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Introduction

This Report has been developed due to a growing recognition that improving safety, reliability, 
and operational excellence requires a shift in how organizations understand and manage the 
interaction between job conditions, individual characteristics, and organizational factors that 
affect how people work.

Human performance should not be viewed as a programme or initiative; it represents a fundamental 
shift in how an organization understands and addresses the human role within its systems. It refers 
to the ability of individuals to carry out tasks successfully, efficiently and safely.

While human performance encompasses how people perform their work within a given context, 
Human Factors studies all elements that influence human behaviour and performance.

By leveraging Human Factors Engineering on the design of equipment, work environments 
and tasks, we can enhance safety, performance and user experience by aligning systems with 
human capabilities.

For this scope, this guidance leverages numerous previously published resources across various 
industries, as well as the real-world experience of Member Companies. It addresses a gap in 
practical, accessible guidance for integrating Human Performance into everyday operations.

The main aim is to provide high-level guidance to a broad section of our industry, and it is not 
intended to be a comprehensive guide to human performance but rather focusing on essential 
elements for effective integration into existing systems and structures (such as risk management 
and leadership). Detailed case studies or highly specialized tools are beyond the scope of this 
document. Additional references are provided for those seeking more in-depth material.

The content is designed to help organizations enhance risk management, organizational learning and 
operational efficiency with the ultimate goal to improve safety and support a stronger safety culture. 
Finally, the recommendations in this Report are intended to foster a mindset where error is seen as 
normal and manageable, blame is not used as a tool, and systems are designed to be resilient.

6

Human Performance



1.	 Fundamentals of Human Performance

Human Performance (HP) represents a shift in perspectives on how we view people versus 
systems and successes versus failures. Five key Human Performance principles outlined 
below were developed to aid in this shift and explain human performance in a more 
approachable way.

These five principles embody the essential mindset change needed to advance safety 
across an organization. They foster a culture where error is understood, learning 
is prioritized and systemic factors are addressed. By embracing these principles, 
organizations are encouraged to move beyond surface-level solutions, focusing instead 
on building resilient, error-tolerant systems and cultivating psychological safety. IOGP 
recommends that organizations embed these principles in their practices, decision-
making, and leadership behaviours making them the foundation for how Human 
Performance is understood and enacted.

1.1	 Human Performance Principles

1.1.1	 Principle 1: Error is Normal
Human Performance is grounded in the recognition that error is an inherent aspect of human 
nature. Since eliminating errors entirely is often impractical, they must be planned for by 
implementing strategies that anticipate them and minimize their impact. Mistakes are mostly 
unintentional and present at all levels of an organization; they are influenced by both internal 
and external factors (e.g., challenging working conditions, operational dilemmas, business 
pressures, change, etc). By shifting focus from individual shortcomings to examining 
how systems influence human actions, HP fosters a culture where incident reporting is 
encouraged and systems are strengthened to withstand and recover from mistakes.

1.1.2	 Principle 2: Blame Fixes Nothing
Human Performance stresses that blaming individuals for errors is counterproductive and 
stops improvement. Blame fosters a culture of fear, discouraging people from speaking 
up, leading to concealed mistakes and missed opportunities for learning. Instead, HP 
promotes investigating the circumstances and factors leading up to an event with the aim 
of assessing the systemic factors which may have led to errors. This gives the organization 
the opportunity to develop more effective preventative measures. This principle encourages 
accountability at all levels, improves psychological safety, and enhances trust throughout 
the organization.

1.1.3	 Principle 3: Context Drives Behaviour
Human Performance is shaped by the organizational context: encompassing systems, 
processes, equipment and culture. These collectively influence the decisions individuals 
make, the actions they take, and – in the long term – the social norms that emerge. 
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Understanding the context of work enables better risk management, design and 
execution of tasks. It is critical to proactively understand the context where work is done 
and change the focus from fixing individuals to improving the conditions that influence 
and drive performance.

1.1.4	 Principle 4: Learning is Vital
Human Performance depends on an organization’s commitment to continuously and 
deliberately learn and improve. Rather than waiting for failures to trigger an analysis, 
everyday work should be proactively learned from, whether successful or not. An effective 
learning process should be intentional, and insights should be applied to support sustained 
progress and improved outcomes. Adopting a learning mindset helps organizations 
enhance safety and efficiency by identifying the underlying causes that lead to success 
and failure. It also promotes transparency across the organization, which enhances 
communication and allows for a better understanding of issues at the right level.

1.1.5	 Principle 5: How Leaders (You) Respond Matters
How the leaders of an organization respond to both successes and failures is crucial to 
building a strong and effective learning culture. This principle promotes a psychologically 
safe environment that leads to increased trust throughout all levels of the organization 
and enables organizational curiosity and open communication. This principle encourages 
thoughtful and deliberate decision-making and is the foundation that ties all principles 
together: leadership’s response to human performance shapes how the organization 
perceives error, context, blame and learning.

1.2	 Human Performance concepts
In addition to the principles, there are a few fundamental concepts to help understand 
Human Performance. Learning these concepts should allow for a more comprehensive 
understanding of how to integrate the HP principles in practical ways.

1.2.1	 Error traps
Error traps are conditions that increase the likelihood of people making mistakes or doing 
something different than expected. Various guidelines or organizations may incorporate 
them within the definition of Performance Influencing Factors, Performance Shaping 
Factors, or analogous terms. They can be physical, operational or cognitive:

•	 Physical traps involve poor work environments, like bad ergonomics, poor lighting or 
noisy surroundings.

•	 Operational traps occur in work processes, such as complex procedures or time 
pressures.

•	 Cognitive traps stem from human cognitive limits, worsened by fatigue or stress.

Identifying and fixing these traps is crucial for Human Performance. Once identified, 
organizations can redesign workspaces, simplify procedures, and offer better training.

8
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1.2.2	 Operational dilemmas
Operational dilemmas involve conflicting priorities, making it tough to make decisions as 
each choice has its own consequences. These issues often stem from the complexities 
of organizational systems and the pressure to meet targets. For instance, speeding up 
production may require shortcuts, increasing accident risks. Such dilemmas create a 
difficult environment for employees that has the potential to lead to stress, burnout, and 
errors. Organizations should consider the trade-offs and develop strategies to balance 
these priorities, such as investing in technology, providing staff support, or redefining 
performance metrics.

