
According to the OSHA Act, every employer has a legal obligation 
to furnish a place of employment free from known hazards. Learn how to 
develop an effective proactive safety management system using time-
tested methods that have proven successful in all organizations. This course 
discusses critical elements of a successful safety management system, including 
developing safety programs, policies, plans, processes, and procedures.

Introduction to Safety 
Management



 

 

 

 

 

 

 

 

This page intentionally blank



 

 

OSHAcademy Course 700 Study Guide 

Introduction to Safety Management 

Copyright © 2022 Geigle Safety Group, Inc.  

No portion of this text may be reprinted for other than personal use. Any commercial use of 
this document is strictly forbidden. 

Contact OSHAcademy to arrange for use as a training document. 

This study guide is designed to be reviewed off-line as a tool for preparation to successfully 
complete OSHAcademy Course 700. 

Read each module, answer the quiz questions, and submit the quiz questions online through 
the course webpage. You can print the post-quiz response screen which will contain the correct 
answers to the questions. 

The final exam will consist of questions developed from the course content and module quizzes. 

We hope you enjoy the course and if you have any questions, feel free to email or call: 

OSHAcademy 

15220 NW Greenbrier Parkway, Suite 230 
Beaverton, Oregon 97006 
www.oshatrain.org 
instructor@oshatrain.org 
+1 (888) 668-9079 

 

Disclaimer 

This document does not constitute legal advice.  Consult with your own company counsel for advice on compliance with all applicable state and 

federal regulations. Neither Geigle Safety Group, Inc., nor any of its employees, subcontractors, consultants, committees, or other assignees 

make any warranty or representation, either express or implied, with respect to the accuracy, completeness, or usefulness of the information 

contained herein, or assume any liability or responsibility for any use, or the results of such use, of any information or process disclosed in this 

publication. GEIGLE SAFETY GROUP, INC., DISCLAIMS ALL OTHER WARRANTIES EXPRESS OR IMPLIED INCLUDING, WITHOUT LIMITATION, ANY 

WARRANTIES OF MERCHANTABILITY OR FITNESS FOR A PARTICULAR PURPOSE.  Taking actions suggested in this document does not guarantee 

that an employer, employee, operator or contractor will be in compliance with applicable regulations. Ultimately every company is responsible 

for determining the applicability of the information in this document to its own operations. Each employer’s safety management system will be 

different.  Mapping safety and environmental management policies, procedures, or operations using this document does not guarantee 

compliance regulatory requirements.  

Last revised: November 29, 2022 

 

mailto:instructor@oshatrain.org


 

 

 

 

 

 

 

 

This page intentionally blank



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 1 of 101 

Contents 

Course Introduction ........................................................................................................................ 7 

Management's Responsibility ..................................................................................................... 7 

Safety is Smart Business! ............................................................................................................ 7 

The Eight Elements of a Safety Management System ................................................................ 7 

Getting Started ............................................................................................................................ 8 

Module 1: Commitment and Leadership ........................................................................................ 9 

Introduction ................................................................................................................................ 9 

Top Management Commitment ............................................................................................... 10 

It's "Safety Only," not "Safety First" ......................................................................................... 11 

Social obligation .................................................................................................................... 11 

Financial obligation ............................................................................................................... 11 

Legal obligation ..................................................................................................................... 12 

Leadership and Culture ............................................................................................................. 12 

Tough-coercive leadership ........................................................................................................ 12 

Tough-controlling leadership .................................................................................................... 13 

Tough-caring leadership ........................................................................................................... 15 

Commitment vs. Support .......................................................................................................... 16 

Leaders get what they give! ...................................................................................................... 16 

Vision and Mission Statements ................................................................................................. 17 

Sample Vision Statement ...................................................................................................... 17 

Sample Mission Statement ................................................................................................... 17 

Reactive Approach to Safety ..................................................................................................... 18 

Reactive Strategies .................................................................................................................... 18 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 2 of 101 

Examples ............................................................................................................................... 18 

Proactive Approach to Safety ................................................................................................... 19 

Proactive Strategies .................................................................................................................. 19 

Proactive Safety Programs .................................................................................................... 19 

Goals and Objectives ................................................................................................................. 20 

Goals ......................................................................................................................................... 20 

Objectives.................................................................................................................................. 20 

How to Write Operational Objectives .................................................................................. 20 

Direct and Indirect Costs ........................................................................................................... 21 

Safety Pays! ............................................................................................................................... 23 

Annual Return on Investment (ROI) in Percent ........................................................................ 23 

Payback Period in Months ........................................................................................................ 23 

Plan the Work, Work the Plan .................................................................................................. 23 

Module 2: Element 2- Accountability ........................................................................................... 25 

Introduction .............................................................................................................................. 25 

What is Accountability? ............................................................................................................ 25 

The Six Elements of an Effective Accountability System .......................................................... 26 

Element 1:  Formal Standards of Performance .................................................................... 26 

Element 2: Adequate Resources and Psychosocial Support ................................................ 27 

Element 3: A System of Performance Measurement ........................................................... 28 

Accountability and Control ....................................................................................................... 30 

Element 4: Application of Effective Consequences .............................................................. 31 

What is a Consequence? ....................................................................................................... 31 

Is There Any Escape from Consequences? ............................................................................... 31 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 3 of 101 

Positive and Negative Reinforcement ...................................................................................... 32 

Positive Reinforcement ......................................................................................................... 32 

Negative Reinforcement ....................................................................................................... 33 

Positive and Negative Punishment ........................................................................................... 34 

Positive Punishment ............................................................................................................. 34 

Negative Punishment ............................................................................................................ 34 

Why Recognition Programs Fail ............................................................................................ 34 

Ignoring ..................................................................................................................................... 35 

Element 5:  Appropriate Application of Consequences ............................................................ 36 

Criteria for appropriate consequences ..................................................................................... 36 

Justified Consequences ............................................................................................................. 36 

“Five Stars” Leadership is the Key ............................................................................................ 36 

Impact and Consequences ........................................................................................................ 38 

Position and Consequences ...................................................................................................... 38 

Consistent Application of Consequences ................................................................................. 38 

Element 6: Continuous Evaluation of the Accountability System ............................................ 38 

Evaluating for Accountability .................................................................................................... 39 

Module 3: Involvement ................................................................................................................. 40 

Introduction .............................................................................................................................. 40 

Employee Involvement ............................................................................................................. 40 

Successful Recognition Programs ............................................................................................. 41 

Recognition and Rewards ..................................................................................................... 42 

Effective Recognition - Simple and Sincere .............................................................................. 43 

You Get What You Give ............................................................................................................. 43 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 4 of 101 

Reactive Safety Incentive Programs ......................................................................................... 44 

Hiding Injuries ........................................................................................................................... 44 

Proactive Safety Recognition Programs .................................................................................... 45 

The Benefits of Proactive Programs ..................................................................................... 46 

What about the suggestion box? .......................................................................................... 47 

Module 4: Element 4: Effective Communication .......................................................................... 49 

Introduction .............................................................................................................................. 49 

Return to Sender ....................................................................................................................... 49 

How it Works ......................................................................................................................... 49 

Content vs. Relationship Communications ............................................................................... 50 

Content-What is Said ............................................................................................................ 50 

Relationship-How it is Said ................................................................................................... 50 

It’s Not What You Say, It’s How You Say It! .............................................................................. 51 

Scenario 1 .................................................................................................................................. 51 

Scenario 2 .................................................................................................................................. 51 

I’m Okay - You’re Okay .............................................................................................................. 52 

Important Responsibility! ......................................................................................................... 53 

Imagine Motivated Employees ................................................................................................. 53 

Module 5: Element 5- Hazard Identification and Control ............................................................ 54 

Introduction .............................................................................................................................. 54 

Look Around Your Workplace ................................................................................................... 54 

Step 1 - Identifying Hazards .................................................................................................. 55 

Step 2 - Analyzing Hazards .................................................................................................... 55 

Step 3 - Controlling Hazards ................................................................................................. 55 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 5 of 101 

Step 1: Identifying Hazards ....................................................................................................... 55 

Safety Inspection ................................................................................................................... 56 

The Safety Inspection’s Flaw ................................................................................................. 57 

Inspection Checklists ............................................................................................................. 57 

Observation ........................................................................................................................... 58 

Step 2: Analyzing Hazards and Exposure .................................................................................. 60 

Job Hazard Analysis (JHA) ..................................................................................................... 61 

Step 2: Analyzing Hazards and Exposure (Continued) .............................................................. 61 

Incident/Accident Investigation ............................................................................................ 61 

Step 3: Controlling Hazards and Exposure ................................................................................ 62 

Hazard Controls ..................................................................................................................... 62 

Exposure Controls ................................................................................................................. 63 

The Missing Guardrail ............................................................................................................... 63 

Ownership: A Key Principle ................................................................................................... 64 

Module 6: Element 6- Accident Investigation .............................................................................. 65 

What's the difference? ......................................................................................................... 65 

Accident Scenario...................................................................................................................... 69 

Secure the Scene ....................................................................................................................... 69 

Gathering Facts ......................................................................................................................... 69 

Interviewing .......................................................................................................................... 69 

Other Methods...................................................................................................................... 70 

Determine the Sequence of Events .......................................................................................... 71 

Actor and Action ................................................................................................................... 71 

Sample Sequence of Events .................................................................................................. 72 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 6 of 101 

Determine the Causes ............................................................................................................... 73 

Surface Causes .......................................................................................................................... 73 

The Accident Report ................................................................................................................. 74 

Module 7: Element 7: Education and Training ............................................................................. 77 

Introduction .............................................................................................................................. 77 

The Big Picture .......................................................................................................................... 77 

OSHA Training Requirements ................................................................................................... 77 

Beyond OSHA Compliance ........................................................................................................ 79 

Education, Training, and Experience ........................................................................................ 79 

The KSA Education Process ....................................................................................................... 79 

Educate to Show Why ............................................................................................................... 80 

Train to Show How .................................................................................................................... 81 

The Importance of Instruction .................................................................................................. 82 

The Safe On-The-Job Training (OJT) Process ............................................................................ 83 

Module 8: Element 8: Continuous Improvement ......................................................................... 89 

Introduction .............................................................................................................................. 89 

The Deming Cycle ...................................................................................................................... 90 

Deming's  14 Points Applied to Safety ...................................................................................... 91 

Competitive Safety Incentive Programs ................................................................................... 97 

Bringing Management and Labor Together .............................................................................. 97 

 

 

  



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 7 of 101 

Course Introduction 

Management's Responsibility 

According to the OSHA Act every employer has a legal obligation to furnish employment (work) 

and a place of employment (workplace) free from known hazards that could cause serious 

injury or death. 

This course is designed to give you some ideas to help meet that obligation and apply effective 

management principles to the function of workplace safety. The ultimate goal is to help you 

understand these principles so that it affects your thinking, beliefs, decision and finally your 

actions to improve your company's safety management system and leadership culture. 

Safety is Smart Business! 

If you want to reduce the costs and risks associated with workplace injuries, illnesses and 

fatalities, you should place as much emphasis on safety and health in your workplace as you do 

on other management issues such as production, sales, transportation and quality control. The 

old phrase, "Safety First", may sound nice, but safety is more effective if it's thought to be a 

priority. In a highly competitive environment, priorities can change rapidly. To survive, a 

company must both produce and be safe. Turn safety into a core value that never changes. 

Change "Safety First" to "Safety Only."  

"Safety Only" emphasizes the idea that it's fine to produce as hard and fast as you can if you 

can do it safely. High productivity is desired, but if a safety hazard or practice is discovered that 

might cause serious physical harm or death, it should be corrected immediately, even if that 

means shutting down production. That's commitment to safety! 

The Eight Elements of a Safety Management System 

In this course, each of the modules will discuss one of OSHAcademy's eight elements of an 

effective Safety Management System (SMS). Each of the elements listed below are critical to 

the success of the SMS.  

1. Commitment and Leadership 

2. Accountability 

3. Safety Involvement 

4. Safety Communications 

https://www.osha.gov/pls/oshaweb/owasrch.search_form?p_doc_type=OSHACT
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5. Hazard Identification & Control 

6. Accident Investigation 

7. Education and Training 

8. Continuous Improvement 

Getting Started 

• Study the key elements of an effective safety and health program covered in this course 

and come up with a plan to suit your individual workplace. 

• Decide exactly what you want to accomplish, and determine what steps are necessary 

to achieve your goals. 

• Some of the elements may already exist, needing only minor changes to make them 

more effective. 

• Next, plan how and when each step will be carried out and who will do it. If your 

company has a safety committee, its members can be a great help in this effort. 

• Put the plan in writing. It's smart to put your plan in writing so everyone can read it and 

get involved. 

OSHA has developed a Safety and Health Program Advisor that will help you analyze and 

evaluate your organization's safety and health management system. We encourage you to use 

this resource. 

  

http://www.osha.gov/dts/osta/oshasoft/index.html
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Module 1: Commitment and Leadership  

Introduction 

Suppose you want to reduce the costs and risks associated with workplace injuries, illnesses, 

and fatalities. In that case, you should place as much emphasis on safety and health as you do 

on other management functions such as production, sales, transportation, and quality control. 

The first big step in this effort is to design, develop, and deploy an effective Safety Management 

System (SMS) and that is seamlessly integrated into the corporate management system. 

An effective SMS will include the following characteristics: 

• Vision: The SMS will reflect management's vision for safety that tells the world what the 

company believes about itself. The corporate vision influences an organization's 

strategic goals and objectives. 

• Mission statement: The SMS mission tells the world why it exists, its purpose, and what 

it does to achieve that purpose. 

