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FOREWORD

by Mohamed ElBaradei

Director General

Over the last decade, the concept of safety culture has been a vital element in
discussions about safety in many industries. This reflects a recognition that, while
having engineered safeguards and formal management systems to control risks is es-
sential , it is equally important to win the commitment of the workforce to treat safety
as a priority through a genuine corporate commitment to achieve high levels of safety.

INSAG-4, published in 1991, made one of the first attempts to define what is
meant by safety culture and to turn the concept into practical language. INSAG-13
built on this by considering the organizational issues which underpin an excellent
"safety culture. The present publication extends this discussion further. It is an emi-
nently practical report, written to translate the concept into everyday language, so
that operators and regulators not only have a framework for understanding the subject
but can measure performance—both personally and organizationally—against clearly
stated and universally applicable criteria. The present report not only discusses the
key issues underlying the establishment of safety excellence, but goes on to provide a
series of simple prompts or questions which are aimed at all concerned, from the
boardroom to the shop floor.

I am pleased to release this report to a wider audience. In particular, I hope that
it will provoke wide discussion, and will be used as a basis for all ‘stakeholders’
involved in seeking improvements in safety culture to consider their corporate and
personal responsibilities and to work actively together to promote changes leading

from good performance to excellence.
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1. INTRODUCTION

This report describes the essential practical issues to be considered by organiza-
tions aiming to strengthen safety culture. It is intended for senior executives, manag-
ers and first line supervisors in operating organizations. Although safety culture can-
not be directly regulated, it is important that members of regulatory bodies understand
how their actions affect the development of attempts to strengthen safety culture and
are sympathetic to the need to improve the less formal human related aspects of safe-
ty. The report is therefore of relevance to regulators, although not intended primarily
for them.

The International Nuclear Safety Advisory Group (INSAG) introduced the con-
cept of safety culture in its INSAG-4 report in 1991 [1]. Since then, many papers
have been written on safety culture, as it relates to organizations and individuals, its
improvement and its underpinning prerequisites [ 2 ]. Variations in national cultures
mean that what constitutes a good approach to enhancing safety culture in one country
may not be the best approach in another. However, INSAG seeks to provide pragmat-
ic and practical advice of wide applicability in the principles and issues presented in
this report.

Nuclear and radiological safety are the prime concerns of this report, but the
topics discussed are so general that successful application of the principles should
lead to improvements in other important areas, such as industrial safety, environmen-
tal performance and, in some respects, wider business performance. This is because
many of the attitudes and practices necessary to achieve good performance in nuclear
safety, including visible commitment by management, openness, care and thorough-
ness in completing tasks, good communication and clarity in recognizing major issues

and dealing with them as a priority, have wide applicability.
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2. DEFINITION AND PRINCIPLES
OF SAFETY CULTURE

In INSAG-4 [ 1] safety culture was defined as:

“that assembly of characteristics and attitudes in organizations and individuals

which establishes that, as an overriding priority, nuclear plant safety issues re-

ceive the attention warranted by their significance. ”

Figure 1, reproduced from INSAG-4, shows the desired responses at the organi-
zational levels of policy, management and the individual. The policy level establishes
the necessary framework for the organization. Management shapes the working envi-
ronment and fosters attitudes conducive to achieving good safety performance. At the
individual level, a questioning attitude, a rigorous and prudent approach, and good

communication are emphasized.

Statement of
safety policy
I { Management
— - Policy level structures
Definition of commitment
responsibilities [ — Resources
Definition and
contro} of safety || — Self - regulation
practices
Qualifications Managers’
and training commitment
Rewards and | .
sanctions Questioning
attitude
Audit, review | | - - -
and comparison Individuals Rigorous and
commitment prudent approach
Communication
Safety
culture

FIG. 1.  Hlustration of the presentation of safety culture. ( Reproduced from INSAG-4 [1].)
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6 DEFINITION AND PRINCIPLES OF SAFETY CULTURE

TAEA Safety Reports Series No. 11 [3] makes it clear that safety culture is it-
self a subset of the culture of the whole organization, whereby the latter comprises the
mix of shared values, attitudes and patterns of behaviour that give the organization its
particular character. Put simply, it is ‘the way we do things around here’ .

