
Cribb A, et al. BMJ Qual Saf 2022;31:327–330. doi:10.1136/bmjqs-2021-014333   327

VIEWPOINT

1Centre for Public Policy 
Research, King’s College 
London, London SE1 9NH, UK
2School of Healthcare, University 
of Leeds, Leeds, UK
3Yorkshire Quality & Safety 
Research Group, Bradford 
Institute for Health Research, 
Bradford, UK
4Health Services Management 
Centre, University of 
Birmingham, Birmingham, UK

Correspondence to
Professor Alan Cribb, Centre for 
Public Policy Research, King’s 
College London, London SE1 
9NH, UK;  alan. cribb@ kcl. ac. uk

Received 2 October 2021
Accepted 26 November 2021
Published Online First 
20 January 2022

To cite: Cribb A, O’Hara JK, 
Waring J. BMJ Qual Saf 
2022;31:327–330.

Improving responses to safety 
incidents: we need to talk 
about justice

Alan Cribb    ,1 Jane K. O'Hara    ,2,3 Justin Waring    4

© Author(s) (or their 
employer(s)) 2022. Re- use 
permitted under CC BY. 
Published by BMJ.

The promotion of a ‘just culture’ features 
prominently in patient safety research 
and policy. This has come about, in 
part, from a recognition that a so- called 
‘blame culture’ discourages openness 
and learning.1 It also reflects a growing 
understanding that people caught up in 
safety events (patients, their families and 
healthcare staff) can experience feelings 
of sadness, guilt and anger, and need to 
be treated fairly and sensitively. Despite 
this growing understanding, there remain 
significant difficulties in listening to and 
involving patients and families in the 
organisational responses to safety inci-
dents,2–4 and for healthcare staff, a blame 
culture often persists.5 These, in turn, 
lead to a sense of sustained unfairness, 
unresponsiveness and secondary harm. 
Yet, despite aspirations for a ‘just culture’, 
the idea of justice itself is rarely discussed 
explicitly or in depth. We contend that 
part of the ongoing muddle about safety 
cultures stems from this lack of focused 
attention on the nature and implications 
of justice in the field of patient safety. Put 
simply, we need to talk about justice.

There is, however, no simple, agreed 
and all- encompassing definition of justice, 
except perhaps at a very abstract level 
where justice means ‘everyone giving and 
getting what they owe and are owed’. But 
hiding underneath this large umbrella 
there are different conceptions of justice 
which tell rather different stories about 
what kinds of things are owed, and by 
and to whom. If those involved in patient 
safety are to respond respectfully and 
wisely to concerns about justice then an 
important first step is to attend more 
directly to questions about the nature of 
justice.

In what follows, we summarise three 
accounts of justice with relevance for 
patient safety, highlight some of the 

dilemmas and uncertainties that arise 
from these competing conceptions and 
briefly indicate how the field of patient 
safety might begin to address these 
complexities.

CONCEPTIONS OF JUSTICE AND 
PATIENT SAFETY
To help open up the value questions 
behind safety policies we first summa-
rise some of the relevant conceptions of 
justice:

Justice as facing sanctions. A common-
place conception of justice that is widely 
accepted in relation to punishment for 
crimes is ‘retributive justice’. This is a 
‘corrective’ approach to justice—whereby 
an offender is expected to pay some 
penalty for the harm inflicted on others 
or done to the social fabric. Although 
punishment can be directed towards 
other purposes—such as deterrence or 
reform—punishment is warranted when it 
is specifically applied to only those people 
who have committed wrongs. Retribu-
tive justice is usually distinguished from 
revenge because the former is measured 
and insulated from personal emotions.6 
This idea connects with a broader prin-
ciple of ‘justice as desert’—that people 
can deserve to be given praise or blame, 
sometimes including rewards or sanc-
tions, so as to reflect some combination 
of the conscientiousness and success of 
their efforts.

Justice as no blame or qualified blame. 
There is a concern that a blaming and 
sometimes ‘punitive’ mindset can be 
applied too widely and that this in itself 
is unjust. In key respects, this outlook 
is compatible with the retributive prin-
ciple—which holds that only people 
who deserve penalties should face penal-
ties—but it is often interpreted as being 
antiretributive. It combines two different 
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strands of thought. The first strand completely shifts 
focus away from attaching blame towards a focus on 
understanding and tackling the contributory or system 
factors that produce failures, that is, it ‘suspends’ 
desert. The second strand, by contrast, ‘extends’ desert, 
that is, it sees accountability as extending beyond the 
person at the ‘sharp- end’ to the many people who 
have collective responsibility for the organisation 
and performance of systems. Both of these strands 
are usually justified in ‘utilitarian’ terms; that is, by 
reference to the aggregate benefit they can produce 
in system learning and ultimately harm prevention.7 
The second strand can also be seen as an instance of 
‘distributive justice’ which is about the fair distribu-
tion of benefits and burdens in society8—in this case 
‘dividing up’ responsibility fairly within organisations.

