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AGENDA

• What is HOP?
• What are the 5 Principles?
• How Does it differ than traditional 

safety?
• Safety is an Egg
• What can you do? (Tools)
• Case studies
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What is HOP?

• Human and Organizational Performance
• Made famous by Todd Conklin from the DOE
• Commonly Referred to as Safety II or Safety 

Differently
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HOP Principle 1

▪ Humans Make Mistakes (Error is Inevitable) 



Mistakes?
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The State-To-Error Risk Pattern
Page 13
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I just had to have some ice cream
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Ice Cream Yum
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SAFESTART STORY REVIEW
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Tim Page-Bottorff

Need That Ice Cream
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HOP Principle 2

▪ Blame is not the answer



1.  “We tend to have a culture of blame – How can 
we evolve to a NO-BLAME MINDSET to be able to 

get valuable insights to feed into the organizational 
learning loop?”

4.  “We don’t have the level of overall trust among 
employees and  they aren’t completely bought in 

that we care about keeping them safe – How can we 
drive this message home through our supervisors 
and demonstrate that this is truly a core value?”

2. Our employees have often worked around hazards 
for so long they no longer perceive them to be 

dangerous – We need our supervisors to provide 
‘FRESH EYES’ and remind employees through 

effective conversations

5.  “There is a disconnect between what we say and 
what our people hear - We want to be able to 

inspire action through what we say (talking the 
talk) and what we do (walking the walk…)” 

3.  We use KPI data in an attempt to drive continuous 
organizational improvement – How do we ensure 

data integrity and quality insights from better 
reporting at all levels; especially our supervisors…

6.  “We experience engagement issues at both the 
employee level and among our front line leaders –

How can we get our people managers more 
engaged and personally accountable, and build 

these behaviours within their teams?”

Culture of Blame

Poor Hazard/ Risk 
Identification

Poor Data (KPIs)

Lack of Trust

Ineffective 
Communication

Low Engagement



SAFETY CLIMATE SUCCESS FACTORS 
(Practical Tool for Your HOP Implementation)

NO-BLAME MINDSET
Pause. Think. Respond.

FRESH EYES
Spot hazards and assess the 
risk.

SYSTEMS AND DATA
Learn from reporting, team 
input and analysis.

ACTIVE LEADERSHIP
Inspire action through 
what you do and say. 

TRUST AND ENGAGEMENT
Engage co-workers with open 
communication.

PERSONAL COMMITMENT
Demonstrate that you care 
about keeping people safe.

SafeStart Copyright ©2019. All rights reserved.
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Stop Think Act (Pause, Think, Respond)

STOP

THINK

ACT



• Ask a worker to walk you through a task.

• Ask clarifying questions as they show you 

the task.

• Summarize what you see and ask: “Do I have 

that right?”

• Present any ideas for improvement as 

questions—there is probably a reason a task 

is being performed a certain way.

“Walk Me Through it”
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STOP, COLLABORATE AND LISTEN: IMPROVING SAFETY OUTCOMES WITH TEAMWORK
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HOP Principle 3

▪ Learning is Vital



Real world example:
Ed Stephens’ Harvesting Frustrations 
program

Listen to the Podcast:
Ed Stephens’ explains  Harvesting  frustrations in Formalized Feedback? 



Dr Amy Edmondson

• Coined the term Psychological 
Safety 1999. 

• She had been studying  the 
BEST and WORST performing 
clinical teams in hospitals. 

• Which teams do you think 
made the most mistakes?

The BEST performing teams
ADMITTED the most mistakes.





Four Stages of 
Psychological 

Safety

INCLUSION SAFETY LEARNER SAFETY

CHALLENGER SAFETY CONTRIBUTOR SAFETY

Members feel:
● Included
● Wanted
● Appreciated

Members feel safe to:
● Ask questions
● Make and admit mistakes 
● Ask for help

Members feel safe to:

● Contribute their 
own ideas

Members feel safe to:

● Question others’ ideas 
● Suggest significant changes 

to ways of working



Four Stages of 
Psychological 

Safety

INCLUSION SAFETY LEARNER SAFETY

CHALLENGER SAFETY CONTRIBUTOR SAFETY

Members feel 
included, wanted, 
appreciated

Members feel safe to:

Members feel safe to:Members feel safe to:

● Voice Concerns
● Report Near Misses

● Explain?● Exercise Stop Work Authority





Bruno hides in 
fear of conflict

Do your 
employees?



No One Ever 
Listens to 
C3PO

Employees can provide invaluable feedback 
on the gaps in your SMS but only if they feel 
safe and empowered to do so.
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HOP Principle 4

▪ Human behavior depends on Context (Context drives behavior)
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HOP Principle 4

▪ Context of the person and Context of the organization drives behavior.
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Context Drives Behavior



Context Drives Behavior
People do what the environment tells them is important — not what the 

rules say.

Scenario: Production Pressure vs. Safety Protocols

• Context: The plant is behind on a key customer order. Supervisors emphasize 

hitting the target — countdown clocks and production boards highlight progress 

every hour.