• Goals and Objectives: Goals and objectives are the long-term strategies and short-term 

tactics the company uses to achieve its SMS mission and vision. 

• Structure: The SMS structure is determined by how it is designed. It includes a 

description of management positions and programs. The structure usually includes a 

safety manager, line/staff managers, supervisors, and a safety committee. 

• Performance: The SMS will behave in a way that reflects quality of leadership and 

performance. Performance quality is dependent on the effectiveness of policies, 

programs, written plans, processes, procedures, practices, budgets, rules, and reports. 

• Outcomes: Outcomes describe the results of the SMS's performance. They are 

dependent on the SMS performance, so you cannot NOT have outcomes. They include 

the quality of employee morale, training, supervision, resources, and accident rates. 

Outcomes are quantified using leading and lagging indicators. 

OSHA has developed Recommended Practices for Safety and Health Programs that will help you 

analyze and evaluate your organization's SMS. We encourage you to use this valuable resource. 
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1. What must employers do when developing a safety management system to help 

ensure it's effective?  

a. Emphasize the measurement of lagging indicators 

b. Integrate the SMS into the corporate management system 

c. Start with a "zero accidents" program 

d. Have a tough-controlling leadership style 

Top Management Commitment 

It's essential to the success of your company's safety and health program that top management 

demonstrates not only an interest but a long-term serious commitment to protect every 

employee from injury and illness on the job. Below are a few indicators of top management 

commitment to the SMS: 

Survey your company's safety management system to determine the status of each indicator. 

Managers indicate a commitment to safety when they: 

• write safety vision, mission, goals, objectives, and policy statements; 

• write long-term strategies and short-term tactics for achieving safety objectives; 

• provide safety budgets, staffing, and facilities for training and meetings; 

• set an example of good safety practices, e.g., wearing personal protective equipment; 

• personally conduct safety audits, inspections, and investigations; 

• participate in safety committee activities; and 

• regularly attend safety activities outside the company. 

Management commitment to safety will occur when each manager understands the positive 

benefits of their effort. Understanding the benefits creates a strong desire to improve the 

company's safety culture. Managers invest serious time and money into effective safety 

management by applying each of the elements in the SMS 
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It's "Safety Only," not "Safety First" 

The commonly seen phrase, "Safety First," may sound nice but it's not truly effective. Safety is 

most effective when it's considered a core value, not merely a priority. Priorities can easily 

change, especially when the going gets tough. Core values do not change, no matter what: 

change "Safety First" to "Safety Only." 

"Safety Only" emphasizes the idea that it's fine to produce as hard and fast as you can, as long 

as you can do it safely. If a safety issue is discovered that might cause serious physical harm or 

death, correct it immediately, even if that means shutting down production. That's 

commitment to safety! 

2. The safety management system will be most effective when safety is _____. 

a. included as a cost of doing business 

b. considered a core value 

c. properly prioritized 

d. in compliance with OSHA 

Why Managers Make a Commitment to Safety 

Managers make a commitment to safety to fulfill one or more corporate obligations. They 

invest time and money in safety to fulfill one or more of the following obligations: Social, 

Financial, and Legal.  

Social obligation 

Commitment to fulfill this obligation is most effective in the long term. Managers realize that 

long-term corporate survival depends on more than maximizing short-term profits. They tend 

to value and tap into the creative potential of each employee. They perceive safety as a core 

corporate value that does not change when the going gets tough. When managers value safety 

at this level, they naturally do safety to fulfill the other obligations. 

Financial obligation 

Commitment to safety to meet this obligation can be quite effective because it makes good 

financial sense. Managers are motivated to invest in safety because they understand the 

financial benefits of an effective safety culture. They feel obliged to operate the business in a 

financially prudent manner. They do whatever needs to be done to manage safety costs. Safety 

may be given a high priority if it pays for itself or actually saves money. However, when 

managers believe safety is just "the cost of doing business," they may give it a lower priority. 
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Legal obligation 

Commitment to safety is given only to fulfill minimum legal requirements. Consequently, this is 

the least compelling reason for doing safety. Managers want to stay out of trouble, so they do 

only what has to be done to meet OSHA requirements. Safety is not a priority or value but 

thought of as just the cost of doing business. Safety strategies are typically reactive because 

safety is not a problem unless there is an accident. OSHA may be considered the "bad guy" 

because management doesn't understand how OSHA works. 

Leadership and Culture 

Every day, employees, supervisors, and managers have many opportunities to communicate 

and act in ways that show safety leadership. Unfortunately, these opportunities may go 

unanswered because they do not see them as opportunities that demonstrate leadership and 

benefit the organization. 

Most employees at all levels of the organization are good people trying to do the best they can 

with what they've got. The problem is, they don't always have the physical resources and 

psychosocial support required to achieve the best results. Ultimately, the workplace culture 

must support effective safety management and leadership. 

Employees perceptions of "the way things are around here" can exert a great influence on 

leadership styles. We can associate three basic leadership styles managers use to meet the 

obligations discussed above. Let's look at these leadership styles. 

3. Managers who perceive safety as a core value are most likely to fulfill the company's 

_____. 

a. social obligation 

b. financial obligation 

c. legal obligation 

d. employee obligation 

Tough-coercive leadership 

Managers with a tough-coercive leadership style are tough on safety to protect themselves 

from litigation and OSHA citations. Their motivated by a need to fulfill their legal obligations 

and that's it. Tough-coercive leadership has the following characteristics: 
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• The manager's approach to controlling performance may primarily rely on the threat of 

punishment. 

• The culture is fear-driven because management resorts to an accountability system that 

emphasizes negative consequences. 

• What managers do and say communicate messages that create negative untrusting 

relationships with employees. 

• Employees perform only to the level that avoids negative consequences. They will 

comply, but excellent performance is rare. 

• Employee turnover is high due to the lack of job satisfaction and increased stress. 

Here are some examples of what a tough-coercive leader might communicate to employees: 

• "If I go down, I'm taking you all with me!" 

• "If you report hazards, you will be labeled a complainer." 

• "If you violate any safety rule, we'll fire you on the spot!" 

As you might guess, fear-driven cultures, by definition cannot be effective in achieving world-

class safety because employees work only to avoid a negative consequence. Bottom-line: a 

fear-driven safety culture will not work. It can't be effective at any level of the organization. It 

may be successful in achieving compliance, but that's it. 

4. Which of the following would be the primary motivation for a tough-coercive 

leadership approach? 

a. To fulfill the company's legal obligation 

b. To fulfill the company's financial obligation 

c. To fulfill the company's social obligation 

d. To fulfill the company's employee obligation 

Tough-controlling leadership 

Managers using a tough-controlling leadership approach are tough on safety primarily to 

control losses. They consider safety as a "loss control" function. They may have high standards 
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for behavior and performance and feel the need for tight control of all aspects of work to 

ensure compliance. 

Tough-controlling leadership approach has the following characteristics: 

• It is considered the "traditional" management model. 

• Management is interested in effective safety to successfully reduces injuries and 

illnesses, thereby cutting production costs. 

• Managers may rely on a balance of negative and positive reinforcement to control 

behaviors. 

• Tight control is necessary to achieve numerical goals. 

• Communication is typically top-down and information is used to control. 

• A safety "director" is usually appointed to act as a cop: responsible for controlling the 

safety function. 

• The safety culture is less fear-based, yet compliance is still the primary safety goal.  

Examples of what you might hear from a tough-controlling leader include: 

• "If you have an accident, you'll be disciplined." 

• "If you don't have an accident, you won't lose your bonus." 

• "If you comply with safety rules, you will be recognized." 

5. Why are tough-controlling leaders tough on safety? 

a. To scare employees to work safely 

b. To get rid of non-performing workers 

c. To control losses 

d. To create a fear-based culture 
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Tough-caring leadership 

Tough-caring leaders are tough on safety because they care about the success of their 

employees first. This approach is similar to the more familiar "servant-leader" model in which 

leaders serve those they lead.  

The tough-caring leadership model represents a major shift in leadership and management 

thinking from the tough controlling model. tough-caring leaders focus on supporting employees 

to achieve excellence.  

How supervisors and managers demonstrate a tough-caring leadership style: 

• They understand that complying with the law, controlling losses, and improving 

production can be assured if employees are motivated, safe, and able. 

• They understand that they can fulfill their commitment to external customers by 

fulfilling their obligations to employees. 

• Communication is typically all-way: bottom-up as well as top-down. 

• Information is used to share so that everyone succeeds. 

• All supervisors and managers are responsible for safety. The safety manager is 

considered a consultant, not a cop. 

• A high level of safety involvement, ownership, mutual respect, and trust exists between 

labor and management. 

Supervisors and managers exhibit tough-caring leadership in many ways. 

What they say: 

• "If you comply with safety rules, report injuries, and hazards, I will personally recognize 

you." 

• "If you get involved in the safety committee, you will be more promotable." 

• "If you suggest and help make improvements, I will personally recognize and reward 

you." 

What they do: 

https://www.greenleaf.org/what-is-servant-leadership/
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• Supervisors will regular recognize and reward employees who demonstrate safety 

excellence. 

• Managers get involved in safety committee operations, inspections, and investigations. 

• Top executives commit the necessary funding for safety training, PPE, and other 

equipment. 

6. In the tough-caring leadership model, communication is _____. 

a. one-sided 

b. all-way 

c. lacking 

d. used as a tool for discipline 

Commitment vs. Support  

Leaders in top management may communicate their support for safety. However, the real test 

for commitment is the degree to which management acts on its support with serious 

investments in time and money. When management communicates their interest in safety, but 

does not follow through with action, they merely express support, not commitment. 

Leaders get what they give! 

Genuine commitment expresses tough-caring leadership by example. Integrity, character, and 

self-discipline are values that all managers seek in their employees. 

Employees will demonstrate these important attributes when (and only when) they see 

management exhibiting these values first. Great leaders truly care about those they lead. What 

better way to demonstrate leadership than by providing a safe and healthful place of work for 

all employees? 

Just food for thought: If you're a manager or supervisor, ask yourself, "Do I really like my 

people?" If the answer isn't yes, start now to rethink your opinion because it's almost 

impossible to demonstrate caring leadership if you don't actually like your people. 

 "We choose to have zero injuries. We choose to have zero injuries this day and do this, not 

because it is easy, but because it is hard, because that goal will serve to organize and measure 

the best of our energies and skills, because that challenge is one that we are willing to accept, 
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one we are unwilling to postpone, and one which we intend to win, because we care for 

ourselves and others too." S. Farnham, Safety Manager, Contrack, International 

Serious Commitment = Serious time and money. 

 

7. How does management demonstrate a real commitment to safety? 

a. They communicate the importance of safety 

b. They commit serious time and money to safety 

c. They talk about safety on every occasion 

d. They put safety sign in the work area 

Vision and Mission Statements 

The vision statement lets the employee and customer know who you are by defining the role 

your company plays and what its basic values are. The vision statement reflects the corporate 

culture. One way to understand corporate culture is to think of it as the company's unique 

"personality" setting it apart from all others. 

Sample Vision Statement 

XYZ Widgets values its "relationship with customer" above all. To be successful we treat all 

employees as valued internal customers. We respect their ideas, value their work, and provide 

whatever is needed so that they may accomplish excellence in a safe-productive manner. Doing 

this empowers our employees so that they may manifest our values daily with our external 

customers. 

The mission statement tells the world what you do -- why your company exists, by stating its 

intended purpose. The mission statement lets everyone know what your company's product or 

service is; who its customers are; what its service territory is. 

Sample Mission Statement 

It is the mission of XYZ Widgets to safely manufacture and deliver the highest quality megalithic 

cyberwidgets to our valued customers throughout the world. 

If your company doesn't have a mission statement, try to develop one and convince 

management of the benefits that will result from a written mission statement. Now let's take a 

look at two basic approaches employers may adopt in safety and health program management. 
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8. The _____ tells everyone what you do and the _____ lets everyone know who you 

are. 

a. safety values statement, safety program 

b. safety management system, company policy 

c. vision statement, mission statement 

d. mission statement, vision statement 

Reactive Approach to Safety 

It's sad but true. Some employers think they can rely on reactive "firefighting" strategies that 

deal with safety problems as they come up. This approach to safety management is considered 

"reactive" because it assumes: 

• accidents just happen; 

• there's not much that can be done about it; and 

• accident costs are among the many other unrecoverable costs of doing business. 

Consequently, these employers place most of their effort into reacting to accidents after they 

occur. The goal is to minimize the costs of an injuries and illnesses on the company. Employers 

think they'll save money by using this approach. 

Reactive Strategies 

A reactive approach to safety uses strategies always costs the company much more. Why? In 

addition to the costs of prevention, the employer must also pay the direct and indirect accident 

costs. 

Examples 

• Accident investigation to determine blame — never uncovers root causes. 

• Early return to work program — only activate after an accident. 

• Incentive programs that reward for not reporting accidents — "Accident-Free Days" 

program. 

  

https://www.oshatrain.org/courses/pages/700costs.html
https://www.oshatrain.org/courses/pages/700costs.html
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9. Which of the following strategies cost less in the long term? 

a. Reactive strategies 

b. Proactive strategies 

c. OSHA strategies 

d. NIOSH strategies 

Proactive Approach to Safety 

Many employers adopt a "proactive" approach to safety management that emphasizes 

preventive strategies. A proactive solution anticipates and corrects hazardous conditions and 

practices to prevent accidents. 

Employers will do whatever it takes to make sure accidents never happen because they 

consider safety a core value "chiseled in stone" rather than a priority that can be easily lowered 

if the going gets tough. 