Justice as repair. Another conception takes a ‘restor-
ative’ view of justice. Like retributive justice, this is 
a ‘corrective’ conception, that is, it is about seeking 
to ‘make things right’. The core concern is how to 
repair the damage done to those affected by failings, 
including damage to the social and moral fabric, such 
as to trust and relationships.9 What matters here is that 
some genuine effort is made to ‘mend’ the damage 
experienced by victims. As with retributive justice, the 
aim need not be a utilitarian one—seeking to ‘make 
right’ may or may not produce the most benefit overall 
and that is not its point.

These three conceptions have been highlighted 
because they are evident in changing patient safety 
discourses. Although only a limited number of health-
care harms fall into the category of crimes, it has been 
commonplace in the health and care workplace for 
people to be censured or face sanctions when deemed 
responsible for certain failures, especially those that 
risk or cause harm to others. In other words, some-
thing like retributive justice underlies the ‘blame 
culture’ that is said to inhibit learning and improve-
ment in health and care services.

By contrast, the promotion of a ‘just culture’ reflects 
the recognition that patient harm is rarely the sole 
consequence of individual wrongdoing, but rather is 
made more likely by latent factors located in the organ-
isation of care.10 11 This system approach—on which 
much patient safety policy is built—replaces ‘fault 
finding’ and ‘blame’ with ‘learning’ and ‘risk reduc-
tion’. This broadly leads towards a ‘no blame’ concep-
tion, although some proponents of a ‘just culture’ 
characterise their approach in terms closer to a ‘quali-
fied blame’ conception, where blame is not completely 
eliminated, but rather is dispersed or shared widely 
within organisations. In addition, some advocates of a 
‘just culture’ also promote a restorative view, arguing 
that this involves organisations responding to the needs 
of those who have been harmed—first and foremost 
patients and families, but also professionals who are 
sometimes seen as ‘second victims’ of safety failings 
(eg, when they just happen to be on duty at the time a 

safety flaw became manifest).5 To be just in this sense 
will include such things as honestly sharing accounts of 
what happened and being supportive to patients and 
implicated staff so they do not feel abandoned. It may 
also include apologies, agreement on remedial action 
and compensation.12

DILEMMAS AND UNCERTAINTIES FOR PATIENT 
SAFETY POLICY AND PRACTICE
These multiple understandings of justice create some 
important challenges for patient safety both in prin-
ciple and in practice. The core question for all those 
interested in designing and implementing more ‘just’ 
safety policies and procedures is working out which 
conceptions of justice they should work with and 
emphasise. We cannot just ‘pick’ one conception of 
justice and neglect the others because they each make 
a relevant claim on us. The values they highlight—pro-
portionate sanctions, shared learning and accounta-
bility and repairing damage—all seem important. One 
superficially plausible response is simply to say that 
we should address them all simultaneously. Indeed, 
on the surface, these conceptions are not inher-
ently incompatible. But there are tensions as well as 
compatibilities between the conceptions, and poten-
tial combinations can have very different emphases. 
This raises important ethical questions about better 
and worse combinations that we are arguing need 
more explicit attention.

But these are by no means questions purely for 
philosophers or theorists; rather they are questions for 
everyone interested in dealing with patient safety in an 
ethical and just way. The existence of different under-
standings of justice gives rise to important dilemmas 
and uncertainties about what to do in practice. Indeed, 
if anything, these challenges are compounded in prac-
tice. For example, different stakeholders within the 
healthcare system may stress different interpretations 
of justice. Further, there may often be a gap between 
an organisational narrative about justice, and the 
experience and perceptions of those affected by safety 
events when conceptions of justice suddenly come into 
sharp relief. These complications can be indicated by 
some illustrative scenarios:

 ► An organisation may officially advocate ‘no blame’ or 
talk about such things as ‘corporate manslaughter’ regu-
lations that push accountability higher up the system, yet 
in day- to- day practices staff may still feel they are being 
treated retributively.

 ► An organisation officially accepts system responsibility 
for patient harm, but the patient might perceive this 
as a way for any and all individuals (including senior 
managers) to evade warranted sanctions.

 ► Both professionals and patients may worry about how 
meaningful or helpful some forms of ‘moral repair’ are 
if and when they do not seem to be combined with a 
genuine acknowledgement of fault on anybody’s part.
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WHAT SHOULD BE DONE?
This essay is primarily about identifying and ‘naming’ 
this issue as a critical first step towards more extensive 
and open debate. However, to conclude, we suggest 
some implications for those working in patient safety 
scholarship, policy and practice.

