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Schein’s Three Levels of Organisational Culture

What we See it v
(Visible)

Strategies, Goals,
What we Say Values, Attitudes
(Less visible)

Belief, Perceptions,

What we Believe [aakiSUE
(Subconscious)
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Just Culture

Emphasize on “What went wrong?” instead of “Who caused the problem?”

Systems thinking by focusing on mistakes caused by faulty
organizational culture but not individual

Individuals are Accountable for their willful misconduct or gross It’SJ l l S,_, &
negligence C lt

Create an open environment where individuals feel free to report u ure
errors

Help us to investigate and correct the root cause and learn from
mistakes

Problem is often the fault of the system.

Change the people without changing the system, the problems will continue.
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Behavioural Accident Prevention Process (BAPP)

Encourage safe behaviour and prevent at-risk behaviour

| g

——

Behavioural observation

& feedback

Management Support M

BAPP Team
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Human Factors Management

Multi-faceted approach to improvement

e Awareness campaigns

Attitudes .
e Training
e Feedback e Engineering
e Reward Behaviour —| System e Safety management systems
e Punishment e Policies, rules and
e Reinforcement procedures
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Human Factors Management - Phase Il

* Requirements on investigation,
training, identification and

management of HF issues « Leveraging technology

included in Safety Management in managing HF issues

System _ + HF Leadershipin Line
+ Awareness campaign for general management

staff

Building internal
capability and expanding

Initial understanding scope of application
Management Technology integration
system and
development enhanced HF
+ Understanding the subject « Full time HF team in safety Ieadership
« General awareness within department
management team » Internal HF specialist training
» Part-time human factors team in « Development of HF analysis
safety department tools
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AAA iSPOTit Programme

Promote safety reporting culture

* Encourage staff to report safety issues which helps
identifying and addressing potential safety hazards
before they escalate to a more serious safety
consequence

* AAA iSPOTit, a well-known in-house mobile app to enable
staff to report safety hazards, near-misses, and
anomalies anytime, anywhere without fear of being
blame

* The report submitted by staff will be sent to the relevant
parties simultaneously via emails for follow-up.

* Has anonymous reporting options for staff to choose to
report which creates a safe and positive impression on

Ve? Anomaly + Alert - Action

Reporting &
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5C Culture

Reinforce safety mindset

* This approach fosters a culture of safety and
accountability in a relatively grounded and easy-to-

remember way and helps reduce the risk of errors and
accidents.

e 5Cis a safety mindset that encourages employees to
consider Consequence, Compliance, Communication,
Competence, and Culture in their daily work.

* Not just promotion and communication, but extensive
implementation in daily works e.g.
» pre-work safety briefing

* incident review & lessons learnt
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Just Culture
Reinforce staff awareness and support collaboration

Just Culture Policy
Just Culture needs to be supported by and staff. Al are o0
responsible for their actions and are held accountable for their decisions and e
behaviours that may affect safety.
« To strive for continual improvement in safety performance, lessons learnt from the
identification of potential risks, mishaps and real safety events are essential to

prevent recurrence

Humans are an essential part as they provide the necessary flexibility and resilience
to adjust to unforeseen ciroumstances. Understandable

We focus on what went wrong rathr than who caused the probem. Wo villmake Behaviour
every effort to create an environment deal fairly and justly with cases of human error.
+ Willful violation « Report own mistake or « Willing to speak up
errorimmediately and report/ handle:
+ Cover up own
mistake « Unintentional « Hazards
« Gross negligence + Influenced by » NearMisses
organizational / )
management / + Anomalies

environmental issues
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Just Culture

Approach

* Enhance collaboration of
management and staff

» Conduct non-incident driven reviews

Proactive and Preventive
Actions

* |dentification of common underlying

factors

» Systemic controls over ‘quick fix’

Learn from incidents

* Promotion and communication

* Train up Just Culture Champion

©

Be Accountable:
Accountability with a
Learning focus

Balance for Fairness:

Fair process with a systemic
perspective

Build Mutual Trust:
Trustand Collaboration

Brave to Report:
Reporting and Learning

* Promotion and

¢ Cases study and handling

* Enhance visibility of

+ Promotion for good

Phase awareness training for all trial, i.e. sample one case systemic controls behaviours @
1 staff monthly (1] o « Enhance visibility of
(15t6- * |dentify and arrange * |dentify pain points reporting tools (1]
month) suitable Just Culture (1)
training for Champion
Phase . RoIe/Scenario'b'ased « Tools development (1] . Cor?ducF non-'incident
S ?war(?ness training « Workshop with mangers reV||ew |rf1vo|vmg st.affto
- fo'(iusmg or:j common to discuss and learn how explore for systemic
B ailures an
month) consequences 0 to handle cases @ controls @
* Document Just Culture * Platform for good
Phase related information behaviours @
3 . - .
o « Develop database Positive re|nfoorcement
month) programme
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Just Culture
Promotion Programme