This approach is considered "proactive" because it assumes: 

• there is no excuse for accidents; 

• there are many preventive solutions; and 

• in the long term, money and lives are always saved by preventing accidents 

Proactive Strategies 

A proactive approach to safety uses strategies are less expensive than reactive strategies in the 

long term because employers make investments that result in potentially huge returns. 

Proactive Safety Programs 

• Incident/Accident analysis to determine root causes 

• Hazard investigation — inspections 

• Wellness program 

• Incentive/Recognition program that rewards safe behavior 

• Safety committees/teams 
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• Education and Training 

• Job Hazard Analysis 

• Hazard communication program 

• Lockout/Tagout program 

• Confined Space program 

10. Which of the following approaches anticipates and corrects hazardous conditions 

and practices to prevent accidents? 

a. Reactive approaches 

b. Proactive approaches 

c. Positive approaches 

d. Punitive approaches 

Goals and Objectives 

So now you have a vision and mission statement developed. The next step is to proactively 

develop some goals and objectives to improve your company's safety and health program. The 

problem is, most people think goals and objectives are the same thing: They're not.  

Goals  

Goals are short unstructured statements and are easy to write. They're nothing more than 

wishes. For instance, a goal might be to: 

• "Promote the safety suggestion program" 

• "Get everyone trained"  

Objectives  

On the other hand, objectives are structured statements that provide much more detail. 

Objectives should be structured so they're SMART: Specific, Measurable, Action-oriented, 

Relevant, and Timely.  

How to Write Operational Objectives 

Properly written objectives should have the following elements present: 
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• They start with an action verb. (Decrease, increase, improve, etc.) 

• They specify a single key result to be accomplished. 

• They state a quantifiable change. Uses numbers to measure the desired change. (i.e., 

50% increase) 

• They specify a target date. This is the date the objective is to be met. 

Examples of operational objectives: 

• Increase the number of safety suggestions by 25% for each of the next two quarters. 

• Perform a joint labor-management safety inspection in each department by the end of 

this month. 

• Conduct a 4-hour lockout-tagout safety training course for all maintenance employees 

within three months. 

• Write a Job Hazard Analysis (JHA) for all hazardous tasks in the production plant by June 

1st. 

Work with the safety committee to share the goals and objectives with everyone in the 

company. By the end of this course, you should be able to think of many more ways to increase 

management commitment. 

11. Which of the following statements is written as an objective? 

a. Improve safety and health awareness through increased training. 

b. Gain credibility with the local community. 

c. Lower our workers compensation costs this year. 

d. Lower the number of serious accidents by 20% by the end of the year. 

Direct and Indirect Costs 

When discussing the bottom-line benefits of safety with management, they must understand 

the relationship between indirect and direct accident costs. 
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• Direct Costs, or insured costs, are those costs covered by workers compensation 

insurance, other minor medical costs, and direct damage expenses for the accident. The 

company pays insurance to cover these costs. 

• Indirect Costs, or uninsured costs, refer to production time lost by the injured employee, 

fellow workers, and supervisors; spoiled product, unhappy customers; cleanup time; 

schedule delays; training new employees; overhead costs; legal fees and an increase in 

insurance costs. 

According to the National Safety Council, when considering all industries nationally, the 

average direct and indirect claim costs for a lost-time injury is over $40,000, and a fatality can 

cost over $1 million. 

Indirect/Direct Cost Ratios 

Indirect costs average 2.7 times the direct costs. However, it's important to understand that 

indirect costs may be much higher. Here are three important points to remember when 

estimating indirect to direct accident cost ratios: 

• Generally, the lower the direct cost, the higher the ratio between the indirect and direct 

costs. Because there is no such thing as a "typical" injury, indirect costs can be difficult 

to compute. The Department of Labor puts the ratio of indirect to direct costs anywhere 

from 1:1 to 20:1. 

• Suppose accidents occur at labor-intensive operations where more investment is made 

in labor than capital assets. In that case, lower indirect/direct cost ratios will likely be 

experienced. 

• Suppose accidents occur at labor-intensive operations where more investment is made 

in labor than capital assets. In that case, lower indirect/direct cost ratios will likely be 

experienced. 

12. Typically, the indirect costs of accidents average _____ the amount of direct costs. 

a. 1.5 times 

b. 2.7 times 

c. 3.5 times 

d. 4.7 times 

https://www.oshatrain.org/courses/pages/700costs.html


Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 23 of 101 

Safety Pays! 

Take a look and download OSHA's Safety Pays software program that can be helpful in 

determining direct and indirect cost. 

Annual Return on Investment (ROI) in Percent  

Management may ask you what the Return on Investment (ROI) will be for an investment in 

safety. Let's say you recommend a $4,000 investment in taking corrective action to eliminate a 

hazard that could cause an injury resulting in accident costs of $36,000. To determine the ROI:  

1. Divide $36,000 accident cost by $4,000 investment which gives you 9. 

2. To express the result as a percentage, multiply 9 by 100 to arrive at a %ROI of 900 

percent. Now that is a great return! 

(COST ÷ INVESTMENT) X 100 = % ROI 

($36,000 ÷ $4,000) X 100 = 900% ROI 

Payback Period in Months  

Management may also want to know how long it will take to pay back the $4,000 investment. 

To determine the payback period: 

1. Divide the accident cost of $36,000 by 12 months to arrive at $3,000 per month in 

potential accident costs. 

2. Divide the investment of $4,000 by monthly accident cost of $3,000 and you'll see that 

the $4,000 investment will be paid back in only 1.33 months. 

INVESTMENT ÷ (COST ÷ MONTHS) = # MONTHS 

$4,000 ÷ ($36,000 ÷ 12 MONTHS) = 1.33 MONTHS 

What does it mean? The investment is actually saving the company money in a little over five 

weeks! That's a "no-brainer." 

Plan the Work, Work the Plan 

Now you have some ammunition to help motivate and increase top management commitment 

to make an investment in safety. You'll receive many more tips and ideas about this throughout 

the course. An important step in making sure the above ideas are effectively applied is to 

https://www.osha.gov/dcsp/smallbusiness/safetypays/
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develop an action plan to get top management commitment. An action plan is nothing more 

than a set of long-term strategies and short-term tactics ("how" statements). 

If you want, take a closer look at some key elements of an effective recommendation.  

13. If an investment of $5,000 is needed to correct a hazard that is certain to cause an 

accident within one year, and the employer would realize a total cost of $25,000 to 

cover the accident, what would be the Return on Investment (ROI)? 

a.  50 percent 

b. 500 percent 

c. 25 percent 

d. 250 percent 

 

  

https://www.oshatrain.org/courses/pages/700recommend.html
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Module 2: Element 2- Accountability 

Introduction  

Accountability ranks right at the top with management commitment as a critical element in a 

company's safety and health management system. Accountability is one of the answers to the 

question, "why do we behave the way we do in the workplace?" So, we must understand what 

it is and how it should work as part of the safety management system. 

Management may impose all kinds of safety policies, programs, written plans, directives, rules, 

and training on the workforce, but as you'll soon learn, none of that effort will matter unless 

the appropriate application of effective consequences within a culture of accountability exists: 

only then will desired behaviors be sustained. Employees must believe they will be held 

accountable for their decisions and actions, or the safety management system is ultimately 

doomed to failure. 

1. Desired safety behaviors will be sustained only through the appropriate application 

of _____. 

a. total enforcement 

b. effective consequences 

c. zero tolerance 

d. behavioral controls 

What is Accountability?  

You hear the terms "responsibility" and "accountability" a lot when dealing with safety and 

health, and sometimes people speak as though the two terms have the same meaning. But, as 

used in OSHA standards and throughout our courses, these two terms have very different 

meanings. Let's find out why. 

Go get your dictionary. You'll find responsibility and accountability defined something like:  

• Responsible - expected or obliged to account for or answer to; involving obligation or 

duties. Responsibility - able to account for or answer to.  

• Accountable - responsible; liable; legally bound or subject to giving an account (or 

explanation), answerable. Accountability - able to give account or answer to.  

If you examine only these two definitions, it's understandable why we might conclude that 

these two terms have virtually the same meaning. However, the notion of being "liable or 
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legally bound" sets accountability apart. When applying these two concepts to management in 

the workplace, they take on very important and distinct differences in meaning and application.  

• Responsibility may be thought of as simply the "obligation to fulfill a task." To be 

responsible, you need only be assigned one or more duties.  

• Accountability may be thought of as establishing the "obligation to fulfill a task to 

standard or else." When you are held accountable, your performance is measured 

against some specific criteria or standard and consequences are applied appropriate to 

the level or quality of performance.  

2. Your performance is measured, and consequences are applied by the employer 

when you are _____. 

a. held accountable 

b. assigned responsibility 

c. designated 

d. authorized 

The Six Elements of an Effective Accountability System  

Accountability is one of the most important elements within the safety management system. 

The safety manager and safety committee may use the guidelines in the six elements of an 

accountability system to help design, develop, and deploy an effective accountability system. 

With that in mind, let's take a look at each of the six elements. 

Element 1:  Formal Standards of Performance  

To ensure effective accountability in an SMS, employers should first establish formal 

performance standards that: 

• Safety policies and disciplinary procedures should be clearly stated in writing and made 

available to everyone; 

• educate all employees on these policies and procedures; and 

• require initial and annual certification that employees have read, understand, and will 

comply with safety policies and procedures. 
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Safety policies and disciplinary procedures must be clearly stated in writing and made 

available to everyone. 

If performance standards are not established and clearly communicated to employees, an 

effective accountability system is impossible. Management may not be justified in 

administering discipline without clearly written and communicated standards. 

3. Management may NOT be justified in administering discipline _____. 

a. unless they have received competent-person training 

b. if OSHA does not approve the accountability program 

c. without clearly written and communicated standards 

d. unless top executives participate 

Element 2: Adequate Resources and Psychosocial Support  

Before employers are justified in administering appropriate consequences, they should first 

provide their employees with the means and methods to achieve the standards of performance 

that have been established. Employers should provide a safe and healthful physical workplace 

and supportive psychosocial workplace environment. 

Physical resources: These resources help to ensure safe and healthful conditions and 

exposures. Examples include: 

• safe tools, equipment, and machinery, 

• non-hazardous materials, 

• ergonomic workstations, and 

• well-designed facilities. 

Psychosocial support: Examples of psychosocial factors that increase stress include job 

dissatisfaction, monotonous work, the pressure to work fast, limited job control, and lack of 

positive consequences. Psychosocial support that can reduce stress includes: 

• safety education and training, 

• reasonable work schedules and production quotas, 
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• human resource programs, 

• safe work procedures, 

• competent management, and 

• tough-caring leadership. 

4. Before employers are justified in administering discipline, they should first ensure 

they have provided _____. 

a. complete control of the work environment 

b. adequate physical resources and psychosocial support 

c. policies that limit decision-making 

d. a hazard-free work environment 

Element 3: A System of Performance Measurement  

When applied to safety behavior and performance, being held accountable demands more than 

simply being answerable. In an effective accountability system the results of safety 

performance are measured regularly and often. 

Measurement processes include informal and formal observations. However, effective 

measurement means more than merely observing behaviors. It also includes measuring: 

• Leading indicators – those that measure proactive behaviors that occur before 

accidents that help to prevent them, and 

• Lagging indicators – those that measure reactive behaviors that occur only after an 

accident has occurred. 

Holding managers, supervisors, and employees accountable for proactive behaviors through 

positive recognition given often best helps to improve the safety management system and 

culture. Below are examples of proactive-leading indicators and reactive-lagging indicators at 

the management, supervisory, and employee levels. 

Managers: Unfortunately, measurement at this level focuses most often on reactive-lagging 

indicators of behaviors over which managers actually have little direct control. 
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This situation may cause top managers to pressure supervisors to hold down the number of 

accidents in their departments –. again, a result over which they have little control. 

Proactive leading indicators measure: 

• The development of effective safety policies, programs, processes, and procedures 

• The provision of physical resources and psychosocial support 

Reactive lagging indicators measure: 

• Injury and accident rates 

• Annual Experience Modification Rates (MOD Rates) 

Supervisors: Like managers, supervisors may not be able to control the results of employee 

performance in their work area. They do, however, have the ability to control their personal 

supervisory activities. 

Proactive leading indicators measure: 

• Percentage of trained department employees 

• Rate at which scheduled preventive maintenance tasks are completed 

Reactive lagging indicators measure: 

• Number of department injury accidents 

• Rate at which supervisors reprimand after accidents 

Employees: Employees have the ability to make choices about their own personal safety 

performance. If employees that have the knowledge, skills, and abilities necessary to perform, 

also have responsibility for that performance. Consequently, measurement at this level should 

focus safety performance. 

Proactive leading indicators measure: 

• Rate employees report near-miss incidents 

• Number of safety suggestions 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 30 of 101 

Reactive lagging indicators measure: 

• Number of instances of non-compliance 

• Rate at which employees report injury accidents 

5. Accident rates and other measures over which the employer has little control are 

called _____. 

a. resulting indicators 

b. leading indicators 

c. lagging indicators 

d. dependent indicators 

Accountability and Control  

A basic rule for developing accountability is that a person should be held accountable only if 

they have control, authority, and the ability to meet the stated performance standard. 

If managers, supervisors, and employees are held accountable for performance over which they 

have no control, they will try to gain control. That attempt may include inappropriate 

strategies. 

For example, a supervisor who's measured only on department accident rates may threaten to 

fire anyone who completes an OSHA 301 Incident Report. Not only is that supervisor's behavior 

counterproductive for the company, but it's also illegal! 

OSHA believes the employer has ultimate control of the operations and employees that make 

up the day-to-day work environment. Therefore, OSHA only measures employer performance 

and administers appropriate consequences if the employer fails to perform to standard. 