Extending scholarship
The scholarship on ‘just cultures’ already includes 
some insightful conceptual work on justice in safety. 
However, work to date has not directly tackled 
the philosophical and ethical questions entailed by 
balancing different conceptions of justice together. 
For example, Weiner et al looked at justice in rela-
tion to safety incident reporting and helpfully set out 
how various dimensions of justice might be incorpo-
rated within a just culture.13 Their overall orienta-
tion—familiar across the ‘just culture’ literature—is 
that there is a need to move away from a punitive 
culture. This is reinforced by more recent work on 
the harmful effects on professionals and organisa-
tions of retaining ‘retributive justice mechanisms’—
such as disciplinary action—within a just culture 
framework.14

This broad direction of travel is widely accepted, 
but it leaves unanswered the key ethical question 
of what, if any, kinds and levels of sanctions should 
remain. Important arguments have been advanced by 
scholars sympathetic to a systems approach to safety 
that this should not mean that individual account-
ability falls away completely.15 Similarly, advocates of 
restorative justice have suggested that ‘unjust absolu-
tion’ (and not only ‘unjust retribution’) is a block 
to moral repair.12 In other words, they invite us to 
consider when the absence of blame may be unjust. 
It is arguable that the only way to completely avoid 
some retributive element is to adopt a wholesale ‘no 
blame’ approach. This might seem to be a credible 
pragmatic position, and one that can be defended 
on utilitarian terms, but it will not be accepted as 
an account of justice from many perspectives. By 
definition, safety policies are geared towards harm 
prevention, and will have a utilitarian emphasis. 
However, that does take the ethical debate very far. 
Even sticking to a utilitarian lens there are a broad 
range of—sometimes incommensurable—potential 
harms to be considered, compared and somehow 
‘weighed’. This includes, for example, the potential 
‘dignitary harms’ or even ‘moral harms’ produced 
both by safety incidents and our responses to them.16 
Scholarly work is needed on these themes.

Extending debate
More urgently, these questions need to be tackled 
at a practical level within the patient safety commu-
nity, by practitioners and by patient advocacy groups. 
Patient safety leaders should begin thinking about how 

to facilitate these debates and, we recommend, such 
debates should:

1. Avoid assumptions about right answers.
We should not assume that there is one right answer 

which can be applied across the board. Different 
contexts and cases will call for a different balance of 
values, and these need to be negotiated with input 
from all stakeholders affected by the policy or practice.

2. Think about effectiveness but also beyond.17

Empirical evidence about ‘what works’ is an 
important dimension of thinking about value questions 
but does not answer them.18 It is always a meaningful 
and important question to ask whether a policy is just 
in addition to asking about its effectiveness.

3. Make discussions concrete.
Debates should look at ‘real world’ policies and 

practices and ask what ideas about justice (in which 
combinations) they embody. This could, for example, 
include focusing on realistic scenarios in which stake-
holders are invited to work out how best, in concrete 
terms, to combine emphases on proportionate sanc-
tions, shared learning and accountability and repairing 
damage. As well as asking about the relative impor-
tance of these different values and how best to balance 
and combine them we need to ask, ‘What would our 
preferred answers look like on the ground?’

In short, we propose that the ethical balancing acts, 
involving interpretations of justice, that we have high-
lighted here need to be deliberated about carefully 
and openly by all those concerned with advancing the 
safety of healthcare.

Twitter Jane K. O'Hara @janekohara and Justin Waring @dr_
waring

Contributors All authors discussed and conceived the essay. AC 
wrote a first draft. All authors revised and approved it.

Funding This study was funded by Wellcome Trust 
(209811/Z/17/Z). It was also informed by research funded by 
the National Institute for Health Research (NIHR) [HS&DR 
(18/10/02)] and supported by the NIHR Yorkshire & Humber 
Patient Safety Translational Research Centre. The views 
expressed are those of the authors and not necessarily those of 
Wellcome Trust, NIHR or the Department of Health and Social 
Care.

Competing interests None declared.

Patient consent for publication Not required.

Ethics approval This study does not involve human 
participants.

Provenance and peer review Not commissioned; externally 
peer reviewed.

Open access This is an open access article distributed in 
accordance with the Creative Commons Attribution 4.0 
Unported (CC BY 4.0) license, which permits others to copy, 
redistribute, remix, transform and build upon this work for any 
purpose, provided the original work is properly cited, a link 
to the licence is given, and indication of whether changes were 
made. See: https://creativecommons.org/licenses/by/4.0/.