• Behavior: Operators skip “small” safety steps to save time — such as 

bypassing guards or skipping lockout/tagout “just for a second.”

• Result: Shortcuts become normalized, and risk increases — not because 

workers don’t care, but because context rewarded speed over safety.

Flip the Context:

✅ Recognize safe stops

✅ Track “safe production” metrics

✅ Reinforce that how work gets done matters as much as what gets done
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HOP Principle 5

▪ How we respond matters.



How We Respond Matters

Scenario: Forklift Near Miss

• Incident: A forklift nearly strikes a pedestrian. Operator stops and reports the near miss.

Traditional Response:

• Supervisor blames operator, causing embarrassment and discouraging future reporting.

HOP-Informed Response:

• Supervisor thanks the operator, investigates causes, and fixes systemic issues (lighting, 

walkway visibility).

• Workers feel safe reporting future events; system learns and improves.

Key Takeaway:

• Responding with curiosity, not judgment, builds trust, encourages reporting, and improves 

safety.

🧭 Learning-focused responses make our workplace safer
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How Does HOP Differ than Traditional Safety?
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How Does HOP Differ than Traditional Safety?

The 5 HOP principals have often 

been referred to as the 5 

problems with traditional safety.
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Eric Hollnagel PhD



Safety





Safety II

Safety I



Safety I&II



Safety

Is an EGG



89%HUMAN FACTORS 
FRAMEWORK



PEOPLE SYSTEMS

TECHNICAL SYSTEMS

89%

• engineering

• process

• equipment

• safety management system• work team
• supervisory skills
• organizational culture

Human Factors 
Framework

SYSTEMS



THINKING

INTERNAL FACTORS

89%

• fatigue
• illness
• distraction
• overconfidence

• decision-making

• autopilot

• attention

• habits

Human Factors 
Framework

INTERNAL 
FACTORS
THINKING



ACTIONS

89%

• behaviors

• habit development

• having conversations

• flagging issues

Human Factors 
Framework

ACTIONS



OUTCOME RELIABILITY

89%

• safety
• production
• quality
• organizational performance 

Human Factors 
Framework

OUTCOME 
RELIABILITY



89%HUMAN FACTORS 
FRAMEWORK

HOP Principal 1

HOP Principal 2

HOP Principal 3

HOP Principal 4

HOP Principal 5



Case Studies
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Rules

Rule 1 Do not look for solutions, only problems/gaps/challenges.

Rule 2 Ask questions.

Rule 3 If you found a solution, refer to rule 1.



Scenario 1 – Faulty Hose Reel

A recently added compressed air hose reel fails 
in an automotive plant and is not reported as 
faulty. Subsequently, an employee tripped over 
the hose on the floor and injured their elbow.



▪ engineering

▪ process

▪ equipment

▪ safety management system

TECHNICAL SYSTEMS

▪ work team

▪ supervisory skills

▪ organizational culture

PEOPLE SYSTEMS

▪ safety

▪ production

▪ quality

▪ organizational performance 

OUTCOME RELIABILITY

THE HUMAN FACTORS FRAMEWORK

▪ fatigue

▪ illness

▪ distraction

▪ overconfidence

INTERNAL FACTORS

▪ decision-making

▪ autopilot

▪ attention

▪ habits

THINKING

▪ behaviors

▪ habit development

▪ having conversations

▪ flagging issues

ACTIONS

Submit Your Answers



Scenario 2 – Conveyor systems in oven

On an industrial paint line, it was common practice to take 
shortcuts in order to maintain production output. Despite 
having a new, safer procedure in place to clear conveyor jams 
in a hot oven, a lead mechanic nearly reverts back to the higher 
risk process that had been common for years.  



▪ engineering

▪ process

▪ equipment

▪ safety management system

TECHNICAL SYSTEMS

▪ work team

▪ supervisory skills

▪ organizational culture

PEOPLE SYSTEMS

▪ safety

▪ production

▪ quality

▪ organizational performance 

OUTCOME RELIABILITY

THE HUMAN FACTORS FRAMEWORK

▪ fatigue

▪ illness

▪ distraction

▪ overconfidence

INTERNAL FACTORS

▪ decision-making

▪ autopilot

▪ attention

▪ habits

THINKING

▪ behaviors

▪ habit development

▪ having conversations

▪ flagging issues

ACTIONS



89%HUMAN FACTORS 
FRAMEWORK

NOW



Summary

• We Need to Talk about Bruno

• Don’t frame the HOP 
Principles as the problem

• Psychological safety allows for 
Employee Feedback

• Find the gaps first, incorporate 
learning from the beginning

• Use a different lens, or the 
Human Factors Framework

• Stop Collaborate and Listen



Email
tim@safestart.com

Thank You for Attending 
Today’s Presentation! 

Tim Page-Bottorff, MS, CSP, CIT, FASSP

tim@safestart.com tim.page-Bottorff@jll.com

Direct: 602-757-5054  

LinkedIn: @ptownbotts12

To learn more about developing 
Tools for your HOP 
Implementation, scan the QR 
code for a selection of resources. safestart.com/cp4

mailto:tim@safestart.com