Therefore, OSHA does not cite employees. 

Although employees may have very little control over their responsibilities, they do have 

control over their personal behavior. Employees have the ability to make a choice to work safe, 

or to take chances. 
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6. When should a person be held accountable for an assigned responsibility? 

a. When a supervisor asks them to do something 

b. They should never be held accountable 

c. Only when management forces them to be responsible 

d. If that person has control, authority, and ability to fulfill that responsibility 

Element 4: Application of Effective Consequences  

What is a Consequence? 

A "consequence" is anything that happens because of something that happens. Another way to 

express it is to think of cause and effect: the initial behavior is the "cause" and the consequence 

is the "effect" of the cause. For every cause, there is an effect. 

In each example below, the initial behavior or action is the cause and the reaction is the effect 

or consequence. Let's look at some examples: 

• If you hit your thumb with a hammer (cause), the natural consequence is pain, injury, 

embarrassment, etc. (effect) 

• If you think safety is not important, you take unsafe shortcuts that can get you injured. 

• If a supervisor yells at you, you might yell back, apologize, go home, or even quit. 

Is There Any Escape from Consequences? 

Not in the workplace. It's important to understand there is no such thing as "no consequence" 

for an action. You cannot NOT have a consequence. For instance, if a supervisor thanks a 

worker for making a safety suggestion, the supervisor's recognition is a consequence (positive). 

If the supervisor ignores the worker who made the safety suggestion, the "act" of ignoring is 

also a consequence (negative). 

Every cause has an effect. Every action has a consequence. 

Effective consequences increase desired behaviors or decrease undesired behaviors. If 

employee safety performance meets or exceeds the standards set by the employer, some sort 

of recognition should follow. On the other hand, if the employee makes an informed choice not 

to comply with the company's safety rules, some sort of appropriate corrective action should 

follow.  
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7. Which of the following safety behaviors is proactive? 

a. Failing to report an accident 

b. Correcting a hazard 

c. Administering first aid 

d. Disciplining for noncompliance 

Positive and Negative Reinforcement 

There are various strategies for administering positive and negative consequences. Careful 

planning is critical to ensure consequences are effective. So, let's first take a look at positive and 

negative reinforcement, and why positive reinforcement is best in producing a world-class 

safety culture. 

Positive Reinforcement 

Positive reinforcement is the use of consequence strategies that attempt to increase the 

frequency of desired behaviors through positive recognition and/or reward. Workers think that 

if they so something well, they will get recognized. Consequences for safe behaviors that meet 

or exceed expectations usually include some form of positive recognition and/or reward. 

Important criteria to remember about positive reinforcement include: 

• It will increase desired behavior. 

• The desired behaviors may actually be safe or unsafe.  

• Workers perform to receive a positive consequence. 

• Workers may perform far beyond minimum standards - discretionary effort. 

• If the desired behavior is to work safe, no matter what - it's a success-based strategy. 

• If the desired behavior is to work fast, not necessarily safe - it's a failure-based strategy. 

• This strategy is more effective if the goal is to achieve a world-class safety culture. 

It's important to know that "desired" behaviors may not always be safe behaviors. 

Unfortunately, this may be true in some safety cultures were working fast rather than safe 

takes priority. This is especially true when the employer is under pressure to finish a project on 

time. 
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Here are some examples that show how perceived positive reinforcement can increase both 

safe and unsafe behaviors: 

• Safe behavior is reinforced: If you comply with safety rules, the supervisor thanks you. 

• Unsafe behavior is reinforced: If you take safety shortcuts to get work done ahead of 

schedule, your supervisor gives you time off. 

Negative Reinforcement  

Negative reinforcement is the use of consequence strategies that attempt to increase the 

frequency of desired behaviors by withholding perceived negative consequences. Workers 

think that if they do something the employer wants, they will avoid negative consequences. If 

safety is what the employer wants, these strategies will be less effective because workers are 

generally only trying to do what is necessary just to "stay out of trouble". Important criteria of 

negative reinforcement include: 

• Workers perform only to avoid the perceived negative consequence - nothing else. 

• The desired behavior may actually be safe or unsafe.  

• The intent is to increase desired behaviors by withholding an unwanted consequence. 

• Workers perform to minimum standard but not beyond: just enough to stay out of 

trouble. 

• The focus is on compliance, not excellence. - it's a fear-based strategy. 

• This strategy is less effective if the goal is to achieve a world-class safety culture. 

Once again, the outcome is dependent on the behaviors that the employer actually wants. 

Hopefully, the employer prioritizes safety, but that's not always the case. Here are some 

examples that show how perceived negative reinforcement can increase both safe and unsafe 

behaviors:  

• If you comply with safety rules, the supervisor says you won't be reprimanded. 

• If you take safety shortcuts to get work done ahead of schedule, your supervisor does 

not get upset. 
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8. Which of the following consequence strategies most likely causes workers to 

perform far beyond minimum standards? 

a. Positive reinforcement 

b. Negative reinforcement 

c. Negative punishment 

d. Positive punishment 

Positive and Negative Punishment 

Positive Punishment 

Positive punishment occurs when a worker's safety behavior or performance results in a 

perceived negative consequence that serves to decrease the probability of that behavior in the 

future.  

For instance, a supervisor might yell at a worker who is violating safety rules. If the worker 

stops violating safety, the supervisor ceases yelling. The supervisor's yelling serves as a positive 

punishment because the supervisor adds an unpleasant response in the form of yelling. 

Negative Punishment 

Negative punishment occurs when a worker's behavior or performance results in the removal a 

perceived positive consequence. Removal of the consequence decreases the probability of that 

behavior in the future. For instance, the supervisor withholds positive recognition if workers do 

not achieve certain standards of behavior or performance.  

Why Recognition Programs Fail  

Both positive reinforcement and negative punishment occur in safety recognition programs 

that reward one employee for being first, best, or most improved. At the same time the one 

winner receives positive reinforcement, everyone else receives negative punishment because 

they are, in fact, losers. Everyone else may have performed quite well, but since they were not 

the best, positive recognition is withheld. The result is one winner and many losers. 

Recognition programs that reward only the best performer can actually demotivate most 

workers. This form of negative punishment is one of the primarily reasons safety recognition 

programs do not work. Recognition programs should be criterion-based that recognize 

everyone who meet the criteria for recognition. The goal is to have many winners who all meet 

or exceed management expectations.  
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9. Recognition programs that reward an employee for being first, best, or most 

improved are less effective because _____. 

a. everyone considers themselves as winners 

b. they produce many winners but only one loser 

c. they create one winner and many losers 

d. they recognize everyone for participation 

Ignoring  

Ignoring, intended or unintended, is a common form of negative punishment. You might think 

ignoring employee behaviors is withholding a consequence. No such luck. Every response, 

including ignoring, is a consequence. In fact, ignoring desired behaviors in the workplace is 

usually the least effective consequence because it leads to extinction of those behaviors. Think 

about it. Have you ever been ignored when you thought you should have been recognized? I 

bet you were upset. And it didn't matter why you were ignored either: you didn't like it. So, let's 

take a look at some of the characteristics of extinction: 

• It is the withdrawal of recognition; 

• The worker is ignored and no matter what, desired behavior becomes less frequent. For 

instance: 

o If workers break safety rules and are ignored, they may perceive it as a positive 

consequence and will less likely behave safely in the future. 

o If workers comply with safety rules and is ignored, they may perceive it as a 

negative consequence and will more likely break safety rules in the future. 

• Workers eventually perform without an expectation of recognition. 

• No relationship with management exists. 

• It is the most common form of consequence in the workplace - It's epidemic in 

organizations. 

• Examples of the thoughts and beliefs produced when people are ignored include: 

o "It doesn't matter how hard I work around here." 

o "Apathy is rampant, but who cares." 
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Ignoring desired behaviors leads to the extinction of desired behaviors. 

10. What is the effect of ignoring desired behaviors in the workplace? 

a. An increase in desired behaviors 

b. Extinction of desired behaviors 

c. A decrease of undesired behaviors 

d. Elimination of undesired behaviors 

Element 5:  Appropriate Application of Consequences  

Without the expectation of consequences, accountability has no credibility and will not be 

effective. No consequences...no accountability. Consequences need to be appropriate as well 

as effective. This is the element with which everyone is probably most familiar. Unfortunately, 

in some companies, consequences are either not appropriate, not effective, or both. 

Criteria for appropriate consequences 

• They are justified. 

• They correspond to the degree of positive or negative results of the behavior. 

• They are applied consistently throughout the entire organization. 

Justified Consequences  

Negative consequences are justified when the person administering discipline has fulfilled their 

own accountabilities first. Positive consequences are justified any time employees meet or 

exceed expectations. Here's an important principle (I call it the 5-R principle): The more 

Regularly you Recognize and Reward, the more Rarely you'll have to Reprimand.  

“Five Stars” Leadership is the Key 

It's critical to understand that before administering progressive discipline, managers and 

supervisors exercise real leadership when they first ask five important questions to how well 

they have fulfilled their own obligations to employees. Doing this is important to make sure 

they are actually justified in administering corrective actions. The negative impact on the 

company if employees are discipline inappropriately can be dramatic over time. 

The good news is that determining if discipline is appropriate doesn't have to be difficult. When 

conducting a self-evaluation, managers and supervisors can use the "STARS" acronym to the 
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right to help them remember their five basic safety obligations to employees. Let's take a look 

at each of the five obligations: 

1. Supervision — Managers and supervisors should ask, "Did I catch the employee 

violating safety rules before they got hurt?" By definition, adequate supervision means 

"detecting and correcting hazards and unsafe behaviors before they cause injuries or 

illnesses." If supervisors work in the office all day, it’s not possible to oversee the work 

employees are doing. Lack of supervision is a major reason disciplining employees after 

an accident may be inappropriate. 

2. Training — Managers and supervisors should ask, "Do I provide (or does the employee 

receive) adequate safety training?" Managers and supervisors must provide employees 

with the required knowledge, skills, and abilities (KSAs) to comply with safety 

requirements. 

3. Accountability — Managers and supervisors should ask, "Do I apply safety 

accountability fairly and consistently?" Do employees believe I will discipline them if 

they're caught violating safety rules? Or do they know all you will do is shake your finger 

and threaten them without following through? If supervisors allow employees to violate 

safety rules sometimes, all justification for discipline disappears. 

4. Resources — Do employees have the physical resources and psychosocial support to 

comply with safety requirements? Supervisors need to provide adequate tools, 

equipment, materials that make it possible for employees to work safely. 

5. Support — Managers and supervisors should ask, "Do I provide the employee with a 

safe and healthful workplace?" Supervisors should also manage workloads, schedules, 

employee relations so that the workplace is as stress free as possible. When the 

employee believes working fast is more important than working safely, supervisors are 

failing in this area. 

11. Before administering discipline, managers and supervisors should make sure _____. 

a. they are justified 

b. the always take the form of a reprimand 

c. they correspond to results of behavior 

d. they are applied consistently 
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Impact and Consequences 

The greater the positive or negative impact a behavior has, the greater the positive or negative 

consequence in response. If employees violate minor safety rules, the response would be less 

severe. However, if employees are repeat offenders or violate safety rules that could cause 

serious injuries, a more severe response would be necessary. Likewise, if employees exceed 

expectations, positive recognition should be the response. 

Position and Consequences 

Consequences should increase as the level of a person’s responsibility increases. This is true, 

especially for supervisors and managers. Because supervisors or managers are legally "agents of 

the employer," violating company safety rules transforms them into voluntary guidelines. A 

more severe level of discipline would be necessary for supervisors and managers because they, 

in effect, give permission to employees to violate safety rules. Consequently, the negative 

impact on outcomes has the potential to be much greater. Likewise, if supervisors and 

managers exceed expectations, greater positive recognition would be proper response. 

Consistent Application of Consequences 

To build a high level of trust between management and labor, accountability must be applied 

consistently at all levels of the organization: up and down, and across functions. Every 

supervisor and manager must be held accountable in the same fair manner consistent with 

employees. If labor perceives the accountability system as applying only to them, they will 

naturally consider it unfair: the primary failure mode for accountability systems.  

12. If supervisors or managers violate company safety rules _____. 

a. they must never apologize for their actions 

b. they must be counseled not to report them 

c. the rules are transformed into voluntary guidelines 

d. in most cases OSHA will ignore the violation 

 

Element 6: Continuous Evaluation of the Accountability System 

Although as a supervisor you may not be responsible for formally evaluating the accountability 

system it's good to know that someone is. Usually, the safety coordinator and/or safety 

committee are involved in this activity. In some "state-plan" states, like Oregon, the safety 

committee is required by law to conduct an evaluation of the employer's accountability system.  
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The process usually involves three levels of activity:  

• Identification: Inspect the accountability system policies, plans, procedures, processes 

to identify what exists.  

• Analysis: Dissect and thoroughly study each accountability system policy, plan, 

procedure, process to understand what they look like. The devil is in the detail.  

• Evaluation: Compare and contrast each accountability system policy, plan, procedure, 

process against benchmarks and best practices to judge their effectiveness.  

Evaluating for Accountability  

OSHA looks primarily for two program elements when evaluating an employer for 

accountability: policy and consequences. OSHA does not mandate or require specific 

recognition/disciplinary procedures: that's the responsibility of the employer. But, an effective 

accountability policy that is written and clearly communicated should be in place. Make sure 

your company has a written policy that addresses accountability including the three key 

components. 

• specific performance expectations 

• who is accountable - both management and employee 

• appropriate consequences such as progressive discipline 

If you believe there are weaknesses in your employer's accountability system, make sure to 

take notes on the behaviors and conditions you see in the workplace that may be pointing to 

accountability system policies, plans, processes, and procedures that are inadequate or missing. 

