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s it? Or is it?
» An essential enabler to our
» Something lots of people safety culture?
talk about? » A way of being that helps us

» Something we need to ‘have’  learn and understand what is

because the regulator tells us ~ really happening in our

we do! organisation?

» The thing that allows us to ~ » The basis of how we treat

discipline people? everybody fairly and consistently?
» Our way of recognising that real
people work as part of our team,
and that none of us are perfect?
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Definition of Just Culture Dl v stmmons

ﬂAn atmosphere of trust in which people are encouraged (even
rewarded) for providing essential safety-related information, but in
which they are also clear about where the line must be drawn
between acceptable and unacceptable behaviour.”

Prof James Reasoy

Kﬁ/ust Culture means a culture in which front-line operators or other
persons are not punished for actions, omissions or decisions taken by
them that are commensurate with their experience and
training, but in which gross negligence, wilful violations and
destructive acts are not tolerated

EU 376/2014,Article 2, Definition (12) /
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Why do we need a Just Culture? O oo stwmons

» We are required to have one!

» EU376

» Clients (Operators, MROs, Airport Authorities)

» Health and Safety Regulations (national)
» Because it is good practice!

» Legal protection, even if there are no explicit regulations
» We want to know what is happening in our operation?

» So people trust the management enough to tell them what
has happened

» Perhaps so we know what could happen?

» Because it is an essential element of our Management System
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How do we get a Just Culture Ol s2ves stumons

» “Leaders get the Culture they deserve”
» It has to start with Leaders at every level ‘getting it’ and
‘wanting it’
» Policy is one thing, but it has to be brought to life
» It has to be pulled into existence, it cannot be pushed

» It takes careful development and protection

» It can be destroyed by one inappropriate decision by senior
management
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...we have a Just Culture here Bl = iws simmons
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/"» Corporate Policy ) / » Trained/briefed \

» Company Process » Consistent understanding

» that interfaces with HR
» Clear procedure

N Available to all employees/

CanYOU CanYOU
find it? ini

» Regularly discussed at ALL
levels

» Able to distinguish between
acceptable and unacceptable
behaviour.

promote it? ensure it
happey A ‘Just’ Toolkit is in use )

» Structured investigation

fb Openly promoted by all employees
» Stands firm irrespective of outcome

» Is seen as a prime enabler to open
reporting » Smart interventions

\> Crosses departmental boundaries. ) \>» Across the whole organisation. /

» Behaviourally focussed
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Any Questions!

www.bainessimmons.com

google: FAIR3

Thank you
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http://www.bainessimmons.com/
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Just Culture Bl onivcs smmons

» How do we ensure we are as consistent as possible in applying
a Just Culture?

]
T
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FAIR EThe FAIR process flowchart
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Peer review
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and send to ERG
members for

pre-reading INVESTIGATORS
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disciplinary action iaw
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FAIR E Behaviours Analysis Flowchart Bl smmor

SYSTEM

Was there a conscious
and substantial and - Was there . Sabotage or
unjustifiable disregard [RAR malicious intent? vEs  Attempted Sabotage
for risk? ¢ NO

Recklessness

In the circumstances

were all applicable -
intended to benefit iolati
. Wgre the rules rules and resources |[—- et ahiation! — 5 V"?latt'f)n f|oE; .
intentionally broken? g available, workable, [ B YES rganisational t2ain

Was the action

intelligible and correct?
NO 8 ¢No
Violation for
Personal Gain
Was the action Was the situation at
: —> Mistake (RTINS — > Exceptional Violation
intended? § YES
YES standard operations?

