AND COMPANY
REPUTATION

N Safety Management

System (SMS)

o More occurrence reports

o Findings related to resources
and organisational support

o Need for additional controls

o Greater monitoring and assurance
activities

o Reduced effectiveness of the SMS

! e Management system

o Increased management workload

o Pressure on resources and budget

o Need for strategic workforce |
planning

o Difficulty implementing change

o Risk of non-compliance
with legal and regulatory
requirements

Company reputation

o Safety incident visibility

o Regulatory scrutiny

o Perception of inadequate
resourcing

o Lower employer attractiveness

o Reduced stakeholder confidence

o Risk to licence to operate

- J \ | S — ‘
t — FEEDBACK LOOPS — ’ ( Can lead to increased future support constraints
Impacts can feed back and increase support constraints ‘ (e.g. higher w.orkload, reduced resouoss, .
= loss of expertise, deteriorating working environment)
From psychosocial hazards to safer, healthier and more resilient organisations (e.g. through absenteeism, higher workload on remaining staff, reduced resources, loss of expertise)
% ’ S s ) e ‘ People | Safety | Performance | A sustainable future
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Hierarchy of Psychosocial Risk Controls
Stronger systems. Healthier people. Safer operations.

<,
Most 111 Transform the system
1 s
effg‘l:t“’t? | Address root causes through
iar: aacts ing Level 4 governance, strategy, resources
P MAJOR and organisational design.
ORGANISATIONAL These barriers influence multiple
BARRIERS psychosocial risk categories and
Systemic controls with the create sustainable resilience
greatest and most lasting impact :
Workforce planning & staffing adequacy “pasd .
Fatigue Risk Management System (FRMS) Blll"id afhealthler. tion”
Human-centred work design and safer organisation
Competence management system
Just Culture & psychological safety framework
Organisational change management system
Fair governance & participation
Greater Srginisat\on‘a\(\iarningt systerg o -
inﬂuence Sychosocial risk monitoring oversig
on multiple
fskeaimones O Level 3 Design work to be human
O STRONG ORGANISATIONAL Eliminate or reduce psychosocial

AND PROCESS CONTROLS hazards at source by improving
Reduge exposure by changing how work is designed, work design, organisational
piganiedapdimanaged ~ processes and management

Job and task design * Reporting and escalation processes practices.

Workload management * Change impact assessments —

Shift and roster design Maintenance and technical support

“
Resource allocation Fair and transparent processes Make the work safer

| P
Role clarity and decision authority Emergency preparedness procedures by design
Clear and workable procedures Learning and continuous improvement
Participation and consultation mechanisms ~ processes
Qe Level 2 Support people

'.‘ SUPPORTIVE CONTROLS Help individuals and teams

cope with unavoidable

Lfefaeiz‘ Reduce the impact when exposure cannot be fully eliminated i and v
e ive aapeda
on their own  Manager and supervisory support « Fatigue reporting mechanisms from challenging situations.

¢ Coaching and mentoring * Occupational health and psychological support —_—

 Peer support programmes * Psychological first aid “Be there when
 Mediation and conflict resolution Debriefing and team support it's needed”

* Confidential reporting channels Return-to-work and reintegration support

[ ) Level 1 Build individual
& INDIVIDUAL-FOCUSED MEASURES capabilities
Useful but least effective on their own Increase awareness and
= == personal skills.
= . o Important as a complement
Resilience training ‘ . Infjlwdual coping skills e ok bt
Stress management training * Mindfulness programmes 5 itute for 7

Awareness sessions Health promotion activities action.
Wellbeing campaigns Personal time management

“Support, but don’t rely
on individuals alone”

E-learning and information materials Self-monitoring tools

not just the individual.
The further a control acts on work design, resources, governance and organisational processes,
the greater its potential to prevent psychosocial risks and support sustainable safety performance.

