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The LearnSafe project in a nutshell
• Objective
to create methods and tools for supporting the management of
change and organisational learning

• Focus
senior managers at NPPs and power utilities who are responsible for
strategic choice and resource allocation

•
•
•
•

5 main contractors, 9 associated contractors
Project costs, 1,2 M€ total cost, EU support 0,5 M€
Project start 1.11.2001, project end 30.4.2004
Results

features and attributes of learning organisations
good practices of safety management
• An open web-site http://www.vtt.fi/virtual/learnsafe/

Project partners
1) VTT Industrial Systems,
Espoo (FIN)
2) Technische Universität
Berlin, (DE)
3) Lancaster University,
Lancaster (GB)
4) CIEMAT, Madrid (ES)
5) SwedPower AB, Stockholm
(SE)
6) UNESA, Madrid (ES)
7) WANO, Paris (FR)

8) Teollisuuden Voima Oy, Olkiluoto (FIN)
9) Forsmarks Kraftgrupp AB, Östhammar
(SE)
10) E.ON Kernkraft GmbH,
Grafenrheinfeld (DE)
11) Kernkraftwerk Krümmel GmbH,
Geesthacht (DE)
12) British Nuclear Fuels Ltd., Warrington
(GB)
13) OKG Aktiebolag, Oskarshamn (SE)
14) Ringhals AB, Väröbacka (SE)

The research questions
First phase of the project, management of change
• Q1: What are the perceived emerging challenges in the management of
nuclear power plants?
• Q2: How do senior managers cope with emerging challenges in the
management of nuclear power plants?
• Q3: What improvements could be made in respect to coping with
emerging challenges in the management of nuclear power plants?
Second phase of the project, learning organisations
• Q4: What kind of features and attributes characterise learning
organisations?
• Q5: What are the most common hindrances to organisational learning
and how can they be removed?
• Q6: How are various company cultures and sub-cultures influencing
organisational learning?
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The data analysis
Objectives, priorities and resources
Facilitators

Objectives, priorities and resources
Formal systems and practices
People’s attitudes and orientation
Corporate culture and traditions
Communication, guidance and appraisals
Maintaining touch and focus
Openness and trust
Work community
Encouragement and rewards
Adequacy of means and methods
Networking and co-operation

Ability to prioritise
A long term outlook in all activities
Sound activity planning
Not trying to solve everything at once
Rational assignment of resources
Clear policies and goals

Hindrances

Lack of time
Company management has a short-term
focus
Several concurrent activities
Problem solving different of goal attainment
Lack of professional outlook
Shuffling around issues

The concept of safety culture
•
•
•
•

Introduced after the Chernobyl accident
How do organisational processes influence safety
Introduction of organisational factors in the PSA framework
IAEA work
• Safety culture is that assembly of characteristics and attitudes in
organizational and individuals which establishes that, as an
overriding priority, nuclear plant safety issues receive the attention
warranted by their significance.
• Commitment; Use of procedures; Conservative decision making; A
reporting culture; Challenging unsafe acts and conditions; The
learning organization; Communication, clear priorities and
organization.
• A comprehensive approach to assessing, changing and controlling
safety culture
• Identification of symptoms of a weakening safety culture

Different uses of the concept safety culture
• Improvement of safety
• Sensitize plant personnel to certain shortcomings
• An operational use of the concept
• identification of components and subcomponents
• assessment and action
• problem identification and problem solving

• Safety culture in concrete plant activities
•
•
•
•
•
•
•

operation and maintenance
feedback of operational experience
incident analyses
safety analysis
management and quality systems
modifications planning
etc.

Is it necessary to use safety culture as a top concept?

Models of organisational behavior
• Management and leadership (function, overview, situation awareness,
supervision, ownership, commitment, motivation);
• Strategies and planning (goals, priorities, resource allocation, utilisation
of time);
• Organisational structure and practices (centralisation, formalisation,
roles, responsibilities, procedures, coordination of work, organizational
memory);
• Human resource management (selection, training, competency,
performance evaluation, reward system);
• Communication (interdepartmental, horizontal, vertical, external,
honesty, openness);
• Organisational culture (safety culture, organizational learning,
organisational knowledge, confidence and trust);
• Operational environment (economics, regulatory oversight, educational
system, societal attitudes)

Influence diagrams
Challenges

Economic
pressures
Human resource
management

Nuclear know-how

Rules and regulation

Focus and priorities
Ageing,
modernisation and
new technologies
Public confidence
and trust

Strategies, plans, actions
Safety culture
programmes
Outsourcing

Long term contracts
Modernisation
projects
Leadership
programmes
Organisational
change
Down-sizing
Staff development
programmes
Networking

Organisational
climate and culture

State, condition

Etc.

Plant condition

Staff attitudes and
beliefs
Staff skill and
competency
Organisational
efficiency
Position on the
market

Public trust

Safety culture in the LearnSafe data
• challenges in the operation of nuclear power plants
• 800 statements by more than 200 persons
• eight of them gave explicit reference to safety culture
• four more mentioned culture

• facilitators and hindrances for organisational learning
• 1000 statement given by more than 100 persons
• five of them gave explicit reference to safety culture
• 23 additional statements mentioned culture

Safety culture is not very high up at the list of issues for
managerial attention
Statements gave reference to many of the issues that have been
listed under the heading of safety culture

Safety culture revisited
• Preconditions for safety
• situational awareness
• good understanding of the plant
• knowing means to keep plant within the safe operational envelope

• Present guidance for ensuring safety culture
• practical, but unstructured lists of good practices
• the grand unifying theory or what …
• is the concept rich enough for the intent it is used for?

• The use of safety culture as a concept to trigger discussions
• people have clear views on their own interpretation of safety culture
• the concept can used in group discussions to make people tell their
own interpretations of the concept
• in the discussions links to sociological theories can be presented

Conclusions
Organisational factors have an influence on nuclear safety!
• The clusters found in the LearnSafe data represents one approach
in creating an understanding of that influence
• A practical use of the concept of safety culture is not facilitated by
including everything in it! Is it necessary to find an exact definition?
• An implicit assumption in present definitions of safety culture is that
it is possible to measure and control it. Is this necessary?
• Safety culture can be used as a common theme to support a mutual
understanding between different organisational functions
• Get the safety culture into the day-to-day activities, but let the
concept live with different interpretations to facilitate discussions
• There is a need for new thinking, theories and models as well as for
methods and tools in the area of organisational factors

