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Bottom line:

Routines, Rules, Responses
Orgs are sum of our routines
Routines require stable operating env

Rules and Responses required to cover
falled routines
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due to COVID-19 4
restrictions /4




Org Failure: defined

i 1 « Exceeding limits of functional
, performance —routines




Training to Failure and
Other Unlikely and
Highly Effective Training
Strategies

WRMC 2018
Jeff Jackson, Ph.D.

Professor, Coordinator
Outdoor Adventure Programs
Algonquin College

% . hitps://www.youtube.com/watchev=bwérxHobB4r4
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https://www.youtube.com/watch?v=bw6rxHbB4r4

Safety critical skills

qued Perf. Req S:

~‘;u‘1“'->t:‘ VTR N

Specific S.perf. needs Varied S.perf. needs
specific training varied training
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Who is in the room?@
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So, what do we know

about safety so fare

B ] « Be atf the right place at the right
» Y, fime, with the right people and
the right gear, doing the right
things...

Jeff Jackson Algonquin gé




Introduce and
get going!
Partner 1

share

concerns in your orge

* (2 minutes per partner)

4:00 3:00 | 2:00 1:00

fogo | togo
Partner 1 Partner 1
share share

to go
Partner 2
share

to go!
Partner 2
share
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ANTECEDENTS DETERMINANTS

DISTAL
SITUATION-RELATED
FACTORS

Safety culture &
climate

Supervisory

leadership PROXIMAL

PERSON-RELATED

Co-workers / co- FACTORS

leaders

Safety motivation SAFETY PERFORMANCE

DISTAL Safety knowledge
PERSON-RELATED

FACTORS

Personality
characteristics

Safety attitude
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Work Motivation and Work Behaviour Influence Map

Proximal influence Distal influence

Situation strength determines extent to which .. ) )
. T Person/Env fit: supplementary, complementary, job design
1 Iﬁdback
Needs: Self-regulation: cognition, goal choice, goal striving (\
Self concept 1
Social identity . ..
Prevention/promo Personality: FFm, self-efficacy, core selfevaluations Individual

Context; Comp/related/auto Behaviour &
Situational Attention, Organizational
4 . Level of
Cues Intention .. effort, Outcomes:
) aspiration . _
. Environment behaviour Task performance;

. Task demands Organization

. Social. demands citizenship
---------------- Values: principles vs. norms behaviour

: Values: preference and attitudes

Self—regulation: emotion management, emotional intelligence
i Feedback

Affect and Emotion




Personality
l Inherent: age, generation, ethnicity, gender identity..

Cultural: religion, marital status, socioeconomic status..

Organizational: position, industry, market...

Behavioral: self-perception, communication,
information process...
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consciously
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S0, what do we know
&\  aboutsafety so tare
VaL ' e Safety as INPUT vs OUTCOME

V /. (behaviours vs measures)  rerow, 1999)
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Weick, K. E. (1993). The collapse of
sensemaking in organizations: The
Mann Gulch disaster.

e Cited 7394 times!




DISTAL
SITUATION-RELATED
FACTORS

Safety culture &
climate

Supervisory
leadership

DETERMINANTS

Co-workers / co-
leaders

PROXIMAL
PERSON-RELATED
FACTORS

Safety motivation

DISTAL
PERSON-RELATED
FACTORS

SAFETY PERFORMANCE

Safety knowledge

Personality
characteristics

Safety attitude
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So, what do we know

N\ about safety so fare
B . Safety as INPUT vs OUTCOME

y — (behaviours vs measures)

| e Individual behaviours create
\l . organization performance

— multi-level variables:
e Individual
e Contextual
e Organizational
e Work systems

Jeff Jackson Algonquin College 22



So, what do we know

about safety so fare

 Be at the right place at the right
time, with the right people and
the right gear, doing the right
things...

=« With the right ’rec ’{
 right authority, U :

i
I'U|eS (Foran, Jackson, Young, zzv ' '
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. Review: What do we know about
safety so fare Ind & Org

. Org level exposures — research
and findings

. Views on preparing for failure
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Safety Culture

Al & 1. #IRF, injury rate, NM rate moderate to weak

b o3 / negative correlation w Scult (Lit says strong
y / r)

2. Scult ‘positive’ measures of note:

— Trust, workload stress, adequate staffing,
comfort reporting r >0.8




Safety Culture

1. #IRF, injury rate, NM rate moderate to weak
vy negative correlation w Scult (Lit says strong
v/ /B

2. Scult ‘positive’ measures of note:

= Trust, workload stress, adequate staffing,

G comfort reporting r >0.8

j‘q 3. **'Positive’ Scult factors stronger correlations
than ‘negative’ safety performance

measures (Jackson, 2020)
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High Reliability Orgs

B 1 1. preoccupation with failure
:‘}*M | 2. reluctance to simplity
N/ interpretations of problems
‘ = 3. sensitivity o field level operations