lNO iNO

Error Necessary Violation

© 2019 Baines Simmons Limited




Tests, Interventions &
FAiR® B n’;AINES SIMMONS

SYSTEM ACCOU ntabi I ity World Leaders in Aviation Safery

Intended Action

Unintended Action

(]
=5 £ Unintended Consequence Intended Consequence
.0
28} 5 ; 1
- Error Mistake Necessary Violation i Violation for Sabotage or
O Exceptional Violation ' personal gain attempted sabotage
i Recklessness
1
:
2 I. Substitution Test: Would peers with similar education, training and experience behave in the
~ 2R same way in similar circumstances i.e. time pressures, conflicting goals and organisational context?
o C s ,
(17] > 1
= = o 1
“w
- 2. Routine Test: Has this happened before to a) the individual and/or b) the organisation?
i
i
[7,) 1
s H
& -3 . . .
o s c Interventions: Manage through the reduction or removal or Performance Influencing Factors (PIFs)
-3 e identified in the investigation. Consider layering defences to capture errors when they do occur.
w - .
E :
1
> i
o 2= :
: = S : Manage through disciplinary action
b — . 1 $he .
w g S Console the staff involved il - are there any mitigating or explanatory
%39 | circumstances?
o o 1
= :
1

Increasing Accountability p
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FAIR E |2 Golden Rules of Using FAIR Bl ™umes siwmors

S YSTEM

Pre-Event Review Group (ERG) Meeting

| Use the FAIR®3 User Guide. It is there to help and guide you and to provide consistency of results.

Ensure a Human Factors based investigation has been undertaken by at least two competent investigators; typically, one Subject Matter Expert (SME) and one non-SME, ideally independent from the work area

‘ involved. They should use a standardised taxonomy and report format, such as Baines Simmons' SAFE® or Boeing's MEDA, and replace the names of the individuals involved with tags'to maintain confidentiality.
3 Select competent and trained Event Review Group (ERG) members (typically an odd number to aid decision-making). Note: To minimise bias and preserve impartiality the ERG board should ideally

not include Managers from the department or area in which the event occurred (although they could be consulted as SMEs in the development of interventions).
4 Verify the report is complete and of an adequate standard. It should clearly identify the contributory factors and have dug deep enough to understand ‘Why' it happened? from a management system

perspective and not simply focusing on the individuals involved. If not, clarify any discrepancies with the investigators or request further investigation before proceeding.

During-Event Review Group (ERG) Meeting

Approve the report recommendations or raise additional recommendations as required; ensuring that they will be effective, efficient, sustainable and SMART.
Assign ownership and timeframes for completion to all agreed recommendations and track progress to implementation.

5

When considering individuals' actions remember to review the event from the perspective of those involved with the information they had available to them at the time,
taking into account their knowledge levels, focus of attention and competing goals. Consider all levels of the organisation to ensure fairness and transparency.

7 Classify the behaviour types of key specific actions based solely on the facts contained within the report and not on personal opinion, perception and assumptions.
8 Review the results of the Substitution and Routine Tests conducted by the investigation team (see page 14) to provide support to Step 7.
9  Reach a conclusion every time; there is no need to spend excessive amounts of time perfecting the spelling and grammar within the report.

10 The Chairperson should add additional remarks to the report explaining any split decisions on accountability or anything else specifically requested by senior leadership.

Post-Event Review Group (ERG) Meeting

Ensure feedback is given to those involved in the investigation and, if appropriate, consider using the event as a ‘lesson learned' example in training and safety communication programs
(maintaining the confidentiality of those concerned):

- To facilitate organisational leaming by increasing the awareness of the contributory factors across the wider organisation, and not simply in the area involved.

-To promote the value and consistency of using the FAIR®3 System in support of a Just Culture.

12 Record all ERG proceedings for any future review, analysis and assurance purposes, as well as to hold the review group to account for their decisions.
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All rights reserved. This document is provided for presentation purposes only.

Whilst some of the material delivered during this presentation is in the public domain, the
majority is either directly copyright protected by Baines Simmons Limited or the method
of delivery remains the Intellectual Property Right of Baines Simmons Limited. No part of
this document shall be reproduced or utilised, in any form, or by any means, including
photocopying or recording by any information storage and retrieval system for the
commercial benefit of the delegates or any third party.

Baines Simmons Limited makes every endeavour to ensure the accuracy of this document
but does not accept liability for any errors or omissions.

All requests for permission to use copyright material, other than as stated above, shall be
made in writing in the first instance to: Baines Simmons Limited, Aviation Safety Centre,
Fairoaks Airport, Chobham, Surrey, GU24 8HU, United Kingdom.
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