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“I worked in an organization with a Just Culture, with a heavy emphasis on the Justice” 



“The single greatest impediment to patient 
safety is that we punish people for making 
mistakes” 

 

Lucian Leape; Congressional Testimony 
2000  

 



What it is and is not 

A just culture “focuses on identifying and addressing systems issues that lead individuals to engage in 
unsafe behaviors,  while maintaining individual accountability by establishing zero tolerance for reckless  
behavior.  
 
Just organizations focus on identifying and correcting system imperfections, and pinpoint these defects as  
the most common cause of adverse events.  
 
Just culture distinguishes between human error (e.g., slips), at-risk behavior (e.g., taking shortcuts),  
and reckless behavior (e.g., ignoring required safety steps), in contrast to an overarching ‘no-blame’ approach”  
 
AHRQ PSNet (2016)  
 



Safety 
Culture 

Cultures do not exist in 
isolation- 

 

• An informed culture. 

• A reporting culture. 

• A learning culture. 

• A just culture. 

• A flexible culture. 

 

James Reason 
https://www.airsafety.aero/Safety-Information-
and-Reporting/Safety-Management-
Systems/Safety-Culture.aspx 

https://en.wikipedia.org/wiki/Just_culture


FLEXIBLE 

A culture in which an 
organisation is able to 

reconfigure themselves in 
the face of high tempo 

operations or certain kinds 
of danger – often shifting 

from the conventional 
hierarchical mode to a 

flatter mode.  

REPORTING 

An organizational climate in 
which people are prepared 
to report their errors and 

near-misses.  

LEARNING 

willingness and the 
competence to draw the 
right conclusions from its 
safety information system 
and the will to implement 

major reforms.  

JUST CULTURE 

 

INFORMED 

Those who manage and 
operate the system have 
current knowledge about 

the human, technical, 
organisational and 

environmental factors that 
determine the safety of the 

system as a whole.  



History 

• Unclear when first described 

• Most likely James Reason used the term 
in 1997 

 



History 

• Global Aviation Information Network 
2004 

• Identified 4 pioneers in Just Culture 
model- all Anglo Saxon  

 





Case Study 
You are a very 

experienced, very senior 
employee in a health 

system 

A colleague has come to 
you and relayed their 

concerns about a 
“situation” that poses 
serious risk to patients 

You get as much 
information as you can 

from them… 
What do you do next? 



Case Study 

You speak to the most senior people 
in the organization, outline the facts, 
and state that action must be taken 
to ensure no harm occurs 

You are assured action will be taken 

What do you do next… 



Case Study 
When you check a month 
later, no action has been 
taken 

What do you do? 



Case Study 

Three months later, no action has been 
taken and there has been a serious 
incident 

Senior staff are aware of the harm  

What do you do? 







Just culture; Tactics to Implement 

Educate Board, leadership, and workforce 
about just culture through integrated training 
programs  
 

Align systems and standards for just culture 
across all organizational departments, 
including Human Resources  
 

Develop and implement a decision-making 
process and application of just culture that is 
behavior-based, rather than harm-based  
 

Ensure employees are well-trained in just 
culture algorithm and tools and utilize them 
in daily activities and decisions  
 

Ensure organization-wide leadership 
commitment to frameworks of just culture 
and accountability that are aligned across all 
departments  

Publicly reward positive examples of just 
culture  

Create an interdisciplinary just culture 
champion team to review organizational 
policies, provide training, and ensure policies 
are being followed at all levels  

Identify metrics to track performance on just 
culture implementation  
 



Just culture; Tactics to Sustain 

Educate organization to be responsive to and 
transparent about actions related to professional 
discipline  
 

Involve the media as a way to explain errors, 
decisions, and data to the public  

Implement a peer support program  Treat and respond to gaps in culture and expected 
safety behaviors as adverse events  
 

Hold workforce accountable for implementing just 
culture principles in daily practice and decision-
making  

Expect that leaders utilize just culture tools in all 
situations, even those not significant or punishable, 
to ingrain principles and use into organizational 
norms  

Include actual and mock scenarios on meeting 
agendas that demonstrate application of just culture 
principles  



YES/NO  
 

 Do Board, leadership, and workforce development programs include training on just 
culture?  

 Is there one set of defined behavioural standards for all individuals within the 
organization, including leadership, physicians, and the workforce?  

 Is compliance with the established just culture framework part of regularly reviewed 
performance reviews, including career development plans, for leaders and the 
workforce?  

 Does the organization use, evaluate, and define action plans related to measures of just 
culture on employee surveys?  

 Is there an existing measure that is regularly evaluated for assessing frontline 
knowledge of just culture algorithm?  

Assess Effectiveness 





“No Blame” “Just Culture” 









A “Restorative” Just Culture 

1. Don’t ask who is responsible, ask what is responsible 

2. Link knowledge of the messy details with the creation of justice  

3. Explore the potential for “restorative justice”  

4. Go from backward to forward- looking accountability  

5. Put secondary victim support in place  

 

 

 



Retributive vs Restorative Just Culture 

Restorative 

  
• Who is hurt?  

• What do they need?  

• Whose obligation is that? 

• Accountability is forward-looking. 
Together, you explore what needs 
An account is something to be 
done and who should do it you tell 
and learn from  

 

 

Retributive 

 

• What rule is broken?  

• How bad is the breach?  

• What should consequences be?  

• Accountability is backward-looking, An 
account is something finding the 
person to blame and 
imposing proportional sanctions you 
settle or pay  

 

 









Thank You 