1.2.3	 Work as imagined vs Work as done
These ideas illustrate the difference between the idealized vision of work and its actual 
execution. “Work as imagined” refers to what engineers, planners, advisers, managers, 
or anyone else believes how the work should be done under ideal circumstances. “Work 
as done” is what people actually do to get the job done, considering the realities of the 
situation such as equipment configuration, the procedure’s ease of application and the 
time and resources they have. “Work as done” shows the unpredictable and evolving nature 
of real-world tasks under various constraints. Manuals often outline procedures based 
on assumptions, but front line employees adapt through informal workaround to manage 
workload pressures and challenges. Recognizing this gap is vital for identifying hazards, 
improving performance, and involving employees in designing procedures to ensure they 
are practical and feasible.

1.2.4	 Failing safe vs Failing lucky
“Failing safe” is when a high-impact incident happens, but the worst outcome is prevented 
by existing controls. “Failing lucky” is when the same incident occurs, but the worst 
outcome is avoided by sheer luck. Failing safe is grounded in recognizing that things can 
and do go wrong and proactively putting measures in place to prevent harm when they do. 
While the goal is always to carry out tasks safely, unexpected events can still happen. Being 
prepared for these situations through strong safeguards and effective error-reduction 
strategies is essential to minimizing their impact.

1.2.5	 Psychological safety
Psychological safety is the climate in which people feel comfortable expressing 
themselves without fear of being humiliated, ignored, or blamed. Psychological safety is 
crucial for building trust between leaders and workers. Acknowledging the inevitability 
of errors in complex work systems supports an environment that treats mistakes as 
opportunities for learning. When workers feel psychologically safe, they are more likely 
to report problems, concerns, and errors before they escalate into major incidents. 
This environment enhances the detection and mitigation of potential hazards, improves 
information sharing, and drives better performance. Responding consistently to good 
and bad news, listening actively, and creating learning opportunities from failures and 
successes are highly recommended practices.
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1.2.6	 Forward-looking accountability
The culture of an organization is profoundly shaped by how it responds to negative events. 
Prioritizing recovery, learning, and continuous improvement promotes psychological safety 
and open communication. In contrast, blame and punishment breed fear, secrecy, and 
defensiveness, ultimately hindering learning and compromising safety. Effective leadership 
plays a critical role in cultivating a culture of inclusive and forward-looking accountability.

Traditionally, workers are expected to deliver satisfactory results and are believed fully 
resourced to complete their work as imagined. If fear drives compliance and compliance 
always brings successful outcomes, accountability is predominantly framed as a backward-
looking process where workers are held accountable and blamed when the outcome doesn’t 
meet expectations. However, workers cannot be held accountable if the system is unsafe 
to begin with. Systems should be designed and resourced to tolerate imperfections, handle 
errors effectively, and ensure consistent and safe performance under varying conditions.

Forward-looking accountability is focused on holding workers accountable for contributing 
to both the discovery of learning and the development of solutions. This shift, though 
challenging, promotes learning from mistakes and encourages open dialogue about 
failures, enhancing transparency and understanding. Adopting an HP approach to inclusive 
and forward-looking accountability requires shifting from a hierarchical to a collaborative 
approach, involving team members in decision-making and problem-solving.

 

Figure 1. Human Performance Principles and fundamental concepts
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2.	 The role of leaders

Leadership in Human Performance focuses on the mindset and actions of leaders as 
vital components for its integration. Having awareness of the key concepts of Human 
Performance described in Section 1 should shape leaders’ mindset and behaviour. 
This affects how they communicate, how they respond to bad news, and how they 
make decisions.

2.1	 Value and purpose
Leaders, at all levels of the organization, set the tone for the company and have significant 
influence on an organization’s culture. It is not only what leaders say, but especially the 
actions they take. Leaders are ultimately in control of the processes, procedures, and 
resources which affect Human Performance implementation.

2.2	 Aligning leadership practices with Human Performance
Leadership behaviours like empathy, support, and empowerment directly foster a 
psychologically safe environment. By highlighting the connections between HP and 
contemporary leadership visions, integrating the HP principles becomes more inclusive as 
various departments align strategies and implementation plans. This will enable leaders 
to identify synergies across programmes, broadening HP’s application beyond traditional 
Health, Safety, and Environment (HSE) contexts, to foster “learning organizations.”

Integrating the core principles of Human Performance into organizational culture supports 
consistent, informed leadership, and operational resilience. The following stages provide 
a flexible approach for embedding these principles into everyday decision-making and are 
adaptable to evolving business needs.

2.2.1	 Stage 1: Initiate a shift in the leader’s thinking
Successfully integrating Human Performance into an organization begins with leadership. 
Leaders must go beyond surface-level understanding of Human Performance and commit 
to embracing its principles. Challenging traditional views of accountability, error, and 
improvement requires more than knowledge; it demands a mindset shift. This shift often 
begins with someone who champions the HP approach. This leader can be a Subject Matter 
Expert (SME) or an internal advocate that starts the HP conversation, and can connect the 
concepts to real challenges and guide leaders toward a more supportive and learning-
focused culture.

There are multiple effective ways to initiate this shift, depending on the organization’s 
needs and context. For example:

•	 Reviewing incident data with human factors tools to highlight systemic failures, 
shifting the focus from blame to underlying causes.
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•	 Engaging leaders in sessions about the Human Performance principles supported by 
research evidence.

•	 Enlisting an engaged senior leader as a sponsor to advocate and ensure plan 
execution, and catalysing change at the right organizational level.

2.2.2	 Stage 2: Assessing the baseline
When planning Human Performance deployment, it’s beneficial to start with a baseline 
assessment of the organization’s maturity against the guidelines in this document and any 
additional regulatory requirements. A gap analysis should help identify current strengths 
and gaps to shape future plans and serves as a progress benchmark.

Measuring culture is also vital for establishing a baseline and tracking changes over 
time, usually through surveys. However, while measuring culture is crucial, organizations 
should focus on inputs like leadership, resources, design, policies, and processes that 
influence culture.

2.2.3	 Stage 3: Building fluency
Leaders will feel better equipped to support Human Performance if they have a deeper 
understanding of the key principles and feel confident talking about and promoting them. 
This phase involves further education and training to ground the organization and its 
leadership in Human Performance principles. Often following initial leadership engagement 
sessions, the goal is to provide additional information to bolster their willingness to support 
Human Performance. A curriculum designed to further Human Performance discussion is 
helpful, including internal and external SME engagement sessions, reading topics, videos, 
and circulating podcasts, websites, or other external sources. Using existing internal 
communication channels and competency development systems ensures the necessary 
target individuals are reached.