ORCID iDs
Alan Cribb http://orcid.org/0000-0002-7908-5195
Jane K. O'Hara http://orcid.org/0000-0001-5551-9975
Justin Waring http://orcid.org/0000-0003-1459-5896

 on M
ay 23, 2023 by guest. P

rotected by copyright.
http://qualitysafety.bm

j.com
/

B
M

J Q
ual S

af: first published as 10.1136/bm
jqs-2021-014333 on 20 January 2022. D

ow
nloaded from

 

https://twitter.com/janekohara
https://twitter.com/dr_waring
https://twitter.com/dr_waring
https://creativecommons.org/licenses/by/4.0/
http://orcid.org/0000-0002-7908-5195
http://orcid.org/0000-0001-5551-9975
http://orcid.org/0000-0003-1459-5896
http://qualitysafety.bmj.com/


330 Cribb A, et al. BMJ Qual Saf 2022;31:327–330. doi:10.1136/bmjqs-2021-014333

Viewpoint

REFERENCES
 1 Waring JJ. Beyond blame: cultural barriers to medical incident 

reporting. Soc Sci Med 2005;60:1927–35.

 2 Wiig S, Haraldseid- Driftland C, Zachrisen RT, et al. Next- of- 

kin involvement in regulatory investigations of adverse events 

that caused patient death: a process evaluation (Part I—the 

next- of- kin’s perspective). J Patient Saf 2019.

 3 Ocloo JE. Harmed patients gaining voice: challenging 

dominant perspectives in the construction of medical harm and 

patient safety reforms. Soc Sci Med 2010;71:510–6.

 4 Care Quality Commission. Learning, candour and 

accountability: a review of the way NHS trusts review and 

investigate the deaths of patients in England, 2016.

 5 Dekker S. Just culture: restoring trust and accountability in 

your organization. Boca Raton, FL: CRC Press, 2018.

 6 Nozick R. Philosophical explanation. Cambridge, MA: 

Harvard University Press, 1981.

 7 Lupton B, Warren R. Managing without blame? insights from 

the philosophy of blame. J Bus Ethics 2018;152:41–52.

 8 Cohen RL. Distributive justice: theory and research. Soc Justice 

Res 1987;1:19–40.

 9 Liebmann M. Restorative justice: how it works. London: 
Jessica Kingsley Publishers, 2007.

 10 Reason J. Human error. New York, NY: Cambridge University 
Press, 1990.

 11 Reason J. Understanding adverse events: human factors. Qual 
Health Care 1995;4:80–9.

 12 Anderson- Wallace M, Shale S. Restoring trust: What is ‘quality’ 
in the aftermath of healthcare harm? Clin Risk 2014;20:16–18.

 13 Weiner BJ, Hobgood C, Lewis MA. The meaning of justice in 
safety incident reporting. Soc Sci Med 2008;66:403–13.

 14 Heraghty D, Rae AJ, Dekker SWA. Managing accidents using 
retributive justice mechanisms: when the just culture policy 
gets done to you. Saf Sci 2020;126:104677.

 15 Aveling E- L, Parker M, Dixon- Woods M. What is the role 
of individual accountability in patient safety? A multi- site 
ethnographic study. Sociol Health Illn 2016;38:216–32.

 16 Mitchell P, Cribb A, Entwistle VA. Patient safety and the 
question of dignitary harms. J Med Philos 2020.

 17 Dixon- Woods M. How to improve healthcare improvement- an 
essay by Mary Dixon- Woods. BMJ 2019;367:l5514.

 18 Ives J, Dunn M, Cribb A, eds. Empirical Bioethics: Theoretical 
and Practical Perspectives. Cambridge: Cambridge University 
Press, 2016.

 on M
ay 23, 2023 by guest. P

rotected by copyright.
http://qualitysafety.bm

j.com
/

B
M

J Q
ual S

af: first published as 10.1136/bm
jqs-2021-014333 on 20 January 2022. D

ow
nloaded from

 

http://dx.doi.org/10.1016/j.socscimed.2004.08.055
http://dx.doi.org/10.1016/j.socscimed.2010.03.050
http://dx.doi.org/10.1007/s10551-016-3276-6
http://dx.doi.org/10.1007/BF01049382
http://dx.doi.org/10.1007/BF01049382
http://dx.doi.org/10.1136/qshc.4.2.80
http://dx.doi.org/10.1136/qshc.4.2.80
http://dx.doi.org/10.1177/1356262213514215
http://dx.doi.org/10.1016/j.socscimed.2007.08.013
http://dx.doi.org/10.1016/j.ssci.2020.104677
http://dx.doi.org/10.1111/1467-9566.12370
http://dx.doi.org/10.1136/bmj.l5514
http://qualitysafety.bmj.com/

	Improving responses to safety incidents: we need to talk about justice
	Conceptions of justice and patient safety
	Dilemmas and uncertainties for patient safety policy and practice
	What should be done?
	Extending scholarship
	Extending debate

	References