13.  Which two accountability program elements will OSHA primarily look at during 

an evaluation? 

a. Supervision and support 

b. Training and orientation 

c. Policy and consequences 

d. Support and leadership 
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Module 3: Involvement  

Introduction  

It's difficult to have an effective safety and health program without developing a corporate 

safety culture that encourages genuine employee involvement. As we discovered in Module 

Two, employees are held accountable by the employer for three personal behaviors: 

• complying with safety rules, 

• reporting workplace injuries immediately, and 

• reporting hazards. 

We also learned that making safety suggestions and involvement in a safety committee or team 

are two very important behaviors that, although not mandated, should be strongly encouraged. 

It makes sense for the company to develop strategies that promote these employee behaviors. 

This module will explore some of the effective strategies for increasing employee involvement 

in workplace safety. We'll primarily address effective recognition because, as we learned 

earlier, we do what we do to avoid negative consequences or obtain positive consequences. 

Recognition as a positive consequence can be quite effective in dramatically increasing daily 

involvement in safety. 

1. Which of the following is a voluntary behavior that should be strongly encouraged 

by the employer? 

a. Reporting injuries 

b. Making safety suggestions 

c. Reporting hazards 

d. Complying with safety rules 

Employee Involvement 

Let's see what Michael Topf (2000) has to say about employee involvement: 

What does it look like? 

Employee involvement means participation by employees at every level. When used as part of 

the term employee ownership, "employee" does not refer uniquely to line or hourly workers, 

but to everyone involved in the organization at every level and in every department. 
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What does it require? 

For any safety, health and environmental improvement process to be self-sustaining and 

successful, it needs to become a seamless part of the organization. This is doubly true if the 

desired end result is employee ownership. To that end, the process and its benefits must be 

seen as having value for the employees, their families and others in the company. 

Reference: Why Employee Involvement May Not Be Enough. Topf, Michael D. Occupational 

Hazards. May 2000, Vol. 62 Issue 5, p41. 2p. 1 

2. According to Michael Topf, what must occur for any safety, health, and 

environmental improvement process to be self-sustaining and successful? 

a. The process must be able to recycle at least annually 

b. It must use limited resources and statistics 

c. It must be driven top-down by management 

d. It needs to become a seamless part of the organization 

Successful Recognition Programs  

There are many types of safety recognition programs promoted these days. Of course, some 

are more effective than others, but there is certainly no one-fits-all program. To be successful, 

the recognition program must fit the unique culture of the organization. 

For instance, you can't expect a lot of participation in safety recognition program in a coercive 

corporate culture. It just won't work. In a world-class safety culture, managers will probably see 

recognition as their opportunity to establish positive working relationships. 

Safety recognition programs work best when they exist within a culture of strong tough-caring 

leadership. However, if your company does not have a formal safety recognition program, 

effective informal safety incentives and recognition may still be in place. In the best-case 

scenario, the company may not need a formal program if its leaders informally provide 

meaningful incentives and recognition, one-on-one to their employees. 

To determine the need for incentives and recognition, evaluate the quality of leadership in your 

company. To improve leadership, introduce the ideas in this module. They will help move the 

corporate culture towards strong safety leadership. 

 

 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 42 of 101 

3. When do safety recognition programs work best? 

a. When they exist in a framework of strong tough-caring leadership 

b. When management mandates regular employee participation in the program 

c. When employees can submit suggestions anonymously 

d. When employees are recognized at least annually 

Recognition and Rewards  

• Safety rewards come in many colors, flavors, and varieties. We are all motivated by 

primarily two types of rewards: extrinsic and intrinsic. Extrinsic rewards are tangible and 

external. You can touch, eat, see, smell, or otherwise use them. On the other hand, 

intrinsic rewards are intangible, internal, and housed within us. 

• Extrinsic rewards are tangible and external. You can touch, eat, see, smell, or otherwise 

use them. 

o Money - raise, bonus, stocks 

o Awards - plaques, pins, cups, certificates, jackets 

o Trips 

o Time off from work 

o Social - parties, lunches 

• Intrinsic rewards are intangible, internal, and housed within us. They are expressed 

through the positive recognition other give us and the positive thoughts think about 

ourselves.  

o Improved self-esteem 

o Increased sense of purpose 

o Higher credibility 

o Feeling of accomplishment 

Now, consider this: Is it the tangible reward, itself, that changes behavior, or is it the underlying 

recognition - the intangible reward - you receive that matters most? Like many others, you 

probably think it's the recognition behind the reward is most important, and we agree. We like 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 43 of 101 

to be recognized and appreciated for what we do by people who are important to us. It makes 

us feel valuable, important, and a part of a team...something bigger than ourselves.  

4. Which of the following is an example of an extrinsic reward? 

a. A bonus 

b. Improved credibility 

c. A greater sense of purpose 

d. A feeling of accomplishment 

Effective Recognition - Simple and Sincere 

When designing safety recognition programs, it's important to remember it's not the tangible 

"thing" awarded to the recipient that determines the effectiveness of the recognition. The 

secret to truly effective recognition is to:  

• identify the appropriate behavior so the recipient knows specifically why they are being 

rewarded, and 

• show appreciation in the right way so the recipient feels appreciated. 

If you want to effectively recognize others, check out Steve Geigle's Rules for Radical 

Recognition 

You Get What You Give 

The old adage, "you get what you give," certainly applies when it comes to recognizing 

employees. 

• If you're sincere in your appreciation for a job well done, your heart-felt sincerity will 

come across in the tone of your voice and through body language. Your sincerity will be 

felt and will result in a heart-felt expression of appreciation from the recipient. The 

recipient will know you mean it and will feel appreciated. The recognition will achieve 

the desired effect with lasting positive results - mission accomplished! 

• If you're not sincere when you express appreciation, the recipient will know it, and you'll 

not likely receive a sincere appreciative response or improvement in future 

performance. Hence, the act of recognizing will not have the desired effect: in fact, if the 

recipient thinks the recognition is not sincere, the recognition may actually be 

counterproductive in terms of morale and performance - mission failure! 

http://www.oshatrain.org/courses/pages/700recognition.html
http://www.oshatrain.org/courses/pages/700recognition.html
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5. The secret to effective recognition is to _____. 

a. wait until the next meeting 

b. identify the behavior and show appreciation 

c. delegate it to another person 

d. tell other employees about it 

Reactive Safety Incentive Programs  

In Module One, we learned about the concepts of reactive and proactive safety programs. 

Safety incentive programs can be both reactive and/or proactive, depending on the behaviors 

that are being recognized and rewarded.  

Believe it or not, most companies implement reactive safety incentive programs that reward 

inappropriate behavior. What might this most common behavior be?  

Hiding Injuries 

That's right! Look for a banner that proclaims, "80,000 hours without an accident!" When you 

see that, you'll know the company is rewarding its employees for withholding injury reports. 

Actually, the banner should state, "80,000 hours without a reported accident." It doesn't mean 

the workplace is accident free: only that accidents are not being reported. In reality, the 

workplace is likely full of injured employees, the "walking wounded," who don't report 

accidents. 

The problem is that employees hide their injuries because they want to be considered loyal 

team players. They don't want to ruin the safety record for their department. Sometimes, the 

peer pressure is so great they will keep their injury a secret until the pain becomes so severe 

that they miss work and must report it. The actual number of injuries in the workplace may 

decline, but the severity of each injury increases. Nobody wins. 

Of course, a reactive program does not purposely encourage or promote non-reporting, but 

because the inherent strategy is flawed, it functions to do just that. So, let's see how we can 

improve the incentive program so that it's truly effective. 

 

 

http://www.oshatrain.org/comm/pages/700approaches.html
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6. A reactive safety incentive program rewards an employee for which of the 

following behaviors? 

a. Reporting injuries 

b. Withholding injury reports 

c. Working safely 

d. Submitting injury claims 

Proactive Safety Recognition Programs  

Companies need to know that the most effective safety recognition programs promote 

proactive behaviors that help to prevent accidents. Proactive recognition programs reward 

employee behaviors that are: 

1. mandated by the employer and/or OSHA regulations, and 

2. encouraged but not required. 

While reactive safety programs function only to minimize the negative impact of accidents that 

have already occurred, proactive programs function to prevent future accidents. Bottom-line, 

it’s much more important recognize proactive behaviors. 

 Take a look at examples of proactive behaviors below: 

Supervisor and manager required behaviors include: 

• personally conducting regular safety inspections; 

• responding to unsafe behaviors; and 

• requiring safety training for affected employees. 

Employee required behaviors include: 

• following company and OSHA safety rules; 

• inspecting fall protection before use; and 

• reporting work-related injuries and illnesses. 

Behaviors the employer encourages include: 
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• making safety suggestions; 

• participating in safety (committees, teams, events, etc); and 

• reporting hazards and unsafe behaviors (without naming names). 

The Benefits of Proactive Programs 

When employees are recognized and rewarded for these behaviors, their overall involvement in 

safety and health increases greatly. They become more aware, interested, and involved in 

uncovering unsafe work conditions, unsafe practices, and system weaknesses. They know that 

reporting hazards as soon as they occur reduces lost work time and accident costs.  

7. Which of the following safety behaviors is reactive? 

a. Failing to report an accident 

b. Correcting a hazard 

c. Reporting an unsafe condition 

d. Providing safety training 

Proactive Recognition Programs That Work 

Employers use many varieties of safety incentive programs: some work and some don't. Below 

is a list of proven successful safety incentive programs that you can implement in your 

company. 

• Safety Bucks: Supervisors carry safety bucks, and when they see someone doing 

something right, they reward them. 

• Bonus Programs: When an employee identifies a hazard in the workplace that could 

cause serious physical harm or a fatality, they are rewarded with a bonus check. 

• Safety Heroes: After an extended period of time, employees are recognized for 

complying with company safety rules. 

• Reporting hazards, incidents and injuries: Wait a minute: do I mean that employees 

should be recognized for reporting injuries? That's right: Both the individual and the 

company win if the employee reports injuries immediately. 
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• Safety Leadership Programs: Employers recognize employees who show safety 

leadership by including comments about leadership in their performance appraisals and 

offering other career advancement incentives. 

What about the suggestion box? 

We do not recommend the use of a suggestion box because it's not effective most of the time 

because employees may consider the suggestion box a waste of time or proof-positive that 

management doesn't care. Below are some reasons why: 

 

• Reviewers ignore the box: If reviewers do not check suggestion boxes frequently, 

employees will think, "Why bother, management doesn't care." Reviewers must check 

suggestions boxes daily. 

• Frustration with suggestions: Reviewers may see suggestions as complaints of poor 

quality, and unimportant. However, to the submitter, the suggestion is always 

important. 

• Untimely feedback: Safety committees, supervisors, and other reviewers take too long 

to provide feedback. 

• Reviewers ignore employees: Reviewers ignore employees who submit suggestions. 

Reviewers should recognize everyone who submits a suggestion, no matter how 

insignificant they consider them. 

• Anonymity: Telling those who submit suggestions they may withhold their identity tells 

everyone there may be a good reason to do so. Anonymity is a warning sign that a lack 

of trust exists. In a world-class safety culture, employees do not submit suggestions 

anonymously because they know that doing so only results in positive recognition: 

nothing else. 
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8. Which of the following will increase overall participation in safety recognition 

programs? 

a. Display an "Employee of the Quarter" photo 

b. Include achievements in performance appraisals 

c. Always recognize the top performer 

d. Be sure recognition occurs at least annually 
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Module 4: Element 4: Effective Communication  

Introduction  

In module three, we learned about the importance of recognizing appropriate safety behaviors 

to improve employee involvement: the third element of a world-class safety and health 

management culture. In this module, we'll continue learning about increasing employee 

involvement through effective communications. 

In an effective safety culture, employers promote a positive environment that encourages 

open-door all-way communication. Employee orientations, training, and meetings always 

include safety topics. 

Effective communication is extremely important to the goal of increasing employee 

involvement in safety and health. Skilled safety communications will support leadership, at all 

levels, from the CEO to the employee. So, let's get started with a review of some basic 

communications concepts and principles.  

1. Employee involvement in safety will increase when the employer encourages 

communication that is _____. 

a. one-way 

b. all-way 

c. top-down 

d. bottom-up 

Return to Sender 

A simple model of communication consists of a sender, a message, a channel where the 

message travels, noise or interference, a receiver, and interpretation and feedback. 

The extent of the communication and characteristics of the sender and receiver may be quite 

different. For instance, communication may take place between individuals, groups, companies, 

and nations. 

How it Works 

A simple communication process works like this: The sender communicates the message and 

the receiver receives and interprets the message. The receiver becomes the sender and 

responds to the message with feedback. It’s important to know that it’s actually the "tone" of 

the message more than the content of the message, that influences how the receiver interprets 
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the message. It’s the interpretation that influences and determines the nature of the feedback 

to the original sender. We'll delve into this process more deeply in the next section. 

Where and how the process ends depend on the purpose of the communication and the 

dynamics of the process itself. Even the simplest communication between individuals may be a 

very complicated process. 

2. What is the greatest influence on how a message is interpreted by the receiver? 

a. The content of the message 

b. the "tone" of the message 

c. the impact of the message 

d. the length of the message 

Content vs. Relationship Communications 

Another important concept in communications is the Two-Level Model which states that in any 

communications process messages are sent and received on two levels: The Content Level and 

the Relationship Level. 

Content-What is Said 

The content level describes "what" is being sent. The information sent on this first level is data, 

usually as informal spoken words or formal written material. 