Safety leadership programmes can be an effective component to build fluency in Human 
Performance. These programmes focus on educating and coaching the workforce to listen 
to those who do the job, cultivate trust, seek an accurate understanding of how work is truly 
done, respond well to negative news, reduce blame within the organization, and take action 
to fix system issues before incidents occur. Starting at the senior level and cascading down 
ensures that middle and lower levels of leadership and management are included in this 
cultural shift.

2.2.4	 Stage 4: Establishing and integrating Governance
Establishing a Human Performance Governance or integrating it in the current existing 
governance is an important step to making Human Performance sustainable.

The form of governance structure may vary from organization to organization, but it 
should involve:

•	 Executive sponsor – A senior leader within an organization who holds significant 
influence and authority and can provide strategic guidance, resources, and high-level 
advocacy to ensure successful implementation and alignment with organizational goals.

12

Human Performance



•	 Steering team – To guide the Human Performance plans or strategy and ideally can 
benefit from being made up of a mixture of different roles and seniority levels.

•	 Champions – A range of roles who commit to becoming more competent in 
Human Performance activities, will execute the Human Performance plans, and 
can coach others.

2.2.5	 Stage 5: Developing a plan for Human Performance
Once Human Performance concepts have been introduced, a formalized plan helps 
ensure recognition within the business. The plan should include key Human Performance 
principles, organizational capability development, focus areas, contractor inclusion, and 
process integration into aspects like safety, well-being, and engineering. Typically, it 
outlines a three to five year period using a familiar format.

2.2.6	 Stage 6: Start using Human Performance tools
The introduction of some Human Performance tools marks the transition from discussion 
into action. Organizations often introduce these tools during incident investigations: when 
the investigation fails to look beyond human error, it clearly highlights the limitations of 
the current system and underscores the importance of adopting Human Performance to 
uncover and address underlying system causes rather than attributing incidents solely to 
individual mistakes.

Organizations do not need consensus among all senior leaders to implement this. 
A single willing senior leader and an enthusiastic manager can initiate the process. 
Successful deployment in one area can create a ripple effect, encouraging broader 
adoption. Sceptical leaders may accelerate their own Human Performance maturity after 
observing early benefits.

It is important to note that organizations may initially perceive a decline in safety metrics 
due to increased reporting and visibility of previously hidden conditions. Being prepared for 
this possibility can help mitigate early risks of derailment.

2.2.7	 Stage 7: Integrating and taking action
Human Performance is a multi-year maturity journey that should be woven into the 
fabric of management systems and processes. This stage involves recognizing and 
realigning elements that do not align with Human Performance thinking by using baseline 
assessments to prioritize areas for advancement. Integrating these practices into existing 
systems ensures sustainable changes and fosters a culture that supports continuous 
improvement. As awareness and understanding of these areas increase, it is vital to take 
action to make improvements sustainable. Keeping the workforce involved in shaping these 
actions fosters ownership and encourages continued participation.

Human Performance
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2.3	 What successful implementation looks like
While the integration of Human Performance into leadership and culture is an ongoing 
journey with room for continuous improvement, organizations can demonstrate meaningful 
progress through clear behaviours leading to tangible outcomes.

Senior leaders should foster a supportive culture, while mid and lower-level leaders 
should actively resolve challenges and system issues, showing genuine interest in the 
problems faced by their teams and empowering workers as experts in how their work is 
truly performed. Workers, trusted for their expertise, constantly adapt and select effective 
approaches in response to ever-changing conditions and risks, always aiming to achieve 
the job’s ultimate goal.

Leaders should consistently model and promote HP principles and leverage workers’ insights 
to shape safety and operational improvements. In this environment, leaders should:

•	 Spend time with employees to understand how work is actually done, creating a 
psychologically safe environment for open dialogue about challenges.

•	 Ask open-ended questions and actively listen to the workforce, encouraging them to 
share concerns and difficulties in their work without fear.

•	 Show vulnerability by admitting ignorance and modelling this behaviour, and 
expressing gratitude when employees speak up about work challenges.

•	 Respond constructively to incidents and events to build trust, avoid blame, and 
encourage collaborative problem-solving.

•	 Ensure resources are dedicated to learning and system redesign.

•	 Share internal communications related to Human Performance topics and respond 
positively to disruptive ideas.

2.3.1	 Organizational evidence
•	 Factors influencing system performance are clearly understood, and proactive 

measures addressing systemic issues on the upper part of the hierarchy of controls 
(elimination, substitution, and engineering), are being implemented to strengthen key 
system elements.

•	 Regular measurement of organizational culture, specifically around safety and 
Human Performance, with a clear company plan and accountability.

•	 Inclusion of Human Performance in job descriptions, meetings, and documentation 
within company standards and safety management systems.

•	 Use of Human Performance tools to predict potential errors, understand performance 
influencers, and take action to strengthen system elements.
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3.	 Building organizational capacity

The following sections outline the recommended organizational structure for integrating 
HP effectively. While not exhaustive, this list is a good starting point for assessing 
organizational capacity.

Introducing a Human Performance framework will not instantly transform an organization; 
genuine change is achieved by nurturing a culture of ongoing learning and candid dialogue, 
where employees can identify and discuss performance challenges without fear of 
repercussions. Past investigations in the oil and gas industry have shown that resources and 
organizational structure significantly impact safety and performance, more so than other 
elements. To improve organizational performance, addressing these factors is recommended.

3.1	 Organizational structure
To successfully integrate Human Performance and embed its principles within an 
organization, the organization’s structure should cultivate an environment where 
learning, transparency, and system improvement are championed at every level. Effective 
organizational structures prioritize independence for Human Performance champions, 
ensuring they have direct access to executive leadership without commercial bias.

Human Performance champions are pivotal in embedding Human Performance. Their 
role extends from building fluency and coaching on the HP principles, to engaging senior 
leadership and securing their sponsorship for integration efforts. By acting as both 
advocates and connectors, they can help align daily operations with organizational strategy, 
ensuring Human Performance becomes a shared responsibility across the business.

Cross-functional teams, inclusive of Human Performance experts, operational leaders, and 
front line employees, should be established to collaboratively analyse work and develop 
solutions that eliminate or mitigate risks.

Human Performance should be valued alongside business outcomes, with a culture 
that encourages and safeguards the reporting of errors, system vulnerabilities, and 
operational pressures. Ultimately, fostering open communication, independent safety 
advocacy, and shared responsibility for strengthening system elements lays the 
foundation for both safety and operational excellence. Such an approach ensures that 
Human Performance is not just embedded in company standards, but actively supported 
and advanced throughout the organization.