O/ The most effective psychosocial risk controls strengthen the system,

Based on ISO 45003, EU-OSHA and HSE Management Standards People | Safe Work | Sustainable Rail

10
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MAJORS INDICATORS
What will we make clear on our Executive Dashboard Structure?

[N

. Safety Culture Index
. Psychological Safety Score
Trust in Leadership Score

w N

Workload Pressure Index
Fatigue Exposure Index
Weak Signal Reporting Score

S

~

Organisational Change Exposure Score
Human & Organisational Capability Index
Barrier Health Index

© o

11
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This approach does claim that PSRs can indirectly cause a railway accident.

It shows the intermediate mechanisms through human and organisational
factors and weak risks control measures, by which psychosocial conditions
can weaken operational safety and performance, and ultimately the

effectiveness of the SMS.

12
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Introduction of the concepts of Safety Culture and HOF in EU safety
regulations, with reference to the significant influence of leadership

 ERA’s mission to promote these regulations and support their
implementation

The SAIPEM and ICSI experience: emotional impact, balance between \y 4\
theory and practice => very positive reception amongst managers in mmpwlugile ‘)4/“”
high-reliability organisations (e.g. oil platforms, aviation, energy, etc.) fnenueree LHS

Decision to develop and disseminate a one-day training course across the
entire rail sector, using a professional film as a foundation

Establishment of a task force with experts from the Union to contribute to
the script and the learning objectives »
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The film “Between the Lines” shapes the training day

Neil, Jordan, Vincent

15



he ENGAGING

Involve & Motivate

he COURAGEOUS

Challenge & Intervene

Safety Leadership

Principles
he SUPPORTIVE
be CREDIBI_E Dedicate Time & Care
Lead by Example &
Build Trust
he ADAPTIVE

Learn & Improve
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é %QEEAN Roll-out of the training (2019-2026)
S s
. .. Numb.e.r of Number of Training | Number of Trained
Organisation Qualified .
. Sessions Persons
Trainers
ERA 8 63 879
Irish Rail 8 40 626
Eurostar 4 30 250
Lokaltog 2 40 368
Infrabel 8 45 434
Ermewa 4 26 279
Railcare 2 9 102
Hellenic Train 4 10 104
Hellenic Railways 3 6 38
Stasy 2 5 34
Lineas 4 newly qualified
Trenitalia 8 newly qualified
S 2 newly qualified
TOTAL 59 3114*

*Training numbers per June 2026 18
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« Asecond, newly developed training course
builds on the same proven methodology

* Designed with the support of the community of safety
leadership trainers to deepen participants’

understanding and application of the five safety
leadership principles

e Set within the same company one year after Vincent’s
accident, the second film demonstrates how the five
principles of safety leadership are translated into
practice while highlighting the challenges and
complexities associated with their implementation.

* First cross-organisational open session in
Valenciennes on 14 January 2027

Walking the Line
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perspective on safety-related issues.

It stays with you. People remember
it, that’s what makes the difference.
[...] Our staff often complain about
boring slides. But after this training, |
got phone calls of people saying that
for the first time something really
stuck with them.

You think twice about safety
problems you have had before and
hopefully also think twice next
time you have a problem. Good

movie.
It gave me awareness of my role as an
administrator. Safety leadership is not | would definitely recommend this course. It
just for operations it should be all over helps deepen participants’ understanding of
the company. It was an eye opener to safety and the importance of the actions and
me that this is important even though | responsibilities of all stakeholders in

am not operative. maintaining it.
20
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Training (A to 2) Mode Next sessions scheduled E :#.l E
HOF in SMS Onsite 26-28 May 2027 - Register now! i

n

Investigating SMS Online  23-25 March 2027 - Register now! ﬁ
Organisational Just Culture Online  To be announced

Risk Management Beyond Compliance Onsite 17-18 March 2027 - Register now!

