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Purpose
This guide helps Advanced Life Systems supervisors and safety leaders evaluate team member behavior using a consistent, fair, and evidence-based framework. The goal is not to assign blame — it is to understand what happened, why it happened, and what changes are needed to prevent it from happening again.

Every evaluation considers both the individual's behavior and the system conditions that surrounded it. Behavior categories cannot be determined solely on outcomes.

How to Use This Guide
Work through the six decision steps in order. Answer each question based on what was known and available to the team member at the time — not in hindsight. Use the outcome cards on the following pages to guide your response.

	1
	Did the team member understand Advanced Life Systems’ behavioral expectations?

	2
	Was there a policy, process, or procedure available to manage this risk?

	3
	Was it actually possible to follow that procedure given the circumstances?

	4
	Did the team member choose not to follow the procedure?

	5
	Does ALS view this choice as justifiable?

	6
	Did the team member consciously disregard a substantial and unjustifiable risk?





Decision Steps

	Step 1  Policy Awareness

	Did the team member understand Advanced Life Systems’ behavioral expectations for this situation?
Tip: Consider: Has this expectation been included in onboarding, written policy, or directly communicated to this person?



If NO → Proceed to system review. The expectation may need to be established or communicated more clearly.

	Step 2  Policy Feasibility

	Was there a policy, process, or procedure available to manage this risk?



If NO → Outcome: Impossibility. A procedure did not exist. Proceed to system design response.

	Step 3  Compliance Possibility

	Was it actually possible to follow the policy, process, or procedure?
Tip: Consider: Was the procedure outdated, incorrect, or impossible given the conditions present at the time?



If NO → Outcome: Impossibility. The procedure existed but could not be followed. Proceed to system design response.

	Step 4  Choice

	Did the team member choose not to follow the policy, process, or procedure?



If NO (did not recognize risk or inadvertent error) → Outcome: Human Error.

	Step 5  Organizational View

	Does Advanced Life Systems view this choice as justifiable?
Tip: A justifiable choice is one the organization would consider reasonable given the circumstances, even if not the preferred action.



If YES → Confirm whether the team member mistakenly believed their actions were safe (At-Risk) or knowingly deviated and believed it justified (Justifiable Choice).
If NO → Proceed to Step 6.

	Step 6  Intent

	Did the team member consciously disregard a substantial and unjustifiable risk?
Tip: Did they believe their action was justified or safe? Or did they knowingly take the risk regardless?



If YES → Outcome: Reckless Choice.
If NO (drifted into risky behavior without conscious disregard) → Outcome: At-Risk Choice.
If unable to determine → Conduct peer perspective review (see page 5).



Quick Reference — Decision Paths

	Answer path
	Outcome
	Next action

	No policy existed
	Impossibility
	System review

	Procedure impossible to follow
	Impossibility
	System review

	Did not recognize risk
	Human Error
	Support + system review

	Justified deviation — org agrees
	Justifiable Choice
	Support + monitor

	Mistakenly believed it was safe
	At-Risk Choice
	Corrective action

	Chose to deviate — no org. justification
	At-Risk Choice
	Corrective action

	Consciously disregarded unjustifiable risk
	Reckless Choice
	Corrective action + HR





Outcome Cards
Each outcome card shows the recommended response for both the team member and the system. Both columns should always be addressed.

Impossibility
The team member could not reasonably be expected to comply — either because no procedure existed or because compliance was not possible.

	BEHAVIOR CATEGORY
Impossibility

		Response — Team Member
1. Examine why the expectation was unclear or the procedure could not be followed
1. Communicate the risk clearly and effectively going forward
	Response — System
1. Assess the probability that a policy or procedure will mitigate risk
1. Examine operational tolerance for this risk and unintended risks
1. Assess system design strategies to manage future unintended risks
1. Implement changes if deemed necessary and effective






Human Error
The team member did not recognize the risk or made an inadvertent error — there was no conscious choice to deviate.