3.2	 Resources
Investigations show that having limited resources, such as schedules and capabilities, 
significantly impacts safety. Leaders often struggle to discuss these pressures openly and 
employees hesitate to voice concerns, fearing it might seem counterproductive to efficiency. 
Ignoring or discouraging such discussions can hinder crucial conversations and disconnect 
leaders from daily operations, affecting decision-making and performance.
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Encouraging open dialogue can improve both safety and organizational performance. These 
talks are not about reducing efficiency but rather identifying when pressure is too high. 
Organizations often only realize their limitations through safety incidents. Prioritizing safety 
is beneficial for business; understanding capacity constraints helps leaders make informed 
decisions while showing genuine care.

What success looks like:
•	 Leaders actively discuss commercial pressures and safety trade-offs.
•	 Risk assessments identify and realistically mitigate commercial pressures.
•	 Management of change is proactively applied before and during organizational changes.
•	 Investigations or Learning Teams openly delve into safety/cost trade-offs.
•	 Employees are not marginalized for raising concerns about scheduling or other 

operational pressures.

3.3	 Building a learning organization
Building a learning organization is an ongoing cultural transformation that integrates 
curiosity, psychological safety, and systemic improvement into both its structure and 
daily practices. Effective learning is intrinsically linked to sound risk management and 
extends beyond the simple dissemination of lessons; it demands a rigorous, systematic 
approach that drives sustainable progress. Leadership plays a pivotal role in advocating for 
organizational learning by fostering inquiry and maintaining a culture free from blame.

Sustaining improvement should involve cross-departmental collaboration and regular 
evaluation of learning initiatives. An effective learning cycle should encompass proactive 
risk reporting, thorough identification of lessons, and verification of their effectiveness, all 
of which are recommended to achieve continuous advancement within the organization.

What success looks like:
•	 Leaders recognize the interconnections within the organization and understand how 

individual actions influence the whole (system thinking).
•	 Individuals are encouraged to pursue ongoing learning and self-improvement 

(personal mastery).
•	 Managers challenge ingrained assumptions and foster openness to new perspectives 

(mental models).
•	 Teams are aligned around common goals to promote unity and collective 

accountability (shared vision).
•	 Spaces are created for collaborative learning, feedback, and reflection to drive 

innovation and resilience (team learning).

3.4	 Risk management and Human Performance
Effective risk management is inseparable from Human Performance efforts. Organizations 
that integrate Human Performance into their risk management can gain a more accurate 
understanding of risk exposure and improve their ability to mitigate hazards proactively and 
fail safe.
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At a high-level, risk management involves proactive identification, assessment, and 
mitigation of those risks and then managing them on an ongoing basis to a status where 
the risks are at an acceptable level to continue operations in a sustainable manner.

Risk identification should be undertaken by a team of cross-functional subject matter 
experts so that subjective bias, where an individual could concentrate on certain risks that 
they have expertise or subject matter knowledge in over other areas, will be negated.

In the same way, risk assessment work itself should also be undertaken by a diverse set of 
SMEs, with the outputs reviewed and challenged for consistency, and an actual reflection of 
where the risk sits in the overall risk matrix, rather than just being generally accepted.

When developing risk mitigation strategies and proposing relevant controls to lower risk, 
organizations should aim for continuous improvement and learn from successes sourced 
from within the business and the wider industry. Risk assessments should be reviewed on 
a pre-determined frequency so that feedback and proactive learning can be built in and, by 
using the hierarchy of controls, drive risks to As Low As Reasonably Practicable (ALARP). 
It is at this point that human decisions and actions can be recommended as necessary to 
prevent major incidents.

A significant number of incidents result from insufficient management of change. Changes 
may pertain to organizational, technical, process, or operational aspects. All changes should 
be proactively assessed by applying Management of Change and addressed promptly by 
ensuring the involvement of personnel with adequate competence and authority.

A critical component of the risk management process is the review and formal approval by 
senior management of both the current status and the strategic direction of business risks, 
whether improving or otherwise. Similarly, the way leaders respond to errors and issues, 
and how a risk is evaluated by leadership, can impact how the business and personnel 
manage the risk going forward. A constructive risk review at an agreed frequency at the 
leadership level is therefore recommended to drive continuous improvement in the overall 
management of risk in the organization.

3.5	 The role of contractors
While engaging contractors in Human Performance is essential, it is recommended to 
ensure they have reached a sufficient level of maturity to enable a collaborative approach 
where they choose to embed Human Performance into their safety journey. Promoting 
Human Performance principles without consistently embedding them in day-to-day 
operations opens the possibility of reverting to traditional practices when challenges arise, 
undermining credibility and progress. Notably, some contractors may be further along 
in their HP implementation, and recognizing this can foster mutual learning, strengthen 
collaboration, and support a more authentic partnership.

What good looks like:
•	 Ensure organizational maturity before influencing contractors.
•	 Be open to learning from contracting companies with advanced HP journeys.
•	 Recognize that contract structure (schedule/budget) impacts contractor behaviour 

and safety outcomes.
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4.	 Stakeholders

4.1	 Description
Understanding and optimizing Human Performance involves many stakeholders, each 
with their own unique responsibilities and expectations depending on their role in 
the organization. In this section, we identify the main stakeholders who contribute to 
implementing Human Performance principles.

Current knowledge shows that Human Performance results from the combined efforts 
of various stakeholders, not just managers or HSE. These include workers in the field, 
supervisors and line managers, those preparing procedures, or even members of HR or 
procurement. Each group has a role to play in incorporating HP principles and applying 
human factors thinking within the scope of their role.

