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Background / Context 
In 2018, the European Union Agency for Railways (ERA) initiated the development of a Peer Review 
methodology to assess and improve safety culture in the railway sector. Inspired by practices in the 
nuclear industry (e.g. WANO), this method was tested with pilot organisations such as Trenitalia, 
SNCF, SBB, and ÖBB, supported by specific training material developed in collaboration with CER. 

  
From 2022 to 2023, under the European Commission-funded TWINNING II project coordinated by 
UIC, peer review exercises were conducted across Europe, involving trained, experienced 
professionals. Since 2024, UIC has officially assumed coordination of these peer reviews at an 
international level. One review has been conducted in 2024, with three more scheduled by the end of 
2025. The current challenge lies in broadening adoption while further structuring and 
professionalising the approach. 
  
Objectives 
This paper aims to present the peer review process and highlight its value through practical examples 
of actions implemented by reviewed organisations. It also seeks to promote the methodology to new 
railway members interested in enhancing their safety culture. 
 
Methods / Approach 
Peer reviews—widely used in high-reliability sectors—provide an external, structured examination 
of organisational practices by trained professionals. Based on the ERA Safety Culture Model and 
grounded in Human and Organisational Factors (HOF), the reviews examine both formal systems 
and informal cultural elements using Herman’s iceberg model. 

The peer review methodology is organised in 3 phases: 

1. Preparation: Reviewers study safety-related documentation submitted by the host company. 

2. Fieldwork: On-site, they conduct interviews, focus groups, and observations across hierarchical 
levels. 

3. Analysis & Reporting: Findings are consolidated collaboratively and presented in a comprehensive 
report shared with the host organisation. 
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This holistic approach enables a deep understanding of how safety culture is perceived and 
experienced across the organisation, including support functions and subcontractors. 

 
Results / Findings 
Key outcomes from recent peer reviews include: 

Ø Stronger integration of HOF and safety culture into management systems and daily 
operations. 

Ø Enhanced awareness of safety in everyday work contexts. 
Ø Improved communication and collaboration between hierarchical levels and teams. 
Ø Greater organisational transparency and trust. 
Ø Increased sensitivity to weak signals and a more robust reporting culture. 

 
Conclusions 
Though still evolving, the peer review process has already shown clear benefits for both host 
organisations and reviewer teams. It represents a mutual learning opportunity and is paving the way 
for the identification and sharing of good practices across the railway sector. Further development of 
a structured repository of these practices is under consideration. 

 

 

 


