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The Risk Management Maturity Model, (RM3) 2019 

Introduction 

This briefing paper summarises for IOSH members the purpose, 

content and uses of the Railway industry RM3 document. It 

presents the views of the authors and does not aim to present a 

formal IOSH view. It is primarily aimed at members who work 

outside the railway industry.  

Background 

RM3 is a product of the UK Office of Rail and Road – the rail 

regulator. The first edition was published in 2011 as the Railway 

Management Maturity Model. One of its main purposes was to provide, ‘a consistent 

way of evaluating the management arrangements required by the Railways and 

other Guided Transport Systems (Safety) Regulations 2006 (ROGS) and the 

Management (Health and Safety at Work) Regulations 1999’. 

The first edition drew on safety management systems guidance such as HS (G) 65 

and OHS18001 and the European Foundation for Quality Management (EFQM) 

Excellence Model. The references to excellence in the current document echo the 

influence of the EFQM in the first edition.  

RM3 was ‘refreshed’ in 2017 as a second edition – essentially a renaming as the 

Risk Management Maturity model and a revised presentational look.  

The third edition in 2019 was based on a collaboration between ORR, the Railway 

Safety and Standards Board, (RSSB) and industry. IOSH were asked to input about 

midway through the redrafting process.  

Purpose of RM3  

As the economic and safety regulator ORR has a role in securing the sustained 

improvement in the health, safety, efficiency and performance of the rail industry. 

Their view is that this will be enabled through the industry achieving excellence in: 

 Culture; 

 Health and safety and asset management; and, 

 Risk control. 

ORR believes that sustained excellence requires duty holders have excellent health 

and safety management systems, (HSMS). 

The purpose of the RM3 is to set out what excellence in HSMS in the rail industry 

looks like and to provide criteria for measuring that capability against five maturity 

levels. 

https://orr.gov.uk/__data/assets/pdf_file/0013/2623/risk-management-maturity-model-rm3.pdf
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RM3 is primarily seen as a tool for duty holders to judge the adequacy of their HSMS. 

It can be used to make structured assessments of the HSMS and to hold meaningful 

conversations at all levels about strengths, weaknesses and to set improvement 

plans.  

RM3 is also used by inspectors to judge performance and is used each year in the 

ORR Health and Safety Report.  

Excellence in Health and Safety Management 

Systems 

The approach to HSMS adopts the framework in 

Successful Health and safety Management (HSG65, 

2013). This draws on ISO 45001:2018 and allows the 

application of a systems process that is in line with ISO 

9001:2015 (Quality), ISO 14001:2015 (Environmental). 

This promotes the application of a Plan-Do-Check-Act 

process model.   

 

 

Twenty six criteria for excellence in HSMS 

are identified, grouped into five themes -  

 H&S policy, leadership and board 

governance; (SP) 

 Organising for control and 

communication; (OC) 

 Securing co-operation, competence and 

development of employees at all levels; 

(OP) 

 Planning and implementation of risk 

controls through coordinated 

management arrangements; (PI&RCS) 

 Monitoring, reviewing and auditing to provide effective governance management 

and supervision (MRA).  

Within 25 criteria there are descriptors which 

set out a five point scale to evaluate the level of 

maturity of each criteria of the HSMS. These 

are: 

 Excellence 

 Predictable 

 Standardised 

 Managed 

 Ad hoc 

https://orr.gov.uk/rail/health-and-safety/annual-health-and-safety-report
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The culture component, (OC6) is handled in a different way. In previous versions of 

RM3 the culture component was seldom used so in the revised edition within each 

level of the 25 other criteria there are statements which characterise the cultural 

perceptions, expectations and typical behaviours. 

Cultural issues are seen as important. The text for OC6 refers to the seven attribute 

model of an integrated health and safety culture captured in the ICSI publication, 

‘The Essentials of Safety Culture’ . 

There is recognition that there may be different cultural characteristics relevant to 

safety in different parts of an organisation. For example a fair and just reporting 

culture may be more pertinent to enhancing learning in front line work whereas a 

process safety culture of doubt, challenge and questioning may be more relevant to 

those in engineering functions concerned with the high hazard systemic risks of 

infrastructure management.  

What is perhaps not captured in the criteria is the need to identify what shared ways 

of thinking and doing best promote the development of a positive safety culture in 

various parts of an organisation. 

Another aspect which is not addressed, which is often relevant to large high hazard 

organisations is the provision of adequate and appropriate health and safety advice 

and challenge. There is useful advice on this from the ONR in their Technical 

Assessment Guide on Safety Advice.    

Using the Criteria  

The document contains good advice about 

adopting an evidenced based approach to 

evaluation using a range of diverse sources of 

information. A simple iterative process is 

outlined – see diagram.  

In this approach:  

 

 

 

 

 

 

 

 

https://www.icsi-eu.org/en/the-attributes-of-an-integrated-safety-culture-icsi.p698.html
https://www.icsi-eu.org/documents/208/icsi_essentials_01_safety_culture_an.pdf
http://www.onr.org.uk/operational/tech_asst_guides/ns-tast-gd-080.pdf
http://www.onr.org.uk/operational/tech_asst_guides/ns-tast-gd-080.pdf
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Using RM3 relies on the judgement of assessors and will need to evaluate the 

consistency, quantity, quality and currency of the evidence in forming rounded 

judgements. 

Using the Model outside the Railway Industry 

RM3 is sufficiently general to make it relevant to organisations beyond the rail 

industry. The principles which underlie it are sound and suitably adapted it offers a 

good means for promoting valuable conversations about the adequacy and 

effectiveness of a HSMS.  Two factors need careful attention in modifying it for 

general use. 

 The model is based on the experience and practices of the large organisations in 

the rail industry. Some criteria will require simplification or exclusion for use in 

smaller less complex organisations. For example OC5 covers system safety and 

interface arrangements. This reflects the complexity of the rail industry where 

different companies provide and maintain the track, signals, trains, stations etc. 

This may well not be that relevant to some smaller organisations less reliant on a 

wide range of contractors. 

 The planning and risk control system theme is based on the hazard and risk 

profile of the rail industry. This will need adapting to suit the hazard/risk profiles of 

the organisation using it so that the significant hazards and risks of the business 

are not overlooked.  
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Further Information 

IOSH members working for organisations which are members or affiliates of the Rail 

Safety & Standards Board (RSSB) can obtain further guidance and support via the 

Self-Service Portal.  

This briefing note has been compiled by the IOSH Railway Group Committee. 

For further information about the use of RM3 contact IOSH.  
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