4.2	 Stakeholders for Human Performance
To support effective Human Performance within organizations, it is recommended to 
consider the involvement of various stakeholder groups. These groups may include both 
staff and contractors, each contributing unique perspectives and expertise:

•	 Executives/Senior Management

This group sets strategic direction, allocates resources, and defines priorities. 
Effective HP implementation includes:

	– championing HP as a core business principle
	– aligning incentives so that safety and performance do not compete with productivity
	– invest in “system” improvements rather than adopting a “fix the worker” focus

•	 Management (Line managers/Proximity managers/Supervisors)

This group includes both middle managers, who translate organizational strategy into 
operational goals, and supervisors, who work directly with front line staff to guide 
daily work. Based on the structure of the organization, effective HP implementation 
might include some or all of these:

	– ensuring processes, tools, staffing, and workload support error prevention 
and recovery

	– establishing a culture of open reporting and psychological safety
	– promoting and implementing HP informed work execution tools
	– shifting the balance from learning from events to learning from normal work 

as much as possible

•	 Front line workers

This group operates within the system established by the wider organization and 
carries out tasks under varying conditions. Effective HP implementation includes:

18

Human Performance



	– not overloading the front line with HP tools and training, and remembering that 
HP starts with a focus on leadership

	– ensuring the front line are supported and encouraged to provide insights and 
feedback

	– actively engaging with the front line as much as possible to feed into design, 
procedures, and other tools that are being implemented with/for this group

•	 Human Resources

This group shapes culture through hiring, training, performance management, and 
policies. Effective HP implementation includes:

	– integrating HP principles and fundamentals into onboarding and leadership 
programmes

	– providing mechanisms for employee feedback and psychological safety
	– ensuring accountability is informed and forward looking (and not confused 

with blame)

•	 Health, Safety, and Environment (HSE)

This group provides expertise, standards, and systems to manage risk. Effective HP 
implementation includes:

	– positioning themselves as partners with other stakeholders to enable HP to 
become embedded

	– supporting operational learning with a focus on system improvements rather 
than “fix the worker”

	– focusing on establishing trust and psychological safety rather than strict 
“compliance”; supporting effective HP-informed investigations

•	 Engineers/designers/procedure writers

These groups design or develop procedures, tools, workplaces, and/or equipment. 
Effective HP implementation includes:

	– ensuring recommended practice considerations are factored into design or 
construction, and when developing procedures (e.g., includes consideration of 
error traps, not just ergonomic factors)

	– actively involving and soliciting feedback from those doing the work (in context) 
when reviewing or updating procedures, tools, and equipment

•	 Support functions/others (e.g., procurement)

These groups may not have a direct role in implementing HP but will likely benefit 
from a consideration of HP to support its direction. Effective implementation includes:

	– ensuring HP is factored into contracts and procurement decisions
	– not prioritizing cost or deadlines over safety and well-being
	– ensuring HSE is brought into decisions and procurement discussions to ensure 

new risks are not introduced from the outset
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The table below outlines each stakeholder group’s specific roles and responsibilities, 
related to the HP principles:

Table 1 – Stakeholders and Principles

Error is normal

Position Responsibility

Executives

•	 Appreciate human fallibility and highlight that errors stem from 
individual factors and work/system conditions.

•	 Promote and reinforce the importance of psychological safety and 
integrate human performance principles to encourage a culture of 
improvement.

Management

•	 Anticipate human error.

•	 Support front line workers in identifying active and latent errors.

•	 Highlight that errors stem from human traits and work conditions. 
Support workers in identifying these errors without blame.

•	 Promote psychological safety and integrate human performance 
principles to encourage a culture of improvement.

Front line

•	 Understanding errors involves identifying both active and latent 
errors, which result from the work situation and highlight the 
likelihood of exposure.

•	 Recognizing these errors as consequences of the work 
environment is crucial.

HSE Assist all stakeholders to integrate the idea that error is normal in all 
aspects of safety management.

HR
•	 Develop awareness that everyone is exposed to error.

•	 Ensure HP is considered in investigations.

Support/other Contribute to the identification of active and latent errors.

20

Human Performance



Blame fixes nothing

Position Responsibility

Executives Recognize the difference between blame and accountability.

Management
•	 Recognize the difference between blame and accountability.

•	 Avoid blaming individuals and acknowledge errors as 
opportunities to learn.

Front line
•	 Recognize errors as opportunities to learn.

•	 Report accurate information.

HSE Maintain neutrality regarding people involved in an incident.

HR
•	 Help managers to consider blame as a contributor to 

organizational silence.

•	 Support managers in sustaining a Just Culture.

Support/other •	 Understand the difference between blame and accountability.

Context drives behaviours

Position Responsibility

Executives

•	 Understand that the interaction of individual, job and 
organizational factors influence human behaviour.

•	 Appreciate HP principles in the context of incompatible goals, e.g., 
balance of safety versus production.

Management

•	 Design safer work environments and minimize uncertainty in them.

•	 Understand the concepts of error traps and operational dilemmas, 
and how contexts drive behaviour.

•	 Create and promote an environment in which contextual factors 
can be openly discussed and actively managed.

Front line Evaluate the work environment to ensure it can be managed safely.

HSE
Support teams in better understanding contextual factors (e.g., 
error traps and operational dilemmas); support and model proactive 
learning to better explore contextual factors influencing performance.

HR
Develop knowledge of error traps for all stakeholders to ensure 
understanding of what is driving human error, non-compliance and 
substandard behaviours.

Support/other Being aware of their contribution can influence the context of work 
and consequently the behaviors at work.
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Learning is vital

Position Responsibility

Executives

•	 Normalize human fallibility as a source of safety improvement.

•	 Monitor proactive and reactive learning.

•	 Learn by asking open questions.

•	 Sponsor and advocate for learning teams and other proactive 
learning tools.

•	 Establish metrics that gauge progress and encourage learning.

Management

•	 Drive proactive and reactive learning.

•	 Observe performance across full cycle of work (planning to 
demobilization) and Learning From Normal Work (LFNW) as 
much as possible; actively engage in deliberate learning such as 
Walk-Through Talk-Throughs (WTTTs), learning teams, and post-
job reviews.

•	 Invite feedback from those doing the work (informally during visits 
and more formally through use of WTTTs, for example).

•	 For adverse events, ensure Human Performance principles are 
considered in incident investigations

•	 Ensure systems enable insights from front line to be captured and 
shared within the organization.

Front line

•	 Actively initiate or participate in post-job briefs for both successful 
and unsuccessful work.

•	 Provide feedback about tasks, tools, equipment, and procedures, 
for example, if Life-Saving Rules cannot be followed without taking 
a shortcut – this must be reported.

HSE

•	 Support HF lens on investigations to enable more impactful learning.

•	 Identify organizational and human factors affecting behaviours.

•	 Facilitate communication and learning.

•	 Ensure learning is incorporated into future work.

HR
•	 Prior to incident investigations, ensure that the investigators are 

trained in HP and error precursors.

•	 Embed a focus on learning within leadership development

Support/other Participate in incident investigation.
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How you respond matters

Position Responsibility

Executives
•	 Respond to incidents and successes with the same curiosity.

•	 Drive systemic responses and solutions rather than solutions that 
focus excessively on individual-level factors.

Management

•	 Respond positively whenever an error is identified.

•	 If, after a comprehensive investigation, disciplinary actions are 
deemed necessary following an event, be transparent about what 
measures were taken and why.

