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This is not a 
presentation

Part I - Baseline
• What is HOP/HP?
• Safety - Old View vs New View / I vs II 
• WAI & WAD / Black & Blue
• What is CAPACITY and why is it 

important?

Part II – Can HOP be applied to IH?
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Human and Organizational Performance (HOP)

A SYSTEMS-FOCUSED APPROACH TO 
MANAGE VARIABILITY AND IMPROVE 

RISK MANAGEMENT IN ORDER TO 
ACHIEVE SUSTAINABLE RESULTS

CHANGES THE PROBLEM STATEMENT 
FROM HUMAN ERROR AS A CAUSE TO 
AN OPPORTUNITY TO UNDERSTAND 

AND IMPROVE

5 Principles

1. Error is normal. Even the best people 
make mistakes.

2. Blame fixes nothing.

3. Learning and improving are vital. 
Learning is deliberate.

4. Context influences behavior.  Systems 
drive outcomes

5. How you respond to failure matters. 
How leaders act and respond counts. 

The basic premise in the system approach is that humans are fallible and errors are to be expected, even 
in the best organizations... Errors are seen as consequences rather than causes, having their origins not 
so much in the perversity of human nature as in ‘upstream’ systemic factors. – James Reason

HOP SEEKS TO UNDERSTAND HOW HUMANS PERFORM IN 
COMPLEX ORGANIZATIONAL SYSTEMS SO WE CAN BUILD 

SYSTEM DEFENSES THAT ARE MORE ERROR TOLERANT
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Safety I – The Old View
• Safety is the absence of accidents
• Focus on root cause, and tracking of 

injury rates (counting negative outcomes)
• Strong focus on individual choices and 

behavior 
• If people paid more attention, were 

more “aware” or more cautious or 
just cared more, we could stop errors 
and incidents

• Common response to negative event 
is to “blame, shame and retrain” the 
worker

• Is it sustainable?  Does it provide 
resilience?
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Safety II – The New View
• Safety is the presence of defenses (capacity)

• It’s not something we hope for – it’s 
something we DO and CREATE. 

• People are part of larger systems and the 
systems are not inherently safe.

• People aren’t the problem – they are the 
problem solvers! 

• The people who do the work are the 
experts on the work

• They know the risks, and all of the 
adaptations required to accomplish work

• Failures will happen and when they occur we 
have to fail safely

• We don’t manage car accidents, we 
manage the car’s ability to be in accident

• New view is aligned to HOP
• The “why”  - to ensure sustainability 

related to safety and well-being of our 
staff
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Old View & 
New View
must exist in 
harmony

Old View 

New View
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Old View (Safety I) New View (Safety II)

Definition of safety As few things as possible go wrong As many things as possible go right

Safety management principle Reactive, respond when something 
happens, or is categorized as an 
unacceptable risk

Proactive, continuously trying to 
anticipate developments and events

Explanations of accidents Accidents are caused by failures and 
malfunctions. The purpose of an 
investigation is to identify causes 
and contributory factors

Things basically happen in the same 
way, regardless of the outcome. The 
purpose of an investigation is to 
understand how things usually go 
right as a basis for explaining how 
things occasionally go wrong

Attitude to the human factor Humans are predominantly seen as a 
liability or a hazard

Humans are seen as a resource 
necessary for system flexibility and 
resilience. 

Role of performance variability Harmful, should be prevented as far 
as possible

Inevitable but also useful. Should be 
monitored and managed. 
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HP Principle Fundamentals

Error is normal • Error is part of being human. Even the best make mistakes
• Error is not the cause, it is a symptom
• Error is not a choice. Errors only become choices in retrospect. 

Blame fixes nothing • You can blame and punish or you can learn and improve. But, you can’t do both. 
• Ask “WHAT” failed, not “WHO” failed. Look at the system, not the person. 
• People will only tell you when you make it safe for them to tell you. 

Learning and improving are vital • The pressure to fix is usually greater than the pressure to learn. 
• The people who do the work are the experts on the work. They know the barriers, 

risks and challenges. We learn from them. 
• Punishment creates barriers to learning and improvement.

Context influences behavior • Individual behavior is a function of the organization’s processes, systems, culture 
and complexities. 

• Context is a powerful force and it drives our choices and behaviors. People are part 
of a larger system. 

• No one comes to work to do a bad job or to get hurt. People do what makes sense 
to them at the time, given the context. 

How you respond to failure matters • How leaders react to failure tells your workforce EVERYTHING (it shows what they 
care about)

• Practice a planned response, not a reactionary response
• Create team psychological safety by framing the incident or event as a learning 

problem. 

HP & Safety II – The Connection
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The Black Line – “Work-as-imagined”
The Blue Line - “Work-as-done”
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Capacity = Layers of  Defense
or

Can we fail safely?
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What 
Makes a 

Control (or 
Defense)?

Is it, of itself, a 
physical 

object, system 
and/or human 

action?

Does it, of 
itself, arrest or 

mitigate an 
unwanted 

sequence of 
events?

Can you 
specify, 

measure and 
audit the 
required 

performance?

YES

YES

YES A 
CONTROL

NOT A 
CONTROL

Credit: Stephen Scott

NO

NO

NO



Part II

Can HOP be applied to IH?

Very little has been published in any connection 
between HOP/HP and IH (at least we weren’t able 
to find anything).

Do IHs seek to understand how humans perform in 
complex organizational systems so we can build 
system defenses (capacity) that are more error 
tolerant?

Should IHs apply HOP/HP Principles to manage 
workplace exposures?  How?

Is there a Significant Injury or Fatality (SIF) 
equivalent in occupational illnesses?
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GENBA DIRTY WHEN WORK IS 
HAPPENING…AND ASK 

3 QUESTIONS: 
• WHAT’S THE MOST CHALLENGING 

TASK, AND WHY?
• WHAT CONTROLS ARE CURRENTLY IN 

PLACE SO YOU DON’T GET EXPOSED?
• ARE THEY ENOUGH?
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IF YOU WANT 
PEOPLE TO DO 
THE RIGHT 
THING,
MAKE IT EASY
- Richard Thaler
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