Organizations typically go through a number of phases in developing and
strengthening safety culture. TAEA Safety Report Series No. 11 identifies three
stages :

(1) Safety is compliance driven and is based mainly on rules and regulations. At this
stage, safety is seen as a technical issue, whereby compliance with externally
imposed rules and regulations is considered adequate for safety.

(2) Good safety performance becomes an organizational goal and is dealt with prima-
rily in terms of safety targets or goals.

(3) Safety is seen as a continuing process of improvement to which everyone can
contribute.

The foregoing discussion is a simple and idealized representation of what is, in
practice, a complex process. In reality, the three phases are not distinct and any
organization may have some parts that are ahead of others in the process of strength-
ening safety culture.

In the first stage, improvements are often gained primarily by improving the en-
gineered safeguards of the plant in line with, for example, the principles contained in
INSAG-12 [4] (the revised version of INSAG-3), and introducing basic systems
and procedures to control hazards. These improvements are often driven by the need
to meet regulatory requirements and are usually achieved by means of management
edict, using professional safety staff to deliver improvements. Staff tend to believe
that safety is the responsibility of management and is largely imposed upon them by

others.
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8 DEFINITION AND PRINCIPLES OF SAFETY CULTURE

The second stage of development involves the use of a framework such as that
presented in INSAG-13[2]. The organization will have developed a safety related vi-
sion or mission statement with clarity about its values and goals, and will have estab-
lished clear processes and procedures for achieving its goals. At this stage, individu-
al employees will notice that work is better planned, with prior consideration of safety
hazards together with rules and procedures to govern what can and cannot be done
that are systematically documented. However, in many organizations, this stage of
safety is still often ‘ imposed’ on the individual worker with little involvement or con-
sultation, and is administered and monitored by safety professionals. Although this
phase of improvement can raise consciousness about the need to work in a safe envi-
ronment, it does not of itself gain commitment to and identification with safety at the
individual level and the team level.

The third stage of development is the ideal that many organizations are striving to
attain. Achieving it is a continuing process. It requires a safety related vision and
values that are fully shared. A large proportion of the individual employees in the or-
ganization need to be sufficiently committed that they are personally and actively in-
volved in enhancing safety. As appropriate, contractors and others with an influence
on safety will also be fully involved. Everyone will have a clear understanding of re-
quirements and aspirations and, individually or particularly through teams, will show
a commitment to achieving and sustaining enhancements to safety in all that they do.

At this stage safety is ‘in the bloodstream’ of the organization. Poor conditions
and practices are viewed by all to be unacceptable and are openly challenged. Events
and incidents, whether related to industrial safety, environmental issues, or radiolog-
ical or nuclear safety, are seen not as part of normal working life but as exceptional
and unacceptable occurrences that are avoidable. At this point a learning organization
has been created with a self-sustaining safety culture.

It is important that any organization striving to move into the third stage of devel-
opment does not neglect the earlier stages and the importance of going through them
before proceeding to the last stage. Achieving good safety performance requires a rule
based compliance culture and high quality engineering as prerequisites, and these
need to be strongly maintained even while developing the elements more strongly re-
lated to human issues discussed in this report.

The following questions may help organizations to understand where they are

within this hierarchy
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10 DEFINITION AND PRINCIPLES OF SAFETY CULTURE

(a) To what extent is safety being achieved primarily by high standards of engineer-
ing control?

(b) Has the organization developed clear safety goals and a comprehensive system for
the management of safety?

(¢) Are most people, at all levels in the organization, actively and routinely in-
volved in enhancing safety? ]

Although most organizations in the nuclear industry should be able to give gener-
ally positive answers to the first two of these questions, experience shows that fewer
would be able to respond entirely positively to the third question. The purpose of the
next section is to provide practical and pragmatic guidelines on the developments
necessary for this challenging third phase and to provide some simple diagnostic ques-
tions which might aid progress on the route to improvements in safety performance. In
the Appendix, simple diagnostic questions are elaborated upon and directed at specif-
ic groups in any organization, from the board of directors to supervisors and opera-
tors. It is hoped that these questions will be used as a prompt for organizations and
individuals to consider openly and honestly how they can increase, on a practical

everyday basis, their contribution to developing a stronger safety culture.
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