Front line Respond appropriately to errors within their teams.

HSE Promote and encourage positive feedback regarding recommended 
practices and initiatives.

HR

•	 Assist management with appropriate response on human 
performance (from recognition to disciplinary actions).

•	 Ensure investigations do not excessively rely on punishments and 
blame and that a just culture is applied.

Support/other Ensure adverse events and human error are not ridiculed or hidden.
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5.	 Integration point: design

The design of equipment and systems is a key component of overall HP implementation 
and success. Applying human factors to design is sometimes referred to as “human-
centered design” or “user-centered design.” The philosophy is to design work or tasks for 
people rather than trying to fit the person around the task. Human Factors Engineering 
(HFE) is the application of human factors knowledge to the design and construction of 
equipment, systems, and tasks. The objective of HFE is to provide equipment and systems 
that reduce the potential for human error, increase system availability, lower lifecycle costs, 
improve safety, health, and wellbeing, and enhance overall performance.

The design should address topics including workspaces, ergonomics, Human Machine 
Interface (HMI), and control rooms to ensure suitability and safety. IOGP Report 454 – 
Human Factors Engineering in Projects is a key reference and describes a practical and 
balanced approach to applying HFE on projects.

5.1	 Value and purpose
Designing for people considers the capabilities and limitations of people. HFE is applied to 
the design of systems, workplaces, and equipment to:

•	 Reduce risk to process and personal safety, health, and the environment.

•	 Identify and remove error traps in design.

•	 Eliminate, reduce the likelihood, or mitigate the consequences of human error.

•	 Improve efficiency, productivity, and operational perfor¬mance.

•	 Enhance user acceptance of facilities and equipment.

Benefits of integration of HFE include:
•	 A system that is resilient to human error.

•	 Improvements in task efficiency, HSE performance, and risk management.

•	 	Reduction in capital costs by facilitating more efficient design and avoiding redesign.

•	 Minimizing the need for re-work or change during or after construction.

•	 Decrease in life cycle costs of operating and maintaining facilities (OPEX).

5.2	 What a successful implementation looks like
Steps to implement HFE include understanding how work is done and using that knowledge 
during design to ensure safe and efficient movement and decision-making. Asking relevant 
questions helps assess equipment or system design. Proper HFE implementation leads to 
improved task efficiency, risk management, and reduced costs throughout a facility’s lifecycle.
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While individual processes, steps, and procedures may vary, implementing HFE into design 
generally follows the following sequence:

1)	 Developing HP knowledge into project and design teams.

2)	 Understanding what standards you are using for Human Factors (HF) (e.g., internal 
standard, Energy Institute HF in Design, IOGP Report 454, etc).

3)	 Making sure HP requirements are defined during procurement processes and 
contracts and associated deliverables.

4)	 Having the right capability and processes to do the HF/HP work.

5)	 Ensure that HF/HP associated risks are identified, managed, and incorporated into 
design decisions and construction plans.

6)	 Confirm that HFE requirements are met through usability testing, simulations, mock-
up evaluations, and design reviews

Note: Further links to industry resources on the specifics of Human Factors Engineering 
can be found in the Resources section.

Successful implementation of Human Factors Engineering (HFE) should involve:

•	 Following HF design standards and principles, and ensuring any internal design 
and design review processes include a comprehensive consideration of HF (i.e., 
not just “ergonomics”).

•	 Integrating a competent HFE person into the project to identify HFE risks and 
opportunities during design.

•	 Integrating HFE into Hazard and Operability studies (HAZOPs) and risk assessments 
to consider where human performance could directly cause deviations in a process, 
be part of the mechanisms of failure, or serve as safeguards against failure.

•	 Designing facilities with HF considerations from the outset to support safe operation, 
including effective alarm management and Human Machine Interface.

Human Performance
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Figure 2.  Human Performance in Design: Stakeholders’ Perspectives
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While organizations design equipment, facilities, and tasks using their expertise, and aim 
to manage critical tasks proactively, HP risks that remain should be addressed before and 
during task execution. Work Execution includes all steps, such as developing procedures, 
conducting risk assessments, preparing teams with pre-task briefings, and carrying out 
the work.

Although HP principles can be applied widely, limited resources often require focusing 
these efforts on tasks with the highest levels of risk. Various practical tools and methods 
are available to help control and manage work systems, integrating key aspects of Human 
Performance when needed.

6.1	 Value and purpose
Effective implementation, integration, and sustainability of change when introducing new 
work practices can greatly enhance a company’s ability to execute effectively and efficiently. 
This includes:

•	 a set of usable procedures that match how the work is performed
•	 risk assessments that identify HP risk before the work and can build in appropriate 

mitigations
•	 a front line workforce that has a greater appreciation of HP principles
•	 increased company participation in HP, with front line workforce actively engaged in 

the conversation
•	 a front line workforce that has better skills to deal with unexpected situations and the 

dynamic nature of work

6.2	 What successful implementation looks like
Successful implementation, embedment, and sustaining the change when introducing 
a new way of working significantly help companies execute and complete work. In fact, 
implementing effective work execution not only ensures safety but also boosts overall 
business performance and includes:

•	 critical activities have been identified (i.e., critical tasks to maximize impact whilst not 
using excessive resources)

•	 integration with other prominent industry programmes such as Life-Saving Rules 
and Process Safety Fundamentals which are industry tools based on past incidents to 
prevent fatal events and major releases.

•	 recommended HP practice in procedure writing and development has been integrated 
to procedure development1

•	 work risk assessment processes are set up to identify where mistakes can happen 
and what might cause them (considering error traps and operational dilemmas)

1	 Human Performance Oil and Gas, “Best Practice in Procedure Formatting.” 2021.

6.	 Integration point: Work execution
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•	 for high-consequence tasks, consider applying an independent verification (ideally 
with the independent verification performed blind from original checks, and using 
different methods and data sources)

•	 high-quality pre-work conversations involving all participants where HP risks, 
error traps and operational dilemmas are openly discussed – these can be aided 
by structured conversation prompts using open-ended questions to ensure 
comprehensive discussions and foster a safe environment for speaking up. Tools such 
as these can be considered:

	– toolbox talks
	– last minute risk assessments
	– 	buddy/peer checks
	– pre-task briefings
	– 	stop work authority
	– STOP cards
	– Shell’s Step 7 Work Process

•	 start work checks before starting work activities involving Life-Saving Rules and other 
fatality and life changing injury risks2