Relationship-How it is Said 

The second level of communication exists on a higher, more abstract plane. It's called the 

relationship level which describes the communication that establishes the relationship between 

the sender and the receiver. It is how the message is sent that sets up the relationship. 

Relationships between sender and receiver are always established with every communication. 

Generally, the tone of voice and body language combine to set up relationships.  

Back to Star Trek (the original series):  James Kirk, the Captain of the Starship Enterprise, always 

communicated on both the content level and relationship level, while Mr. Spock, our favorite 

Vulcan, also tried with some difficulty to communicate, but he could only do so on the "logical" 

content level.  Consequently, he always appeared cool, calm, cold, and mechanical, and he also 

found it hard to relate with humans. 
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3. In the Two-Level Model, the first level of communication is called the _____ and 

describes the “what” is sent. 

a. relationship level 

b. fact level 

c. content level 

d. feeling level 

It’s Not What You Say, It’s How You Say It! 

Let's look at two scenarios that illustrate how important it is to understand the content-

relationship communications concept. 

Scenario 1 

Gloria Pendergast is reading the morning paper while her husband, Charlie, is cooking up 

some eggs (They take turns cooking). Gloria suddenly looks up from the paper and asks rather 

flirtatiously, "Oh dear, when are those eggs going to be finished?" Charlie perceives he is 

receiving positive attention from Gloria and responds casually with, "Here they come now, 

dear," and brings her a nice plate of sausage and eggs and gives her a big kiss. 

 

Scenario 2 

Charlie Pendergast is at the table reading the morning paper while his wife, Gloria, is cooking 

up some and eggs for breakfast. Charlie, face buried in the paper and obviously irritated, 

verbally assaults Gloria with, "Oh Dear, WHEN ARE THOSE EGGS GOING TO BE DONE?!" 

Gloria, feeling hurt and unappreciated, slowly turns, fire in her eyes, and says, "Here they 

come now...DEAR!" and throws the plate full of eggs down on the table in front of him, and 

stomps off to the bedroom. 

In both scenarios, the content of the sender's message was exactly the same. However, the 

relationship set up between the two in the second scenario differed greatly from that 

established in scenario number one. Consequently, the receiver gave a vastly different 

response. 

• In the first scenario, Charlie sent a positive relationship message. 
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• In the second scenario, the relationship message was very negative. To the receiver, 

how the sender sent the message had far more impact than what was said. 

4. According to the content-relationship communications model, why may the 

response from someone receiving the same message be so different? 

a. How the message was sent establishes a different relationship 

b. What was sent in the message encourages a different relationship 

c. The message may require a different response 

d. The message is not sent directly to the receiver 

I’m Okay - You’re Okay 

So how does all this about communication fit into workplace safety and health? Let's look at 

three situations and the messages sent: 

• You're OK: When the supervisor recognizes an employee for safe work behaviors, it 

reinforces and makes that behavior more likely to occur in the future. It sends a very 

positive message, doesn't it? 

• You're not OK: On the other hand, if a supervisor yells at an employee for 

"complaining," a very negative message is sent. The complaining may continue, but 

probably not in front of the supervisor. 

• You don't exist: The worst situation occurs when an employee is totally ignored by a 

supervisor. It sends a message that employee is invisible, unimportant, and of little or 

no value. After a time, the result is a very unmotivated employee. 

As we mentioned earlier in the course, ignoring others who are trying to communicate is the 

worst response possible. People won't care why they are being ignored: They just don't like it. 

They'll make all kind of assumptions about why they're being ignored and be upset about it. 

Here's a tip. If you want to have better working relationships with co-workers, always be the 

first to say "hi" when you meet them for the day. Always be first. It sends a very positive 

message. It says you consider the employee to be important. I guarantee the result will be 

better working relationships!  

Ignoring others who are trying to communicate is the worst response. 

  



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 53 of 101 

5. Jack's supervisor walked up to him and recognized him for wearing fall protection. 

What will Jack's behavior likely be in the future? 

a. He is more likely to continue to wear fall protection 

b. He will forget about using fall protection equipment 

c. He is less likely to continue to wear fall protection 

d. He will not be influenced by the supervisor's recognition 

Important Responsibility! 

If you’re a manager, supervisor, or safety committee member, what happens when you receive 

their concerns and suggestions but do not provide feedback in a timely manner? You are 

ignoring them. 

Get back with your co-workers as soon as possible to let them know the status of their concerns 

or suggestions. This is probably your most important job as a safety leader. 

Imagine Motivated Employees 

Are your co-workers motivated to be involved in safety? If not, why not? Do they see little 

benefit from it? So how do you increase employee involvement in safety? Make involvement 

worth it. Understanding content-relationship communications helps solve motivating employee 

involvement in all aspects of your safety and health program. 

6. What is potentially your most important job as a safety leader? 

a. Selecting employees who may talk during safety meetings 

b. Ignoring complaints you believe to be unimportant 

c. Responding to co-worker concerns as soon as possible 

d. Reporting all employees who don't work safely 
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Module 5: Element 5- Hazard Identification and Control  

Introduction  

In module four, we studied about communication and how it can be used to improve employee 

involvement in the company's safety management system (SMS). In this module, we'll discuss 

the programs, processes, and procedures for identifying, analyzing, and controlling hazards and 

exposure to hazards. 

What is a "Hazard" and "Exposure?" 

Before we study identifying, analyzing, and controlling hazards and exposure in the workplace, 

it's important to know how OSHA defines these terms. 

A hazard is defined as "any workplace condition or practice that could cause an injury or illness 

to an employee." 

There are two forms of exposure to hazards: 

1. Physical exposure. When an employee is within arm's length of a hazard. 

2. Environmental exposure. The employee can be anywhere in relation to the hazard. 

Examples include noise, hazardous atmospheres, and temperature extremes. 

Environmental hazards could affect one employee or everyone within a facility. 

1. A workplace condition that could cause an injury or illness to an employee is defined 

as a/an _____. 

a. exposure 

b. hazard 

c. incident 

d. accident 

Look Around Your Workplace 

If you look around your workplace, you may be able to locate a few hazardous conditions or 

work practices without too much trouble. Did you know that at any time an OSHA inspector can 

enter your corporate front door to begin a comprehensive inspection? What would OSHA find? 

What do OSHA look for? With that in mind, wouldn't it be a smart idea for someone in the 

company to proactively play the role of an OSHA inspector? That's what we're going to talk 
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about in this module. To start, let's look at some basic steps in the hazard identification and 

control process. 

Step 1 - Identifying Hazards 

The first step in the process is to identify hazardous conditions, unsafe behaviors, and system 

weaknesses that might result in accidents (and OSHA citations). The safety inspection process 

and observation are two effective hazard identification tools. 

Step 2 - Analyzing Hazards 

Once hazards are identified, we need to analyze them. To make sure the analysis process is 

successful, it's important to assume all hazards can be prevented, eliminated, reduced, or 

controlled. The Job Hazard Analysis (JHA) is an excellent tool for analyzing the hazards inherent 

in specific jobs. 

Step 3 - Controlling Hazards 

Once you finish analyzing hazards, you need to eliminate or mitigate them. A systematic 

strategy, called the "Hierarchy of Controls," is an effective approach to do that. 

Throughout the rest of this module, we'll discuss how to identify, analyze, and control hazards 

in the workplace so that the workplace is safe, so employees don't get hurt or sick on the job 

2. What is a systematic strategy to eliminate or mitigate hazards? 

a. Conduct safety inspections 

b. The "Hierarchy of Controls" 

c. Frequent OSHA consultations 

d. Job Hazard Analyses (JHAs) 

Step 1: Identifying Hazards 

To help identify hazards, we can group them into three categories: physical hazards, behavioral 

hazards, and systemic hazards. 

• Physical hazards. This first category includes: materials, tools, equipment, machinery, 

and the physical environment. Each of these represent hazardous physical conditions. It 

may seem counterintuitive, but physical hazards actually account for the fewest number 

of workplace accidents. 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 56 of 101 

• Behavioral hazards. This second category describes unsafe employee behaviors and 

practices in the workplace. Unsafe behaviors and practices account for more workplace 

accidents. 

• Systemic hazards. The last category includes weaknesses in the safety management 

system structure, design, and performance. System weaknesses contribute to the 

unique hazardous physical conditions and unsafe personal behaviors and are ultimately 

responsible for most injuries and illnesses in the workplace. 

Look for hazards in each of these three categories when conducting inspections, observations, 

and investigations. Let's look at each category in more detail. 

3. Which of the three workplace hazard categories may ultimately be responsible for 

most, if not all, accidents in the workplace? 

a. Physical 

b. Behavioral 

c. Programmatic 

d. Systemic 

Two common methods are used to identify hazards in the workplace: safety inspections and 

observations. Both of these methods should be accomplished regularly. The frequency of 

inspections and observations should be based on the nature of the hazards in the workplace. 

Safety Inspection 

To identify hazards in the workplace, the most common strategy is the walk-around inspection, 

and we'll cover this strategy first. Here are some important points to remember about safety 

inspections: 

• Most companies conduct safety inspections in compliance with OSHA rule 

requirements. But, is that good enough? Safety inspections may be effective, but only if 

the people conducting the inspection are properly educated and trained in hazard 

identification and control concepts and principles specific to your company. In high 

hazard industries which see change on a daily basis, it takes more than an occasional 

inspection to keep the workplace safe from hazards. 

• In world-class safety cultures supervisors, as well as all employees, inspect their areas of 

responsibility as often as the hazards of the materials, equipment, tools, environment, 
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and tasks demand. It's really a judgment call, but if safety is involved, it's better to 

inspect often. 

• Employees should inspect the materials, equipment, and tools they use, and their 

immediate workstation for hazardous conditions at the start of each workday. They 

should inspect equipment such as forklifts, trucks, and other vehicles before using them 

at the start of each shift. Again, it's better to inspect closely and often. 

4. Which two procedures are commonly used to identify hazardous conditions? 

a. Annual safety inspections and quarterly job hazard analyses (JHA) 

b. Third-party evaluations and safety manager inspections 

c. Regular safety inspections and observations 

d. OSHA inspections and safety committee analysis 

The Safety Inspection’s Flaw 

By its very nature, the walk-around inspection, as a process, suffers from a very serious flaw. It 

is ineffective in uncovering unsafe behaviors because most inspectors look primarily at 

hazardous conditions and do not take enough time to effectively analyze individual task 

procedures. 

Safety inspectors may walk into an area, look up, look down, look all around, and possibly ask a 

few questions, and move on to the next work area. In fact, the safety inspection may be 

effective in uncovering only a small percentage of the causes for workplace accidents because 

the process only looks for conditions. It's possible to inspect a workplace on a Monday and 

experience a fatality the next day as a result of an unsafe work behavior that was missed the 

day before. 

Inspection Checklists 

• To reduce the chance of missing hazards and behaviors, develop checklists with 

standard questions. Determine the area to be inspected. 

• Ask workers in the area what tasks/jobs they do. 

• Ask them to send you a copy of applicable rules. 
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• When you receive the rules (don't panic) read through the applicable sections and mark 

those rules that you feel might result in serious injury if violated. 

• Change each marked rule into a simple question. Questions will start with the words: 

Do, does, is, are. 

• Construct your checklist using the questions you have developed. 

• Show your boss. He or she will be surprised! (You will probably become a safety 

director!) 

You may use this Self-inspection Checklist as a reference. (Source: OSHA) 

 Why is the safety inspection process ineffective in uncovering the causes for most 

accidents? 

a. Inspections focus primarily on hazardous conditions 

b. Inspections are never conducted often enough 

c. Inspections only uncover common unsafe behaviors 

d. Inspections are too long and tedious 

Observation 

To overcome the weakness inherent in the safety inspection process, a safety observation 

program is used because it focuses primarily on employee behaviors, not physical hazards. The 

Safety Observation Program can help prevent injuries and illnesses by observing employees on 

the job. 

There are two types of observation programs: formal and informal: 

• Formal observation programs include written plans that detail the observation process, 

participant responsibilities, tracking, reporting, and results. 

• Informal observation programs do not include written plans. Usually safety committees 

and supervisors conduct random walk-around observations, and use the information to 

correct unsafe behaviors, as well as physical hazards. 

Ultimately, observation programs can be very successful, especially if they: 

• train all participants about the program and their responsibilities 

https://www.oshatrain.org/courses/mods/700/self-inspection_checklist_2015.pdf
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• do NOT result in any form of progressive discipline for observed behaviors 

• include effective positive how-to corrective instruction and recognition 

• address the root causes for the unsafe behaviors and physical hazards observed 

• use well-designed cards or software applications to track observations 

• result in effective corrective actions and safety management system improvements 

A trained team of observers will make observations of employees at work more effective and 

consistent. The observations should note the date and time, location, employee being 

observed, and results of the observation. 

Observers have the following responsibilities: 

• attend observation program training; 

• participate in targeted observations as assigned; 

• partner with other observers to share experience and findings; 

• coach new observers when they conduct initial observations; 

• complete the required number of observations; 

• observes employees performing various jobs; 

• coach and correct unsafe behaviors on the spot; 

• provide specific positive feedback on behaviors to employees working safely; and 

• review observation results to recommend program improvements and to plan future 

observations 

Behaviors to observe include: 

• PPE – Is the worker properly using PPE? 

• Respiratory Protection – Is the worker properly using respirators as required? 

• Ladder Safety – Is the worker using ladders safely using three-point control procedure? 
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• Forklift Operation – Is the worker correctly using forklift and other powered industrial 

trucks (PITs)? 

• Scaffolding – Is the scaffold properly installed and is the worker working safely on the 

scaffold? 