	BEHAVIOR CATEGORY
Human Error

		Response — Team Member
1. Support and encourage the team member — this was not intentional
1. Assess and respond to any personal performance shaping factors that contributed to the risk
1. Assess and respond to any behavioral choices that increased risk
	Response — System
1. Assess operational tolerance for this risk
1. Examine system design strategies to manage future unintended risks and residual risk
1. Assess system performance shaping factors that contributed to this error






Justifiable Choice
The team member chose to deviate from procedure and the organization considers the choice reasonable given the circumstances.

	BEHAVIOR CATEGORY
Justifiable Choice

		Response — Team Member
1. Support and encourage the team member
1. Assess behavioral strategies to manage future unprotected or unmitigated risk
1. Discuss the risks associated with this type of choice
	Response — System
1. Assess operational tolerance for the risks
1. Examine system strategies to manage future protected choices
1. Assess system performance shaping factors for this at-risk justifiable choice








At-Risk Choice
The team member chose to deviate from procedure but either mistakenly believed it was safe or drifted into risky behavior without conscious disregard of the risk.

	BEHAVIOR CATEGORY
At-Risk Choice

		Response — Team Member
1. Use corrective action as a deterrent
1. Assess and respond to any personal performance shaping factors that contributed to the risk behavior
1. Monitor the work group around this area of risk
1. Focus attention on any incentives that may have shaped the behavior
1. Clearly establish and reinforce expectations
	Response — System
1. Assess and respond to any system performance shaping factors that drove or provided incentive for this at-risk choice






Reckless Choice
The team member consciously chose to disregard a substantial and unjustifiable risk. This is the most serious category and requires escalation.

	BEHAVIOR CATEGORY
Reckless Choice

		Response — Team Member
1. Use corrective action as a deterrent
1. Assess and respond to any personal performance shaping factors
1. Examine whether shaping factors may have contributed to this behavior within the work group
1. Escalate to HR per Advanced Life Systems policy as appropriate
	Response — System
1. Assess and consider any Advanced Life Systems system design that may mitigate or prevent unintended harm associated with future reckless behavioral choices in this area of risk


Outcome-based culpable expectations apply. Refer to the Metro West Just Culture policy. Behavioral categories cannot be determined solely on outcomes.





Peer Perspective Review
When the behavior category cannot be determined, conduct a peer perspective review. This process uses objective and subjective analysis to reach a fair determination.

	Individual Perspective
	Peer Perspective

	What did the individual likely perceive about the risk in this situation, as determined subjectively by the team member?
	What would a similarly-situated Advanced Life Systems peer — with similar skill, experience, and working in the same cultural environment — likely have done in this situation?



The determination must be supported by evidence, assessed objectively by the employer, and considered subjectively by the team member. Both perspectives must be weighed before a behavior category is assigned.

Key Terms

	Performance Shaping Factors
	Influences that shape the outcomes produced through our actions — the conditions and context surrounding behavior.

	Human Error
	An inadvertent action; doing something other than what was intended (e.g., a cognitive or physical slip, lapse, or mistake).

	Knowingly Causing Unjustifiable Harm
	A choice where unjustifiable harm is practically certain to occur.

	Reckless Choice
	Conscious disregard of a substantial and unjustifiable risk. Action chosen without intention to cause unjustifiable harm.

	At-Risk Choice
	A choice where the risk is not recognized or is mistakenly believed to be justified; or a suppressed required action.

	Justifiable Choice
	Having sufficient grounds for the action — risk is recognized and the choice is believed to be justified or mistakenly so.

	Impossibility
	Structures and controls we place around team members make correct performance of their jobs outdated, wrong, or impossible under the circumstances.



Re-Assessing the Risk
After a behavior category is determined, re-assess both systems and behaviors contributing to the risk. Confirm you have:

1. Examined both systems and behaviors contributing to this risk
1. Set clear behavioral expectations with the work group
1. Educated the work group about the risk
1. Improved the work group’s overall perception of the risk
1. Provided positive behavioral reinforcement
1. Highlighted the difference between At-Risk and Reckless choices
1. Applied balanced accountability between systems and behaviors

This guide is for trained Advanced Life Systems Collaborative Safety Analysts only. For questions about application, contact your Safety Officer or refer to the Metro West Just Culture policy.
Advanced Life Systems Ambulance  |  Just Culture Algorithm  |  Version 4.0  |  Page 9  |  