- 4. commitment to and capabilities
. forresilience

- 5. resistance fo over-st
| SYSTemS. (Weick, Roberts, 1993)

Jeff Jackson Algonquin College ?j oA |




\\ Fmergent risk due to gaps
~\

N IN PIANNING o era s

Px
require

ments
Inst.
require
ments
.:-x_‘
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OLA case learning

(Jackson, Priest, Ritchie, 2023)

,‘ * Key person dependency

e ‘rules’ vs guidelines

Jeff J¢

33
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Summary: Org exposures

5 1 1. Positive Safety Culture
‘ — Trust, workload stress, adequate
staffing, comfort reporting

VA 2. HRO: failure, complexity, routines
- 3. Planning and emergent risk

" 4. Key person, risk creep, ‘rules’
5. lIl-defined risk tolerance

Jeff Jackson Algonquin College 35




/
\_

Anor

© Michael Co




Xe[lglele

. Review: What do we know about
safety so fare Ind & Org

. Org level exposures — research
and findings
. Views on preparing for failure

Jeff Jackson Algonquin College 37



Org Failure: defined

i 1 « Exceeding limits of functional
, performance —routines




Org Failure: defined

VAL i * Routines ineffective or no longer
A0, relevant

*5 e Clicking and non-clicking triggers

Jeff Jackson Algonquin College 39



OTTAWA CITIZEN

News Opinion Sports Arts Life Business Driving Healthing The GrowthOp Podcasts ePap

Local News / Local Business

Whitewater rafting companies
lobby to lift Ottawa River boat ban

Blair Crawford

May 25,2019 - May 26,2019 + 4 minute read

Whitewater rafting on the Ottawa River. handout photo Courtesy of OWL Rafting PHOTO BY

HANDOUT /OWL RAFTING
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by Closure of the North American
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W™ Airspace, September 11, 2001

‘ September 11: FAA Closure.of US Airspace . LB "
T N * 5 _ *, Watch later , - ‘Share
PR g " - - o WL T o

Jeff Jackson Algonquin College

41



Iqaluit

Jeff Jackson Algonquin College




N\ Billai

U.S. 2022 Billion-Dollar Weather and Climate Disasters

@ DroughtiHeat Wave &g Flooding

North Central @
Severe Weather
May 11-12

Central @
Severe Weather
June 7-8

) Hail

Drought and @——1
Heat Wave \

Jan 1-September 30

Western Wildfires
Spring—Fall @

Southemn and Central

Severe Weather

May 1-3

© Hurricane (g Severe Weather ) Tomado Outbreak

Southemn
Severe Weather
April 11-13

l';) Wildfire Winter Storm/Cold Wave
@ North Central

Hail Storms

May 19

North Central
Hail Storms

® North Central and
Eastern Severe Weather
July 22-24

Central Derecho
June 13

Kentucky and
Missouri Flooding
July 26-28

Southeastern
Tornado Outbreak
April 4-6

Hurricane lan
September 28-30

Hurricane Fiona
—@ September 17-18

Southern
Tornado Outbreak
March 30

This map denotes the approximate location for each of the 15 separate billion-dollar weather and climate disasters that impacted the United States January — September of 2022.

- All Disasters Drought Flooding ’ Freeze ‘ - Tropical Cyclone Wildfire M

|

|
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N

Jeff Jackson Algonquin College 43







»
.u‘

Ly,
T W
L YT
‘Al “,,.-L‘."M. -

'”“uu,‘,“mn. M

STAFF SHORTAGES

Toronto forced to cancel hundreds of recreation programs

Around 5% of City of Toronto fall programs cancelled due to
instructor shortage - Toronto | Globalnews.ca
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https://population-pyramid.net/en/pp/canada

Org level exposures:

‘A’ '/, * Operating parameters become
W /@, vulnerabilities...
. - vy 4 “

V A \
9 7 4

Y
. * What does your org NEED to
| deliver your org output?

"

Jeff Jackson Algonquin College
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https://www.menti.com/alkyu8hecstu

What does your org NEED to deliver your org output?
245 responses

functioning congress knowledgeable guides
nancial cushion consistent staffing stidents  financial support
budgetuooountability financial stability doctors
healthy staff I f acc&estowﬂdemss
~ folk: e canoes clearly defined goals and
% transport desmeee environment S student staff
B ¢ human capital motlvatlon . ﬁghrts
Mdymmsmfﬁng 2 adaptabiity pak  quadlified staff Cﬁ:-.:fid
(V) ) staff
cmtaee @ PRRlns @QUIDMENT  space  paveauty  wigemessiocations
loor gear " [0) trust peopl kmdmntt:tgetsl nature :
o) - written policies policies
zgta‘éﬂ'ostUdentS | pr
M SEES2EQ sudent  VOlUNTEErS  workpemits
= ) > nmitted staff
I sta BT
£ 3 882 H.QUJ‘Q vehicles ¢ ¢ ;. .
o £ ) 0) m @ 5 ‘g = 8
i 2,873 ' mone 1P 51
§ 5 32 P Emn tralnlngne P
2 = © 3 5 QO . S =
¢ 3 °8E T 2 < = transportation g, wotceme &
=2 o > n o) land vans g s . notrain quality 3
staff-buy-in - _Qo) ® pOrt]C|pO ntS (= 3 E 8 mtroinedteachers
Lotz supportstaff & vision 5 -§ Q § T § 2 @2
T §o) communication tent O g © = 7 = b S
% engaged parents weather E kT g 3 é
£ youngadults authorization ~ 9ood weather I_eqders - personnel s
3 support from stakeholders political support gearand equipment ~ ©
Rmchonal welckes qualifiedguides  functional trailers
willing students qualified mountain guides
: competent guides

