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Costain | Event Investigation - December 2021 
  

 

Introduction 
Costain have a Wellbeing, inclusion, innovation, Safety and Environment (WiiSE) strategy, part of which aims 
to eliminate harm through the application of the Learning Organisation Model. One stage of this model covers 
the investigation of events e.g. accidents, near misses or audit findings. In order to benchmark Costain’s 
investigation processes with those recognised as world leading, Costain worked with the Safety and Accident 
Investigation Centre at Cranfield University to develop a bespoke course for our Lead Investigators. This was 
integrated into Costain’s management system with an assurance process for completed investigations to provide 
feedback to Lead Investigators on the quality of the investigation in terms of technical and behavioural findings 
and how well recommendations are set to embed change. 
 

Overview Challenges 

The course at Cranfield University is three days in 
duration and utilises both experts in Safety and 
Accident Investigation from the University and 
Costain’s in house expertise in Behavioural 
Management. Completed investigations are 
reviewed by a member of the SHE Senior 
Leadership Team in the month following close out 
of the event. Feedback is sent to the Lead 
Investigator, the Contract Leader and the Account 
or Operations Director who approved the 
investigation report.  

 

 

• Challenge 1 – delivering training during a 
pandemic has limited training availability 
and face to face coaching.  

• Challenge 2 - Stakeholder expectations. 
The terms of reference for investigation set 
the timescale, some stakeholders drive for 
a tick in the box that a report has been 
submitted and do not measure the quality. 
This has required regular communication 
to explain the process and ensure 
sufficient time for a thorough investigation 
and close out.   
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Action Taken 
The three-day training developed with Cranfield University uses information and case studies from 
within Costain and external information via the Cranfield team’s experience and knowledge. 
 
The training is designed to provide Costain investigators with an understanding of the incident 
investigation process and associated techniques including: 
• The purpose of not-for-blame incident investigation; 
• The elements of the investigative process from initial reporting to publication of 

recommendations; 
• How incident investigation aligns with other investigative processes (e.g. criminal, judicial, 

occupational safety, health and environmental management systems) 
 

Learning Objectives were to: 
• Demonstrate an understanding of Costain’s investigation process and the purpose of 

investigation within just culture; 
• Identify relevant sources of evidence, collect and control information according to best 

practices; 
• Demonstrate practical understanding of theory and skills needed to gather reliable witness 

evidence, conduct interviews under supervision; 
• Demonstrate understanding of the contribution of human and behavioural factors to incidents; 
• Systematically analyse evidence using proven causal analysis methods in order to identify 

preconditions and systemic issues; 
• Develop effective recommendations; 
• Demonstrate an ability to write a professional incident report; 
• View yourself as an investigator. 
 
Following successful completion of the course delegates can be appointed as a Lead Investigator 
and are assigned a coach for their first investigation. 
 
The Lead Investigator follows the investigation process through with access to support from the 
Behavioural Management Team (BMT) for undertaking ABC (Antecedent, Behaviour, Consequence) 
Analysis to help understand why the event occurred and what needs to be in place to prevent a 
reoccurrence. The BMT also support consequence chain analysis to map behaviour from the 
frontline, through Supervision and Engineering Control to the Leadership Team to ensure that the 



 

 

 

causal factors are addressed at each level of the organisation. Upon completion of the investigation 
a close out meeting is held with the Account or Operations Director for the contract where the 
recommendations are turned into pinpointed actions and owners assigned. The close out of actions 
is then tracked through Capture, Costain’s electronic incident management system. 
 
Following the close out meeting and subsequent upload of documentation to Capture, a member of 
the SHE Senior Leadership scores the investigation using the following criteria:  
 

 

As shown above there are 10 marks for the report and 10 for the actions and close out. Both 

sections consider the technical aspect (what’s happened) and the behavioural aspects (why it’s 

happened) with the weighting of the close out marks for how actions will be made to happen. This 

usually requires an assurance process to check and reinforce that the desired behaviours are taking 

place. 

 

 

 

 

 
 

Results 
As a result of the increased competency and measurement of investigation report quailty reinforcing 
the expectations, there has been an improvement in the quality of reports and the delivery of actions 
to embed change which in turn eliminates harm. The quality scores for Costain’s National Highways 
contracts increased by 15% during 2021 with no zero scores (missing reports) in the latest quarter. 
This in turn has aided lagging output indicators with 12 months worked across Costain’s (incl JV) 
National Highways contracts with no reportable incidents to June 2021 and improving trends seen in 
Lost Time Incidents and Utilty Frequency rates. 

 

   

   