• Housekeeping – Is the worker keeping the workstation clean and not creating trip 

hazards? 

• Proper Tool for the Job – Is the worker using a tool that is proper for the job and using 

the tool safely? 

• Ergonomics – Is the worker using proper postures, lifting techniques, and positioning, 

and is the workstation properly designed for the job? 

• Improper LO/TO – Is the worker working on a hazardous energy source following proper 

LO/TO procedures? 

• Other/Comments – Is the worker generally behaving in a safe manner (not hurried, or 

engaged in horseplay)? 

 What process is used to overcome the weakness inherent in safety inspections? 

a. Job Hazard Analysis (JHA) 

b.  Observation 

c.  Incident investigation 

d.  Safety committee meeting 

Step 2: Analyzing Hazards and Exposure 

We can define "process" as a systematic examination and evaluation of data or information, by 

breaking it into its component parts to uncover their interrelationships. In the workplace, the 

process of analysis breaks down job procedures, incidents, and accidents to determine 

component parts and causes. Two common methods are used to analyze hazards and exposure: 

the Job Hazard Analysis (JHA) and incident/accident investigation. 
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Job Hazard Analysis (JHA) 

The Job Hazard Analysis (JHA) can answer weaknesses of the walk-around inspection process. It 

uncovers unsafe work practices as well as hazardous conditions because sufficient time is given 

to close analysis of one unique task at a time. A typical JHA is accomplished by a team 

composed of at least one employee and one analyst and includes the following steps: 

1. The employee accomplishes several cycles of the task. 

2. The analyst observes and takes notes about what's being done. 

3. After the observation is completed, the analyst divides the task into a sequence of 

unique steps. 

4. The team analyzes each step to identify hazardous materials, equipment, tools, 

and unsafe exposures. 

5. The team next determines the safety precautions needed to eliminate or mitigate 

the hazards in each step. 

6. The team takes the information gathered to write a safe work procedure (SJP) for 

the entire task. 

7. The team asks another employee to give the SJP a fresh look by performing the 

task to ensure the steps are designed to prevent injuries and illnesses. 

The SJP may then be used as a valuable training resource. Each JHA should be reviewed at least 

annually or whenever there is a change in the task that might introduce a new hazard. 

Check out OSHAcademy Course 706 for more information on the JHA and Course 703 on 

training. 

 What is the next step in the JHA process after identifying the hazards in each step? 

a. Divide the task unique steps listed sequentially 

b. Analyze each step to uncover hazardous materials, equipment, tools, and 

unsafe exposures 

c. Develop a written safe work procedure (SJP) for the entire task 

d.  Analyze the hazards and exposures to determine safety precautions 

Step 2: Analyzing Hazards and Exposure (Continued) 

Incident/Accident Investigation 

Investigating a worksite provides employers and workers the opportunity to identify hazards in 

their operations and shortcomings in their safety and health programs. Most importantly, it 

https://www.oshatrain.org/courses/mods/706e.html
https://www.oshatrain.org/courses/mods/703e.html
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enables employers and workers to identify and implement the corrective actions necessary to 

prevent future incidents and accidents. 

Investigations that focus on identifying and correcting root cause system weaknesses, not on 

finding fault or blame, also improve workplace morale and increase productivity, by 

demonstrating an employer's commitment to a safe and healthful workplace. 

Surface Causes. The surface causes for accidents are the unique hazardous conditions and 

behaviors that lead up to and cause accidents. 

Root Causes. Root causes are the safety management system weaknesses that pre-exist and 

contribute to the unique hazardous conditions and unsafe work practices that cause accidents. 

We will have a more complete discussion of the incident/accident investigation process 

including surface and root causes in the next module. 

8. Which of the following cause categories represents unique conditions and 

individual unsafe behaviors? 

a. Actual causes 

b. Root causes 

c. Direct causes 

d. Surface causes 

Step 3: Controlling Hazards and Exposure 

Traditionally, a prioritized hazard control strategy has been used to implement feasible and 

effective controls. We encourage the use of the "Hierarchy of Controls" (HOC) strategy as 

described within the ANSI/ASSP Z10-2012, Occupational Health and Safety Management 

Systems, to control hazards. Let's look at examples of hazard and exposure controls. 

Hazard Controls 

The first three control methods focus on controlling the hazard. 

1. Elimination: The best solution is to totally eliminate the hazard. For instance, a simple 

way to eliminate the need to work at elevation is to eliminate the need to use a ladder 

to change ceiling light bulbs by using a extension pole. 

2. Substitution: Substitution is the next-best solution. For instance, the employer might 

replace large heavy containers with smaller containers. 

https://webstore.ansi.org/RecordDetail.aspx?sku=ANSI%2FASSE%20Z10-2012%20(R2017)&source=blog
https://webstore.ansi.org/RecordDetail.aspx?sku=ANSI%2FASSE%20Z10-2012%20(R2017)&source=blog
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3. Engineering Controls: Design or redesign equipment. In this case, printing equipment 

might be designed to prevent the possibility of a worker getting caught by a rotating 

shaft. 

Exposure Controls 

The last three control methods focus on controlling behaviors to reduce exposure to the 

hazard. These controls are farther down the hierarchy because they work only so long as 

employees comply with the controls' requirements. Unfortunately, safety management systems 

that rely solely on compliant behaviors are inherently unreliable. 

4. Warnings: Warnings may be visual, audible, or both. They may also be tactile. Visual 

warnings include signs, labels, tags, and lights. Audible warnings include alarms, bells, 

beepers, sirens, horns and announcement systems. Tactile warnings may include 

vibration devices or air fans. For example, a sign would be posted outside a confined 

space that forbids entry. 

5. Administrative Controls: These controls focus on mandating safe behaviors and work 

practices using written safety policies, procedures, rules, supervision, and training. 

These controls effectively is a challenge because supervisors must regularly monitor 

their employees as they perform tasks. Bottom line, these controls work only so long as 

employees follow them. 

6. Personal Protective Equipment (PPE): The use of PPE is probably the most common 

control method used for controlling hazards. PPE forms a barrier between workers and 

hazards. For instance, knee pads might be used to protect the knees when laying carpet. 

9. Which of the following Hierarchy of Control methods controls hazards through 

design or redesign? 

a. Administrative controls 

b. Engineering controls 

c. Personal protective equipment 

d. Elimination 

The Missing Guardrail 

You are conducting a walk-around safety inspection when you notice the guardrail along an 

elevated platform area is missing. As you now understand, the missing guardrail represents a 
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hazardous condition and would be considered a surface cause if an accident occurred. But it is 

actually a symptom of deeper root causes or system weaknesses. 

To best make sure the guardrail gets replaced, and remains in place, you must always consider 

and correct the root causes/system weaknesses that allowed the hazardous condition in the 

first place. So, what were the system weaknesses in this example? Here are some questions you 

might ask to dig up the root causes for the missing guardrail: 

• Are corrective and preventive maintenance programs in place? 

• Are employees reporting hazards? 

• Does safety training cover the guardrail requirements? 

• Is an incentive program in place to motivate employees to report hazards? 

Ownership: A Key Principle 

Employee involvement in hazard identification, analysis, and control activities helps ensure they 

will gain a sense of ownership in safety and will be more likely to use the safe job procedures 

when not being directly supervised. If they're involved in developing safe job procedures, 

they're more likely to see them as their own procedures. 

10. A hazard is actually _____ of deeper root causes or system weaknesses. 

a. a pre-warning 

b. the end-point 

c. a symptom 

d. a precursor 
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Module 6: Element 6- Accident Investigation 

Fix the System, Not the Blame 

Incident and accident investigation is an important element in a safety management system. 

We encourage you to investigate all incidents and accidents in the workplace to fix the system, 

not the blame. We will emphasize this critical point repeatedly. 

Effective investigations are conducted by a mix of supervisors, managers, and employees 

working together because they bring more knowledge, understanding, and unique perspectives 

to the process. This module will cover the basics of conducting incident and accident 

investigations. 

Incidents and Accidents Defined 

OSHA does not use the term "accident;" however, we believe it's important to clarify the 

distinction between an incident and an accident. Therefore, we use the following definitions for 

these two terms in our training: 

Incidents are events that do not result in an injury or illness. Incidents are also called "near-

misses" or "near-hits." 

Accidents are unexpected, unplanned events that result in some kind of injury or illness to 

employees. Accidents are also called "mishaps." 

What's the difference? 

Incidents: 

• can be negative (unwanted) or positive (wanted); 

• do not result in injuries, or illnesses 

• may or may not result in property damage; 

• may be a planned or unplanned; 

• may be intentional or unintentional; 

• may or may not be due to error; and 

• are not always accidents. 
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Accidents: 

• are always considered negative (unwanted); 

• result in injuries, illnesses, and possibly property damage; 

• are always unplanned; 

• are unintentional; 

• are due to some kind of error; and 

• are always incidents. 

 In the context of occupational safety, what is the difference between an incident 

and an accident? 

a. Incidents are always planned, but accidents are always unplanned 

b. Accidents are always incidents, but incidents are not always accidents 

c. Incidents are always negative (unwanted), but accidents are not 

d. Both incidents and accidents may cause injuries 

The Accident Investigation Process 

Accident investigation is an important process to identify and control hazardous conditions, 

influence employee behaviors and improve system weaknesses that result in workplace 

accidents. We'll say it again because it's so important: the purpose of an investigation is to fix 

the system, not the blame. The various concepts, principles, and procedures in the investigation 

process will help you transform your workplace into an accident-free zone. But first, you should 

develop a systematic step-by-step process. 

Steps in the Accident Investigation 

Your accident investigation should be conducted systematically using the following steps: 

• Secure and document the accident scene 

• Interview witnesses 

• Construct a sequence of events 
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• Conduct cause analysis 

• Develop solutions 

• Write the report 

Many factors cause or contribute to an accident. What's the point? Explaining why an accident 

occurred is not always an easy task. It requires careful analysis using a systematic process like 

the one we discussed above. The investigator must also understand that, most likely, there are 

root causes for the accident. 

 What is the primary purpose of an accident investigation? 

a. To fix the system, not the blame 

b. To identify unsafe employee behaviors 

c. To establish blame so we can fix the system 

d. To discover relevant conditions and behaviors 

Plan The Work - Work The Plan! 

When a serious accident occurs in the workplace, everyone will be too busy dealing with the 

emergency at hand to worry about putting together an accident response and investigation 

plan, so the best time to develop the plan and its procedures is before the accident occurs. 

The accident response and investigation plan should include as a minimum procedures to: 

• notify company supervisors and managers that an accident has occurred; 

• notify outside agencies (fire, EMTs, police, OSHA, etc.) that an accident has occurred; 

• appoint employees, supervisors, and managers who will conduct accident investigation; 

• instruct and train accident response and investigation procedures to responders, 

investigators, supervisors, and managers; 

• conduct accident investigation corrective actions; and 

• reviewing, analyzing, and improving accident investigation procedures. 
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 Who should conduct an accident investigation? 

a. The safety committee 

b. Employees, supervisors, and managers 

c. The safety manager 

d. Only third parties 

Accidents Just Happen...Don't They? 

If a company has 20 disabling injuries one year, and sets an objective to reduce the accident 

rate by 50% by the end of the next year, aren't they planning to have ten accidents for that 

year? If they reach that goal, won't they be happy and content? They might say, "Hey, let's kick 

our feet up, pat ourselves on the back, and relax!" Is that acceptable? Of course not — you 

can't afford to relax or be content in your safety performance. 

Severity - Just a Matter of Luck 

Historically, safety professionals have been told that for every fatality, there will be a greater 

number of serious injuries, an even higher number of minor injuries, and even more near 

misses. While these ratios might be true for large samples, you should not assume they are 

valid for small samples within one company. Do not assume that if you reduce the number of 

minor injuries, you will automatically reduce the number of serious injuries. It doesn't work 

because the severity of an injury is more a function of luck than ratios. 

For instance, if five painters fall off the same ladder at different times throughout the year, the 

severity of the injury each painter suffers will depend on their orientation when they impact 

the surface: and that's the result of any number of variables. Every one of the five falls might 

result in a serious injury. On the other hand, they might all result in no injury. It's not the 

number of falls that determines the nature of the injuries: it's the unique variables inherent in 

each fall - and that depends on just plain luck — a roll of the dice. 

 More than anything else, what does the severity of an injury depend on? 

a. The age of the worker being injured 

b. Just plain luck 

c. The type of accident that occurs 

d. The number of times a given accident occurs 
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Accident Scenario 

You've just been notified of an injury in the workplace and immediately swing into action. 

You grab your investigator's kit and hurry to the accident scene. By the time you get there, 

the Emergency Medical Team (EMT) is administering first aid. It's a serious accident so the 

victim is transported to the hospital. Now it's safe to investigate. 

Secure the Scene 

The first task after you arrive is to secure the accident scene, but don't start until it's safe to do 

so. And, you don't want to get in the way of emergency responders. The easiest way to do this 

is to place yellow warning tape around the area. If tape is not available, warning signs or guards 

may be required. Make sure nothing is moved because you'll be taking photos and 

measurements later. 

Remember, at the request of OSHA, the employer must mark for identification, materials, tools 

or equipment necessary to the proper investigation of an accident. It is important that material 

evidence does not somehow get lost or "walk off" the scene. 

 What is the first thing that needs to happen before investigating an accident at 

work? 

a. Start writing an accident report 

b. Send all workers home 

c. Secure the scene 

d. Nothing, leave the scene alone 

Gathering Facts 

The next step in the procedure is to gather useful information about what directly and 

indirectly contributed to the accident. 

Interviewing 

Interviewing eyewitnesses to the accident is the most important and effective method to 

gathering factual information about what happened in an accident. 