tuition paying students
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How organizations work:

e Routines
\ ' /4 * Rules
\ /{71 * Responses (improvised)

. * Orgs are sum of our routines;
« When our routines fail, our org fails

Jeff Jackson Algonquin College Y



ORGANIZATION CULTURE & SAFETY CULTURE

context

P4

MANAGEMENT / SUPERVISOR

ROUTINES
Interpret org priorities

%
S
Qc
©;
<

<€

INDIVIDUAL SAFETY MOTIVATION
(based on sensemaking)




ORGANIZATION CULTURE & SAFETY CULTURE

MANAGEMENT / SUPERVISOR

%
S
Qc
©;
<

INDIVIDUAL SAFETY MOTIVATION
(based on sensemaking)




Too much routine

& 1 « Prioritize efficiency & remove

10 Y, slack

W /. « Px certain of what will happen —
/9 entrenched sense of normal

-+ Ignore signs of probs or known
. issues — too much effort to
change

e Blame for not following
procedures

Jeff Jackson Algonquin College 55
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Routines

£ « How does org ‘notice’ something
IS Not righte Redundancy failures.
(clicking vs non-clicking)

. Reporting errors without
. condoning them

Jeff Jackson Algonquin College 56




Non-Normal & Faillure

Random events

34.1%

Routines

Jeff Jackson Algonquin College 57
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Responses (improvised)

T ] * Things will go wrong that can’t be
‘A2 Y, predicted;

» Can be identified and quickly

\\ /#& reduced

"+ Org sensemaking = Individual

. sensemaking + Chicken Little

Jeff Jackson Algonquin College 60




Resilience Engineering

¥ | How to cope with complex,

underspecified & (partly)
unpredictable work? ioinagel 2007

Sacrifice efficiency
(time, output)
Build adaptability
“what can we do right”

Eliminate risk
Constrain perf.

“what not to do
wrong”

Jeff Jackson Algonquin College 61



Y&~ * Resilience as:

— Qutcome
— Process
— Capabilities

Jeff Jackson Algonquin College
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Note on money...

e Liquidity:Debt = resilience

optional vs mandatory spending;
2% challenge

3 ~ « Cost based pricing vs margin
e« Diversify income

Jeff Jackson Algonquin College 63




Non-Normal & Faillure

Random events

34.1%

Routines

Jeff Jackson Algonquin College 64
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Rules —

e Limits w/o prescribing action — risk
G folerance
: * Does the org know what it wantse

& * Redundancy and confrols — mngt
concerns — omit w/o routines

: * Ambiguous perf standards ie cv1?
o Interpretation vs DM
(sensemaking)

Jeff Jackson Algonquin College 66




ORGANIZATION CULTURE & SAFETY CULTURE

SAFETY CLIMATE: Policy and Procedure

Formalize social
authority, team
structure and ind.
roles

ROUTINES

INDIVIDUAL SAFETY MOTIVATIO} Prime
(based on sensemaking) sensemaking by

framing ambiguity




Rules:

\ S’rruc’rure ambiguity:

$ 7, * Prime sensemaking — call it what it
IS...

/e« Revised risk tolerance (espoused v.
| implied)

* Test at boundaries & failure

' (improvisation)

e Clear expectations — short ferm
* Provide authority to respond

Jeff Jackson Algonquin College 68
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Non-Normal & Faillure

Random events

34.1%

Routines
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Invest In Resilience

1. Add slack (in opposition to
A/, efficiency)
/2. What gets attention, is measured
\. /#  or confrolled (and what does not

get attention and is therefore
condoned or unimportant)

"% 3. Bulld communication pathways

Jeff Jackson Algonquin College 70



To do list:

. ldentify operational parameter
vulnerabillities (where ROUTINES break

down)

. Measure org ROUTINE effectiveness-
quality measures (so you know when
ROUTINES aren’t working)

. Arficulate RULES to reduce ambiguity
when ROUTINES fail

Jeff Jackson Algonquin College 71
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Kolbo Managing Risk 2nd edition

Adventure
Risk Report

AdventureRiskReport.blogspot.com

Email

Jeff.Jackson@algonqguincollege.com
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https://www.kobo.com/ca/en/ebook/managing-risk-4
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