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Learning 
Outcomes 
A the end 
of this 
session you 
will be able 
to… Describe Describe how to effectively implement Just Culture in an 

organisation

Summarise Summarise the evidence for Just Culture

Discuss Discuss the principles of Just Culture and outline its 
importance in delivering safe care

Consider Consider interventions to measure and influence Safety 
Culture

Appreciate Appreciate the importance of a Culture of safety 

Define Define Organisational Culture and describe its features



What is Organisational 
Culture? 

“ A set of shared, often implicit assumptions, 
beliefs, values, and sensemaking procedures 
that influences and guides the behaviour and 
thinking of organizational members, and is in 
turn continuously enacted and reinforced - or 
changed - by the behaviour of organizational 
members”

Martin & Fellenz, 2010



Edgar Schein’s – 3 levels of culture
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Edgar Schein – 3 levels of culture

Behaviours & 
Artefacts

Espoused Values

Beliefs & Assumptions



Project Implicit
www.implicit.harvard.edu/implicit/



Building a Culture 
of Patient Safety, 
2008

“Efforts are required 
to improve national, 
professional and 
organisational culture 
to ensure that patient 
safety culture is 
understood, 
promoted and 
supported at all 
levels"



Patient Safety Strategy 2019-
2024

“Nurturing a culture of patient 
safety which places emphasis 
on a culture of transparency 
and organisational learning is 
key.”



Importance of Culture 

‘In the end, culture will trump rules, 
standards and control strategies every 
single time, and achieving a vastly safer 
NHS will depend far more on major 
cultural change than on a new regulatory 
regime.’ 

Berwick Review, 2013, (p.11)1 



What is Safety Culture?

“The product of individual and group values, attitudes, 
perceptions, competencies, and patterns of behaviour that 
determine the commitment to, and the style and proficiency 
of an organization's health and safety management” 

Health and Safety Commission Advisory Committee on the 
Safety of Nuclear Installations, 1993



James 
Reason’s 
5 Components 
of a Safety 
Culture

Informed culture

Reporting culture

Just culture

Flexible culture

Learning culture



Features of a Safety Culture…

• Always on (“never sleeps”), always looking to be safer (“never satisfied”)

• Includes everyone - people (patient & staff focused) – curious,  respectful & 
trusting. Collective leadership. 

• Safe to speak up, safe to step up, safe to screw up

• Continuously learning and changing



High Reliability Organisations 

“HRO’s seek an ideal of perfection but never 
expect to achieve it
Demand complete safety but never expect it
Dread surprise but always anticipate it
Deliver reliability but never take it for granted
Live by the book but are unwilling to die by it” 

Rochlin, 1993



Overheard
Attitudes and beliefs that do not indicate a Safety Culture 

• “I’m in control”

• “This is not a problem for me - I’m very careful”

• “That would not happen here”

• “It won’t happen to me & if it does, I’ll be fine. I’m strong.”

• “It’s just not possible – I’m too busy, no time, they’re not interested, nobody else cares”



Building a Culture 
of Safety  

• Leadership for Safety

• Learn about Safety & 
QI 

• Supporting Structures 
& Methods



“The only thing of real importance that leaders 
do is to create and manage culture”

Edgar Schein



Frankel A, Haraden C, Federico F, Lenoci-Edwards J. A Framework for Safe, Reliable, and Effective Care. White 
Paper. Cambridge, MA: Institute for Healthcare Improvement and Safe & Reliable Healthcare; 2017.

IHI Framework for Safe, Reliable, and Effective Care



Framework for Improving Quality
www.hse.ie/eng/about/Who/QID/



Manchester Patient Safety Framework 
(MaPSaF)



AHRQ Safety Surveys 
https://www.ahrq.gov/sops/surveys/hospital/index.html



Importance 
of Structures 
and 
Methods to 
influence 
Culture



Structured 
Practices for 
a Culture of 
Safety

Appreciative Inquiry (Power of the positive)
• Uses appreciation for what is working well and why to discover 

organisational strengths
(David Cooperrider, Learning from Excellence) 

Humble inquiry (Power of the curious)
• Uses curiosity to help build respectful relationships. 

