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NTSB PerspectiveNTSB Perspective

We’ve found through  years 
of accident investigation 
that sometimes the most 
common link is the attitude 
of corporate leadership 
toward safety.



NTSB PerspectiveNTSB Perspective

The safest companies  
have more effectively 
committed themselves to 
controlling the risks that 
may arise from mechanical 
or organizational failures, 
environmental conditions 
and human error.



Propane Gas ExplosionPropane Gas Explosion

• San Juan Gas 
Company/Enron Corp. 

• San Juan, PR
• November 21, 1996
• 33 Fatalities
• 69 Injuries

Investigated by NTSB



NTSB ConclusionNTSB Conclusion

• “Although Enron Corp. had known 
since 1985 that the gas company’s 
operations did not comply with 
pipeline safety requirements and 
recommended industry practices, it 
failed to require the gas company to 
comply.”



Refinery Explosion and Fire Refinery Explosion and Fire 

• BP
• Texas City, TX
• March 23, 2005
• 15 fatalities
• 180 injuries
• Financial losses 

exceeding $1.5 Billion
Investigated by CSB



From the Chemical Safety BoardFrom the Chemical Safety Board

“The Texas City disaster was caused by 
organizational and safety deficiencies at 
all levels of the BP Corporation. Warning 
signs of a possible disaster were present 
for several years, but company officials 

did not intervene effectively to prevent it. 
The extent of the serious safety culture 
deficiencies was further revealed when 
the refinery experienced two additional 

serious incidents just a few months after 
the March 2005 disaster.”



Safety Culture is:Safety Culture is:

Triggered at  the topTriggered at  the top

Measured at the bottomMeasured at the bottom

Safety culture starts at the top of the organization and Safety culture starts at the top of the organization and 
permeates the entire organization. permeates the entire organization. 



Safety CultureSafety Culture

• Doing the right 
thing, even 
when no one 
is looking. 
– Integrity
– Core values



Do you have a safety culture?Do you have a safety culture?



Do you have a Safety Culture?Do you have a Safety Culture?

• “… it is worth pointing out that if you are 
convinced that your organization has a 
good safety culture, you are almost 
certainly mistaken.”

• “ … a safety culture is something that is 
striven for but rarely attained…”

• “…the process is more important than the 
product.”

- James Reason, “Managing the Risks of Organizational Accidents.”



Roadmap to Safety CultureRoadmap to Safety Culture

• Lautman-Gallimore Study

• James Reason



Lautman-Gallimore StudyLautman-Gallimore Study



Lautman-Gallimore Findings: Best Practices 

• Management emphasis on safety
– Safety begins at top of organization
– Safety permeates the entire operation



• The BP Board of Directors did not 
provide effective oversight of BP’s safety 
culture and major accident prevention 
programs. 

• BP management did not: 
– implement adequate safety oversight 
– provide needed human and economic 

resources 
– consistently model adherence to safety 

rules and procedures

Example: Texas CityExample: Texas City



Standardization and discipline
– Management stresses need for these 

items
– Strict compliance with Standard 

Operating Procedures  

Lautman-Gallimore Findings: Best Practices



Example: Texas CityExample: Texas City

• Lack of operating discipline
• Toleration of serious deviations from 

safe operating practices 
• Complacency toward serious 

process safety risk



Example: San JuanExample: San Juan

• Enron Corp did not provide a 
working environment that 
encouraged San Juan Gas 
employees to follow its operating 
policies and practices 



• Quality control programs
– conducted safety audits
– confidential incident reporting systems

Lautman-Gallimore Findings: Best Practices



Examples:Examples:

• San Juan
– Enron did not adequately oversee 

employees’ actions to identify and correct 
unsafe practices.

• Texas City
– Numerous surveys, studies, and audits 

identified deep-seated safety problems at 
Texas City.

– The response of BP managers at all levels 
was typically “too little, too late.”



• Training
– Strong quality control program of 

training 
– Accomplished their own training so 

that positive control of standardization 
and discipline are maintained

Lautman-Gallimore Findings: Best Practices



San Juan San Juan 

• San Juan
– Gas company’s employees were 

inadequately trained in testing for leaks 
surveying and pinpointing leaks 

• Texas City
– Inadequate training for operations personnel 

contributed to causing the incident. 
– The hazards of unit startup, including tower 

overfill scenarios, were not adequately 
covered in operator training. 



• Management emphasis
• Standardization and discipline
• Quality control programs
• Training

Lautman-Gallimore Findings: Best Practices



Professor James Reason Professor James Reason 



Components of Safety Culture  Components of Safety Culture  

• Informed Culture
• Reporting Culture
• Just Culture 
• Learning Culture

Source: James Reason, Ph.D.



Informed CultureInformed Culture

• Informed culture – the organization 
collects and analyses “the right kind of 
data” to keep it informed of the safety 
health of the organization

– Creates a safety information 
system that collects, analyzes 
and disseminates information 
on incidents and near-misses, 
as well as proactive safety checks.



Reporting CultureReporting Culture

• Employees are open to report safety 
problems
– They know they will not be punished or 

ridiculed for reporting
• Non-reprisal policy signed by CEO

– Confidentiality will be maintained or the 
data are de-identified 

– They know the information will be acted 
upon





• BP Texas City lacked a reporting 
culture. 
– Personnel were not encouraged to 

report safety problems and some 
feared retaliation for doing so. 

– The lessons from incidents and near-
misses, therefore, were generally not 
captured or acted upon.



“Just” Culture“Just” Culture

• Basically, this means that employees 
realize they will be treated fairly 
– Not all errors and unsafe acts will be 

punished (if the error was unintentional)
– Those who act recklessly or take 

deliberate and unjustifiable risks will be 
punished

• Substitution test



www.flightsafety.orgwww.flightsafety.org



Just CultureJust Culture
“An atmosphere of trust in which 
people are encouraged, even 
rewarded, for providing essential 
safety-related information, but in 
which they are also clear about 
where the line must be drawn 
between acceptable and 
unacceptable behavior.”





October 2004 Kingman, KS October 2004 Kingman, KS 
• Pipeline controller failed to 

take appropriate actions,  
– exacerbated the problem 

• Enterprise reviewed 
circumstances of the 
accident with the controller 
and identified deficiencies 
in his response 

• Resulted in improved 
training   



Learning CultureLearning Culture

• In short, the organization is able to 
learn and change from its prior 
mistakes 



• Beginning in 2002, BP Group and Texas City 
managers received numerous warning signals 
about a possible major catastrophe at Texas 
City. 

• Received warnings about serious deficiencies 
regarding the mechanical integrity of aging 
equipment, process safety, and the negative 
safety impacts of budget cuts and production 
pressures. 

• However, BP Group oversight and Texas City 
management focused on personal safety 
rather than on process safety and preventing 
catastrophic incidents. 



Learning CultureLearning Culture

“Learning disabilities are tragic in 
children, 

but they are fatal in organizations.”

– Peter Senge, “The Fifth Discipline: The Art and 
Practicing of the Learning Organization”



Do you have a safety culture?Do you have a safety culture?
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