•	 stop work protocols that halt tasks when any safeguard is missing or ineffective, until 
restoration is verified

•	 tasks structured into distinct steps, with defined hold points (natural pauses/stops) 
that enable the team to reassess progress and conditions at critical stages

•	 competence building processes to educate and build non-technical skills in the front 
line workforce to better prepare them to manage dynamic situations (crew resource 
management topics such as communication, decision-making, situational awareness, 
teamwork, and leadership)3

•	 assessing staff working patterns for fatigue and workload to make sure people are 
not rushing

•	 a programme, support, and training are in place whereby the job can be stopped by 
any person

•	 processes to capture lessons learned

2	  IOGP Report 459-1 - Life-Saving Rules – Start Work Checks
3	 IOGP Report 501 - Crew Resource Management for Well Operations teams
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Figure 3. Human Performance Considerations in Work Execution: Stakeholders’ Perspectives
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7.	 Integration point: Learn and improve

The learn and improve approach is rooted in the understanding that HP is influenced by 
factors such as work system design, quality of procedures, resource availability, worker 
competence, and leader expectations, and can significantly enhance operational reliability 
and efficiency. A consistent application of learning across all organizational levels fosters 
a culture of learning and improvement, ultimately benefiting the organization and its 
stakeholders by reducing errors and enhancing performance.

7.1	 Learning from events
Learning from events through a Human Performance lens helps uncover systemic factors 
that contribute to errors, enabling more effective and lasting solutions. In particular, 
the way investigation is conducted and the experience of those involved, reflects the 
organization’s maturity in Human Performance. IOGP Report 552 – Components of 
Organizational Learning from Events highlights four key elements of organizational learning: 
transparent event reporting, skilled incident analysis, systematic application of lessons, and 
empowering individuals to seek and share knowledge. The IOGP Report 621 – Demystifying 
Human Factors: Building confidence in human factors investigation, provides further details on 
integrating HP in investigations.

What good looks like:
•	 Comprehensive event reporting and analysis and learning from normal work supports 

effective risk management across all units and promotes a culture of transparency 
and accountability.

•	 Incident investigation team members, including investigation leads, are trained in HP 
and cognitive interviewing techniques.

•	 HP principles are spelt out as investigation philosophy.
•	 Learning teams integrated into organizational learning processes and in some cases 

use in lieu of traditional investigations.
•	 Skilled HP advisors are default members of all investigation teams.
•	 Team members possess the communication skills and confidence to effectively 

present findings and insights to senior leadership.

7.1.1	 Learning From normal work
Proactive learning should involve seeking and applying knowledge from normal work 
to enhance safety and performance. Techniques, tools and methods, such as Work-
As-Imagined/Work-As-Done analysis, learning teams, human error analysis, and Walk 
Through-Talk Through (WTTT) help close gaps between planned and actual work, fostering 
continuous improvement.4

Operational teams should act as learning teams, reflecting on tasks through debriefs 
or reviews to share lessons and apply them to future work. This proactive approach to 

4	 IOGP Report 642 - Learning from normal work
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risk management identifies and controls hazards, ensuring safe and reliable operations. 
Proactive learning also aids in managing change by evaluating and implementing adaptations 
that impact safety and performance. This method links closely with risk management, 
helping organizations prevent errors and maintain a culture of safety and reliability.

7.2	 Value and purpose
Organizations that adopt the Learn and Improve approach can experience numerous 
benefits, including enhanced safety, improved operational performance, and increased 
resilience and adaptability. By embracing this methodology, organizations demonstrate 
accountability and commitment to continuous improvement.

7.3	 What successful implementation looks like
Successful implementation involves identifying and controlling hazards and error traps, 
especially for critical tasks, to ensure safe and reliable operations. It also requires 
ongoing monitoring and review to sustain effectiveness and foster a culture of learning 
and improvement.

Implementing the Learn and Improve approach should involve the support of all workers 
and leaders in the organization, as well as the collaboration and coordination of various 
functions and departments. The following subsections describe the main steps for 
implementing each element of Learn and Improve and provide some examples and tips for 
effective execution.

While the specific sequence of steps for implementing a good learning system may vary, 
they generally align with the recommendations below:

1)	 Identify the process/weak signal you will use to learn from.  
Action: Conduct an analysis of current processes to identify critical areas where 
significant learnings can be obtained. Example: Review incident reports and audit 
findings to identify recurring patterns and areas for improvement.

2)	 Identify the tool(s) you will use to learn systemically.  
Action: Select and train personnel in the use of specific tools such as human error 
analysis, learning teams, and Work-As-Imagined/Work-As-Done analysis. Example: 
Implement training sessions on the use of tools like causal learning and Walk Through-
Talk Through (WTTT).

3)	 Identify the skills needed for learning.  
Action: Assess current staff competencies and develop training programmes to 
address gaps. Example: Offer workshops and courses on techniques such as cognitive 
interviewing and human performance analysis.

4)	 Identify the authorization/governance necessary to prioritize learnings.  
Action: Establish a governance committee to oversee and prioritize learning and 
improvement initiatives. Example: Create a safety and continuous improvement 
committee to review and approve corrective and preventive actions.
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5)	 Identify how to figure out if you are learning.  
Action: Develop key performance indicators (KPIs) to measure the progress and 
effectiveness of learning initiatives. Example: Implement a KPI tracking system that 
includes metrics such as incident reduction and operational efficiency improvements.

6)	 Identify if your learnings are effective at driving performance improvements.  
Action: Conduct regular reviews of the outcomes of learning initiatives to assess their 
impact on performance. Example: Organize quarterly meetings to review the results 
of implemented actions and adjust strategies as needed.

7)	 Have systemic reviews of learnings (proactive + reactive) to check how well 
learnings are applied.  
Action: Establish a schedule for regular reviews to evaluate the application and 
effectiveness of both proactive and reactive learnings. Example: Schedule monthly 
reviews of incident reports and take corrective action to ensure their effectiveness.

An organization that successfully implements the processes described in this document 
is one that fosters a culture of learning and continuous improvement, where errors and 
incidents are seen as opportunities to enhance safety and performance. Examples of 
indicators and testimonials of the successful Learn and Improve could include:

•	 The number and severity of errors and incidents decrease over time, as the root 
causes and contributing factors are identified and addressed.

•	 Workers and leaders are engaged and proactive in reporting, investigating, and 
learning from errors and incidents, and they share their insights and feedback with 
each other and with other stakeholders.

•	 The organization has a systematic and transparent process for reviewing and 
monitoring the effectiveness of the corrective and preventive actions, and for adjusting 
them as needed based on new information or changing conditions.