(Edgar Schein, QSWR)

Kindness & Compassion (Power of belonging)
• Uses ideas of kinship to build supportive and nurturing teams 

(Penny Campling & John Ballart, Compassionomics, IHI Joy at 
Work, Schwartz Rounds)

Psychological safety (Power of hearing everyone)
• Uses trust to create a sense of confidence that the team will 

not embarrass, reject or punish someone for speaking up
(Amy Edmondson)



Humble Inquiry
The Gentle Art of Asking Instead of Telling

Humble Inquiry is the fine art of drawing 
someone out, of asking questions to 
which you do not already know the 
answer, of building a relationship based 
on curiosity and interest in the other 
person.

Edgar H. Schein



Quality & Safety Walk Rounds
www.hse.ie/eng/about/who/qid/governancequality/resourcespublications/



Quality & 
Safety Walk 
Rounds

3 Levels of 
Outcome
All can happen at 
the same time

Surface
Visible & available leadership. 

Demonstrates interest in Quality & Safety

Middle
Respect for the challenges and the insights of staff. 

Listening to learn & really understand the work 

Deep
Creating psychological safety & trust. 

Long term relationship building



Schwartz Rounds



Kindness & Compassion



Virtuous 
Circle of 
Kindness



Learning from Excellence
@adrianplunkett



Joy in Work
Swensen et al



Charles Duhigg
Feb 26th 2016



Psychological Safety
Amy Edmondson

Psychological safety: a sense of confidence that the 
team will not embarrass, reject or punish someone for 
speaking up

Questions that demonstrate psychological safety:
- Can I ask questions without looking stupid?
- Can I be respectfully critical without looking negative?
- Can I seek feedback without seeming incompetent?
- Can I be innovative without looking disruptive?



Psychological Safety - Rescuing Team Failures



Culture needs a Stage

“Never start with the idea of 
changing culture. Always start with 
the issue the organisation 
faces…only when you are clear on 
this should you ask whether the 
culture aids or hinders the issue?

Always think of culture as your 
source of strength – it is the residue 
of your past successes. Even if some 
elements of your culture look 
dysfunctional, remember that they 
are probably only a few among a 
large set of others that continue to 
be strengths”

Edgar H. Schein





Culture as a Cure – OECD 2020
https://www.oecd.org/health/culture-as-a-cure-6ee1aeae-en.htm



Guides for Leading and Changing Culture



Healthcare Improvement & Leadership Resources
Resource Website

HSE Framework for Improvement www.hse.ie/eng/about/Who/QID/

Institute for Healthcare Improvement (IHI)
- White Paper on Safe, reliable and effective care
- White Paper on Joy in Work

www.ihi.org

Health Foundation
- Vincent Framework for Measuring and Monitoring Safety 

www.health.org.uk

NHS Leadership Academy https://www.leadershipacademy.nhs.uk

Aurum Guide for Quality Improvement Google for PDF – Available from several sites

Healthcare: A Better Way. Transformation Handbook https://www.healthcatalyst.com/ebooks/healthcare-
transformation-healthcare-a-better-way-ebook/

Leading a culture of safety – A Blueprint for Success
(Lucian Leape Foundation)

https://www.osha.gov/shpguidelines/docs/Leading_a
_Culture_of_Safety-A_Blueprint_for_Success.pdf

Culture Change Toolbox – Surgical Quality Action Network https://www.patientscanada.ca/site/patients_canada
/assets/pdf/culture-change-toolbox.pdf

Human Factors in Health & Social Care – White Paper 2018 https://www.ergonomics.org.uk

The Berwick Report, 2013 Google for PDF 

http://www.hse.ie/eng/about/Who/QID/
http://www.ihi.org/
http://www.health.org.uk/
https://www.leadershipacademy.nhs.uk/
https://www.healthcatalyst.com/ebooks/healthcare-transformation-healthcare-a-better-way-ebook/
https://www.osha.gov/shpguidelines/docs/Leading_a_Culture_of_Safety-A_Blueprint_for_Success.pdf
https://www.patientscanada.ca/site/patients_canada/assets/pdf/culture-change-toolbox.pdf
https://www.ergonomics.org.uk/