1st Phase

Topic: “Just” U & Me
./ Aim: Raising Awareness
Period: Q2-Q3 2023

» Just Culture 4B Boys design
competition

» Trialthe processin EM &
OS&Q inspection

Q2 2023 — Q3 2023

» Just Culture Mass Communication

» “Just Culture” Logo + Webpage
publication

» Just Culture interview tourfs) @ #1{x
JUST

2nd Phase

Topic: U Just | Trust
Aim: Building Trust
Period: Q3-Q4 2023

¥ "Just” Talk Tour T 3giEELfR < JUST |

» Micro Movie series of "Just” stories

PRI HIRER

3rd Phase

Topic: Just Do

Aim: Embedding into
practices and processes
Period: 2024

Q3 2023 prm— Q4 2023

» Just Culture animation video

¥ Pledging Ceremony
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Just Culture

Just Culture Roadshow
at Depots and Stations

Just Culture Case Sharing
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Just Culture
P

“Just” Talk Tour
M3 EA{R - JUST

Y
%
%

°
2,
or

Objectives:
» Collect feedback from different
/Departments through disc

ts from staff of different

5 BN The Railway Heros
H Y

BIaE: — Micro Movieseries
- Atleast1session foreac of “Just” stories

LEpsriege ' e BT &E#ﬁﬁ

Objectives:
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Just Culture

Principle
Working
Example

- 4

Triggering

Security Guard

replied to the
resident
abnormal smell

Event

Security Guard
A discovered LP
gas like smell
during patrolling

O

Without checking
the source, Security
Guard A left

Security Guard A
received report from
resident of gas leakage

O

O

O

O =0

Security Guard A immediate report
to supervisor. Source of gas
leakage identified and residents
have been timely evacuated

O

Security Guard A
identified source
of gas leakage

Security Guard A informed
immediate supervisor and
report to emergency services

S

Safety culture improveﬂﬁx gaagﬁatip/\ni@@
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After confirmed safe,
residents return to

Sparks triggered

explosion resulting in  Accountabie

severe causalities for serious
incident
Gross
O heglience
O Mistake
Security Guard B Team work
guided a resident who helps solve
feel uncomfortable problem
resident to safe place
Good
O Behaviour

Prevent serous
incident
their home
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Just Culture “What Went Wrong”
Process

Leading process Incident base process
Identify good behaviors/ pain points: Identify potential issues from:
* Observation from safety walk (E.g EM Visit, 0S&Q Walk) * Review repeated cases reports
* Interview/Chat with frontline * Observation from Near Misses / Incidents
* Review precursors 1
i Review and analyze/categorize:
Review and analyze/categorize: * Any other possible causes of the repeatedincidents
* The mindset and character of staff with good behavior
* The causes of the pain points of staff l
1 Cases Study and Handling Trial :
| Discuss and Follow-up with the Line Management ‘ Workshop with mangers to discuss and learn how to
l handle cases with Just Culture
| Escalate to concerned committees, if required ‘ 1
l Further Developing Tools :
Provide feedback to the staff Learn from aviation and try to apply their tools such as
substitution tests, Fair Committee etc.

|

Develop cases database
Share knowledge, best practices and learning to strengthen
Just Culture and refining the tools

Safety culture mproveﬂ'&X E@aﬁf atlpn%andmcesses in rail & MTR
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Just Culture
Continuous learning — benchmark for good practices 2 CULTURE§;

3 S
ot0 Bd‘“‘\‘\

Just Culture Committee Substitution Test Operations Learning Review
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Just Culture

A life journey

Reporting Culture & Just Culture

Trust, Transparent & Open Mindegy

Communication
and feedback
Consistent -

Prompt Fair
Follow-

up

Good Safety Culture
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Just Culture

A life journey

5C

Q@ QO QO

Anomaly Reporting

Alert
Action

W O3 3 w

Safety culture improveﬂﬁx, @agﬁati
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Competence %
Culture
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Be Accountable
Balance for Fairness
Build Mutual Trust
Brave to Report
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