•	 The organization benchmarks its safety and performance against recommended 
practices and industry standards and seeks to learn from the successes and failures 
of others. The organization recognizes and rewards the efforts and achievements of 
the workers and leaders who contribute to the learning and improvement process 
and provides them with the necessary resources and support to carry out their roles 
and responsibilities.

•	 Major events are brought before senior leadership for review and approval of 
corrective action plans, with an independent perspective included to stimulate 
constructive dialogue about safety and organizational dynamics. An HP advisor 
or a senior executive with expertise in HP routinely participates in these forums. 
Furthermore, the outcomes of incident investigations are communicated openly to 
staff via safety newsletters and workshops, ensuring transparency and fostering a 
proactive learning culture.
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Figure 4. Learn and Improve: Stakeholders’ Perspectives
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Glossary

Blame Fixes Nothing: Assigning fault to individuals after incidents prevents learning, creates fear, 
and discourages open reporting. Focusing on systemic factors fosters improvement and safety.

Context Drives Behavior: Human actions are shaped by organizational systems, processes, tools, 
and culture. Improving these conditions is more effective than targeting individuals.

Error is Normal: Mistakes are an inherent aspect of human nature and occur at all levels of an 
organization. They cannot be entirely eliminated but should be anticipated and managed through 
resilient systems.

Error Trap: Any condition that increases the likelihood of people making mistakes or doing something 
different from what was expected. There are multiple terms used in the industry for error traps:

•	 Performance Shaping Factors (PSFs)

•	 Performance Influencing Factors (PIFs)

•	 Error Producing Conditions (EPCs)

Failing Safe vs. Failing Lucky: Failing Safe: An incident occurs, but safeguards prevent severe 
consequences.

Failing Lucky: The same incident occurs, but harm is avoided only by chance.

Forward-Looking Accountability: An approach to accountability that emphasizes trust, 
transparency, and learning. Workers are involved in identifying solutions rather than being punished 
for errors.

How Leaders Respond Matters: Leadership behaviour in the face of success and failure strongly 
influences organizational culture, trust, and psychological safety.

Human Factors (HF): The study of how job, individual, and organizational factors influence behavior 
and performance.

Human Factors Engineering (HFE): The application of human factors knowledge to the design of 
equipment, environments, and tasks, aligning systems with human capabilities.

Human Performance (HP): The ability of individuals to carry out tasks successfully, efficiently, and 
safely, contributing to overall system performance.

Just Culture: an organizational approach that prioritizes learning and forward-looking 
accountability. It encourages individuals to report mistakes and near misses without fear of blame, 
focusing on improving systems rather than punishing individuals, and understanding context while 
distinguishing between human error and a reckless disregard for safety.

Learning from Events: The practice of analyzing incidents and near misses through a Human 
Performance lens to identify systemic factors that contributed to the outcome. Rather than focusing 
on individual’s errors, this approach emphasizes organizational context, process weaknesses, and 
system design, ensuring that improvements are lasting and address root causes. (Reference: IOGP 
Report 621 – Demystifying Human Factors: Building confidence in human factors investigation).
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Learning from Normal Work: A proactive approach to learning that focuses on everyday tasks and 
adaptations that workers make to complete them safely and successfully. Rather than waiting for 
incidents or near misses, organizations study routine work to identify constraints, error traps, and 
system vulnerabilities. Learning from normal work emphasizes operational reality (‘work as done’), 
revealing opportunities for systemic improvement before failures occur. (Reference: IOGP Report 
642 – Learning from normal work).

Learning is Vital: Continuous learning from both successes and failures is essential for improvement. 
Proactive learning, not just post-incident investigation, builds resilience and efficiency.

Learning Organization: An organization that embeds curiosity, psychological safety, and 
systemic improvement into daily operations. It emphasizes continuous learning, cross-functional 
collaboration, reflection, and the integration of insights into lasting improvements in equipment, 
processes, and behaviours.

Life-Saving Rules (LSRs): A set of industry-agreed rules developed by IOGP to prevent the most 
common causes of fatal incidents in oil and gas operations. They define clear, simple actions that 
individuals must follow to protect themselves and their colleagues from high-risk hazards. Within 
the Human Performance framework, LSRs are reinforced by understanding error traps, context, 
and system pressures, ensuring compliance is supported rather than enforced through blame. 
(Reference: IOGP Report 459 – Life-Saving Rules).

Operational Dilemmas: Conflicting priorities or pressures (e.g., productivity vs. safety) that force 
trade-offs and create stress, increasing the risk of error.

Organizational Structure: The arrangement of roles, responsibilities, and governance mechanisms 
that determine how Human Performance is embedded. Effective structures promote transparency, 
independence for Human Performance champions, direct access to leadership, and cross-
functional collaboration between experts, leaders, and front line workers.

Process Safety Fundamentals (PSFs): A set of principles designed to prevent major accidents by 
reinforcing essential safeguards in day-to-day operations. They provide clear, practical reminders 
of how catastrophic events can be avoided by maintaining critical barriers, controlling risks at their 
source, and ensuring reliable operation of safety systems. In the Human Performance framework, 
PSFs complement Life-Saving Rules by focusing on the integrity of equipment and processes rather 
than solely individual actions. (Reference: IOGP Report 638 – Process Safety Fundamentals).

Psychological Safety: A team climate where people feel able to speak up, admit mistakes, and 
share concerns without fear of punishment or ridicule.

Resources: The capacity, schedules, staffing, and capabilities available to support safe work. 
Limited resources (time, equipment, skills, or personnel) can create pressures that affect Human 
Performance, and open discussion of these pressures is recommended for safety and organizational 
performance.

Risk Management: A systematic approach to identifying, assessing, and addressing risks. 
Within the Human Performance framework, effective risk management is inseparable from 
Human Performance: it emphasizes strengthening system elements, proactively addressing 
organizational and operational pressures, and ensuring barriers and safeguards are effective 
under varying conditions.
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Work as Done (WAD): The reality of how work is actually performed, reflecting adaptations made by 
workers under real-world constraints.

Work as Imagined (WAI): The idealized version of how work is expected to be performed, often 
defined by procedures, planners, or managers.

Work Execution: The integration of Human Performance into planning and conducting operational 
tasks. It includes embedding HP concepts into Life-Saving Rules, Process Safety Fundamentals, 
pre-work preparation, start work checks, and pause-work authority, ensuring tasks are carried out 
safely and reliably in real-world conditions.
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