Safety Culture Assessment & Monitoring Onsite To be announced

Safety Culture Oversight Onsite  To be announced
Safety Leadership 1: Foundations Onsite 13 January 2027 - Register now!
Safety Leadership 2: Advanced Practice Onsite 14 January 2027 - Register now! https://www.era.europa.eu
Safety Leadership Train-the-Trainer Onsite  09-12 February 2027 - Register now! [events-training/era-
02 - 05 March 2027 (in French) - training-catalogue

Register now!

21
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Topic Available Languages™

ERTMS - Basics English

EU Regulatory Framework English

Human and Organisational Factors - Basics Albanian, English, French, German, Greek, Spanish

Human and Organisational Factors Toolkit English, Greek

Implementing the EU Railway Regulation on Vehicle Maintenance English

Online SMS Guide (SMS Wheel) English, Greek

Organisational Just Culture - Basics Croatian, English, French, German, Greek, Italian, Polish, Spanish
Safety Culture Model - Basics English, Greek

Safety Culture Model - Interactive Guidance English, German, Polish

Safety Leadership Trainer Preparation English

Single Safety Certificates for Assessors Czech, English, Greek, Italian

The World of TSIs English

Vehicle Authorisation English

What is SMS English


https://academy.era.europa.eu/course/view.php?id=55
https://academy.era.europa.eu/course/section.php?id=343
https://academy.era.europa.eu/course/view.php?id=74
https://academy.era.europa.eu/course/view.php?id=51
https://academy.era.europa.eu/course/view.php?id=86
https://academy.era.europa.eu/course/view.php?id=82
https://academy.era.europa.eu/course/view.php?id=63
https://academy.era.europa.eu/course/view.php?id=87
https://academy.era.europa.eu/course/view.php?id=54
https://academy.era.europa.eu/course/view.php?id=62
https://academy.era.europa.eu/course/view.php?id=53
https://academy.era.europa.eu/course/view.php?id=50
https://academy.era.europa.eu/course/view.php?id=60
https://academy.era.europa.eu/course/view.php?id=83
https://academy.era.europa.eu/course/view.php?id=31
https://academy.era.europa.eu/course/view.php?id=84
https://academy.era.europa.eu/course/view.php?id=75
https://academy.era.europa.eu/course/view.php?id=64
https://academy.era.europa.eu/course/view.php?id=65
https://academy.era.europa.eu/course/view.php?id=81
https://academy.era.europa.eu/course/view.php?id=85
https://academy.era.europa.eu/course/view.php?id=40
https://academy.era.europa.eu/course/view.php?id=66
https://academy.era.europa.eu/course/view.php?id=52
https://academy.era.europa.eu/course/view.php?id=70
https://academy.era.europa.eu/course/view.php?id=71
https://academy.era.europa.eu/course/view.php?id=16
https://academy.era.europa.eu/course/view.php?id=47
https://academy.era.europa.eu/course/view.php?id=45
https://academy.era.europa.eu/course/view.php?id=59
https://academy.era.europa.eu/course/view.php?id=46
https://academy.era.europa.eu/course/view.php?id=58
https://academy.era.europa.eu/course/view.php?id=92
https://academy.era.europa.eu/course/view.php?id=68
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23

This presentation is for the purpose of information only. A binding interpretation of
EU law is the sole competence of the Court of Justice of the European Union.

The information contained in this presentation may be re-used provided that the
European Union Agency for Railways (ERA) is always mentioned as the source of the
material and without altering the original meaning or message of the content. Such
acknowledgment must be included in each copy of the material.

The above-mentioned permission does not apply to content supplied by third
parties. Therefore, for documents where the copyright lies with a third party,
permission for reproduction must be obtained from the copyright holder.
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THANK YOU

Moving Europe towards a
sustainable and safe railway system
without frontiers.

Followus: X In O



https://www.linkedin.com/company/european-railway-agency
https://www.youtube.com/channel/UCFfzjb2UuoOxFJd12AL6lyg
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