Effective interviewing techniques include the following: 
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• Take initial statements from eyewitnesses and others. They can give you a lot of 

information about the accident. 

• Thank the interviewee for participating, let them know the interview is confidential, and 

that it is not being conducted to place blame. 

• Convey that the purpose of the interview is to determine the facts that ultimately lead 

to the root causes. 

• Let them know that you may conduct follow-up interviews if more questions surface. 

• Interview other interested persons such as supervisors, co-workers, etc., to get the facts 

related to training, supervision, and resources. 

Other Methods 

In addition to interviewing eyewitnesses to determine what happened, it's important to 

document. 

Additional accident investigation tools include the following: 

• Take photographs: A picture is worth a thousand words. 

• Take measurements: Helps to know distance and position of objects. 

• Draw sketches: Identifies and locates objects and shows motion through time. 

• Make observation: Look at the scene from different locations. 

• Review records: Previous accident reports, training records, JHAs, etc. 

You should also review records associated with the accident. Click the button to see records to 

check during your investigation. 

Records to Review 

• Accident Investigation Tools 

• Training records 

• Disciplinary records 
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• Medical records (as allowed) 

• Maintenance records 

• EMT reports 

• Police reports (rare) 

• Coroner's report (fatalities) 

• OSHA 300 Log (past similar injuries) 

• Safety Committee records 

Remember you are gathering information to use in developing a sequence of steps that lead up 

to the accident. You are ultimately trying to determine surface and root causes for the accident. 

It is not your job, as an accident investigator, to place blame. Just gather the facts. 

 What is the most important method to find out what happened in a workplace 

accident? 

a. Taking photographs of the scene 

b. Interviewing eyewitnesses 

c. Including measurements 

d. Observing the scene 

Determine the Sequence of Events  

Now you've gathered tons of information about the accident, and it's piled high on your desk. 

What do you do with it? It's important that you read through the information initially to 

develop an accurate sequence of events that led up to and included the actual injury event.  

Actor and Action 

Each event describes an actor (a person or thing that does something) and an action (what the 

person or thing does). 

An event might state, "Employee #1 stands on the top rung of the ladder." In this example, 

"Employee #1" is the actor, and "stands on the top rung of the ladder" is the action. 
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Sample Sequence of Events 

Understanding the sequence of events leading up to an accident is very important. The 

following sequence of events is based on a real-life accident that resulted in the death of an 

employee. 

• Employee #1 returned to work from lunch at 12:30 p.m. 

• At approximately 12:45 p.m., employee #1 picked up a 15-foot irrigation pipe. 

• Employee #1 oriented the irrigation pipe vertically. 

• The pipe contacted a sagging high voltage power line running directly over the work 

area. 

• When the pipe contacted the powerline, a lethal surge of electrical current electrocuted 

Employee #1. 

• Employee #2 heard a "zap" and a "flash." 

• Employee #2 turned to see employee #1 falling to the ground. 

• Employee #2 attempted to awaken Employee #1. 

• Employee #1 did not respond to Employee #2's attempt. 

• At 12:50 p.m., employee #2 called 911 and requested immediate EMT help. 

• At about 12:55 p.m., paramedics arrived. 

• The paramedics immediately began treatment in an attempt to stabilize employee #1. 

• At about 1:10 p.m., an ambulance arrived to transport Employee #1 to the hospital. 

• Hospital emergency room doctors pronounced Employee #1 dead at 1:30 p.m. Cause of 

death was electrocution. 

You can read more about constructing the sequence of events in OSHAcademy courses 162 

Accident Investigation Basic and 702 Effective Accident Investigation. 
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 What should each event in the accident sequence of events include? 

a. The duration of the event 

b. Identification of the person at fault 

c. Conditions and practices 

d. An actor and an action 

 

Determine the Causes  

After developing the sequences of events, the next step is to determine surface causes. This 

step may be difficult because you are first searching for the surface causes of the accident in 

each step. This can take some time. From the clues you uncovered during this phase of the 

analysis, you'll be able to determine the system weaknesses or root causes. 

Surface Causes 

Surface Causes. — are represented by leaves on the weed. They are the unique hazardous 

conditions and individual unsafe or inappropriate behaviors. There are two categories of 

surface causes: primary and secondary. 

• Primary surface causes are the immediate unique conditions or individual behaviors that 

cause accidents. Examples of unique primary surface causes of accidents include: 

o an unguarded grinder 

o a defective respirator 

o a floor hole 

• Contributing surface causes are the unique conditions and behaviors that indirectly 

contribute to, but do not cause the accident. Unique contributing surface causes 

include: 

o removing the guard on a grinder 

o failure to test a respirator 

o a hole in the floor is not properly covered 

Root Causes. — are represented by the roots of the weed. Root causes pre-exist the surface 

causes of accidents. They contribute to the unique hazardous conditions and unsafe work 
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practices. Remember, the performance of a safety management system is a function of its 

design. Therefore, analyze the following two categories of root causes: design and 

performance. 

• Design root causes are those SMS policies, programs, plans, processes, and procedures 

that are missing or inadequately designed. For instance, if training does not include 

using PPE, the SMS is not properly designed. System root cause design weaknesses 

include: 

o supervisors and managers do not have written safety responsibilities 

o a formal safety training plan does not exist 

o no formal scheduled safety inspection plan or procedures 

• Performance root causes are management actions (behaviors) that somehow contribute 

to accidents. For example, when supervisors fail to conduct safety inspections, the 

performance of the SMS is flawed. System root cause performance weaknesses include: 

o failure of supervisors and managers to perform their safety responsibilities 

o safety orientation, initial training, or retraining is not being conducted 

o supervisors, employees, and safety committees are not conducting safety 

inspections 

 Supervisors failing to regularly conduct scheduled safety inspections would be 

considered a _____. 

a. primary surface cause 

b. contributing surface cause 

c. root cause 

d. actual cause 

The Accident Report 

Now that you have developed the sequence of steps leading up to, and including the accident, 

and determined surface and root causes, it's time to report your findings. Some employers also 

ask accident investigators to make recommendations for corrective action, so be prepared for 

that.  
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Most companies purchase accident investigation forms. That's fine, but some forms leave little 

room to write the type of detailed report that is necessary for a serious accident. If you use 

such a form, make sure you attach important information like the sequence of events, and 

findings which include both surface and root causes.  

A better idea is to develop your own report form that includes the following five sections:  

1. Section One (Background Information):  

o This is the who, what, where, when, why, etc. It merely tells who conducted the 

inspection, when it was done, who the victim was, etc.: Just a fill-in-the-blank 

section.  

2. Section Two (Description of the Accident): 

o This section includes the sequence of events you developed to determine cause. 

Just take the numbers off and make a nice concise paragraph that describes the 

events leading up to and including the accident.  

3. Section Three (Findings):  

o This section includes a description of the surface and root causes associated with 

the accident. List the surface causes first, and then their associated root causes. 

Remember, your investigation is to determine cause, not blame. It's virtually 

impossible to blame any one individual for a workplace accident. Don't let 

anyone pressure you into placing blame.  

4. Section Four (Recommendations):  

o This section may be part of your report if requested by your employer. 

Recommendations should relate directly to the surface and root causes for the 

accident. For instance, if one of the surface causes for an accident was a slippery 

floor, the related recommendation should address eliminating or substituting 

the hazard, engineering controls, administrative controls, and personal 

protective equipment (PPE).  

o It's crucial that, after making recommendations to eliminate or reduce the 

surface causes, you use the same procedure to recommend actions to correct 

the root causes. If you fail to do this, it's a sure bet that similar accidents will 

continue to occur.  

http://www.oshatrain.org/courses/pages/700engineer.html
http://www.oshatrain.org/courses/pages/700engineer.html
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5. Section Five (Summary):  

o In this final section, it's important to present a cost-benefit analysis. What are 

the estimated direct and indirect costs of the accident being investigated? These 

represent potential future costs if a similar accident were to occur. Compare this 

figure with the costs associated with taking corrective action? You may want to 

address return on investment also. Information on cost benefit analysis is 

presented in OSHAcademy course 702. 

 What will happen if you fail to correct the root causes of an accident? 

a. Similar accidents will occur 

b. Employees will thank you for it 

c. The company will save money 

d. You won't discover who was at fault 
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Module 7: Element 7: Education and Training  

Introduction  

This module will introduce you to general OSHA requirements for education and training. 

However, I will emphasize "getting beyond compliance" by addressing best practices in 

effective safety and health education programs. To learn more about safety education and 

training, be sure to complete OSHAcademy Course 703, Introduction to OSH Training.  

The Big Picture  

A safety education program should integrate instruction, how-to training, hands-on practice, 

and post-training experience to ensure employees have the necessary knowledge, skills, and 

abilities (KSAs) to work safely and effectively develop SMS processes, procedures, and practices. 

If this critical SMS element is inadequate, none of the other system elements will be effective. 

The education and training element may ineffective if the benefits are not obvious, immediate, 

tangible, or directly related to profits. 

Managers may find it difficult to see the long-term improvements in process and product 

quality that result from an effective safety education and training program. It’s hard to see the 

accidents that don't actually happen. 

 Why might management give safety training less support and commitment than it 

deserves? 

a. OSHA doesn't have local offices 

b. Managers see safety as self-sustaining 

c. Benefits may not be immediate and tangible 

d. Safety slows down work too much 

OSHA Training Requirements 

OSHA's training standards and training requirements are covered in five OSHA standards: 

• General Industry (1910) 

• Maritime (1915) 

• Construction (1926) 
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• Agriculture (1910, 1928) 

• Federal Employee Programs (1960) 

Other voluntary standards and minimum criteria guidance on developing and delivering safety 

and health training exist and OSHA encourages you to review these documents as well: 

• ANSI/ASSP Criteria for Accepted Practices in Safety, Health, and Environmental Training, 

ANSI/ASSP Z490.1-2009 

• ANSI: American National Standards Institute 

• ASSP: American Society of Safety Professionals 

• NIEHS WETP Minimum Health and Safety Training Criteria Guidance for Hazardous 

Waste Operations and Emergency Response (HAZWOPER); HAZWOPER Supporting and 

All Hazards Prevention, Preparedness and Response. 

• NIEHS: National Institute of Environmental Health Sciences 

• WETP: Worker Education and Training Program 

OSHA has educational materials in English, Spanish, Vietnamese and other languages available 

in print or online. To view materials available online or for a listing of free publications, visit 

OSHA's Publications Page. You can also call 1-800-321-OSHA (6742) to order publications. 

OSHA's web site also has information on job hazards and injury and illness prevention for 

employers and workers. To learn more about OSHA's safety and health resources online, visit 

OSHA's A-Z Index Page. 

OSHA's training requirements guide, Training Requirements in OSHA Standards and Training 

Guidelines (PDF), is must-have publication for anyone responsible for the company's safety 

training program. This booklet outlines many OSHA training requirements and gives you some 

ideas on training strategies. 
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 Which of the following contains voluntary guidelines for occupational safety and 

health training? 

a. OSHA 1910, General Industry 

b. OSHA 2254, Training Requirements  

c. OSHA 1928, Agriculture  

d. OSHA 1926, Construction  

Beyond OSHA Compliance 

We want to make sure you firmly understand that to be effective, your program must include 

safety instruction and safety training.  

Education, Training, and Experience 

The learning process includes three basic components: safety instruction, hands-on training, 

and practical experience in the workplace. Instruction and hands-on training are part of the 

learning process, followed by work practical experience on the job. However, it’s important to 

know that each process has a different purpose. 

The KSA Education Process 

So, what is the process we can use to educate employees to improve their safety performance? 

We call it the KSA Education Process. It involves three basic strategies to educate employees to 

gain knowledge, increase their skills, and improve their abilities: instruction, training, and 

experience. 

1. Instruction transfers Knowledge. This is where the educational process begins. We must 

know something before we can do something. 

2. Training provides initial Skills. Once we know something, we can focus on 

learning how to do something. 

3. Experience over time improves Abilities Learners gain experience outside the 

classroom, where the "real education" occurs. Only with experience will we improve our 

overall performance. 

We'll focus primarily on the first two components of the educational process in this module. 

But first, we’ll look in the next section at the psychological process of being educated. 
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Understanding the underlying psychology of the process of being educated will help us 

understand that everything we experience, both internally and externally, educates us. 

When employees know both why safety is important and how to work safely, they will 

demonstrate personal safety leadership by working safely, even when performing hazardous 

tasks when working alone. For example, Gary, a recent OSHAcademy student wrote: 

"I stress to my co-workers that a life jacket is mandatory on deck. We hired a young guy 

who was a swimmer in college. He felt his swimming skills were such that he did not 

need the jacket. We educated him on hypothermia and that he could not save himself if 

he fell over in 35-degree water. Once he understood the hazard, he wore the jacket at 

all times, because he wanted to, not because he had to."  

 

 When will employees most likely demonstrate personal safety leadership when 

working alone? 

a. When they know they'll get in trouble for being unsafe 

b. When they know how to do a task safely 

c. When they don't think they can get away with taking shortcuts 

d. When they know why and how safety is important 

Educate to Show Why 

There are many definitions for education.  Within the context of occupational safety and health, 

education describes who, what, where, when, and most importantly why safety procedure and 

practice are necessary. By transferring knowledge through instruction, this part in the 

educational process informs, persuades, and motivates to affect attitude. 

To ensure safety education is effective, it's necessary to tie performance to consequences. One 

of the most effective ways to do this is to emphasize the natural and system consequences that 

result from the appropriate application of knowledge, skills, and abilities. Consequences 

represent the why in safety education. So, let's take a look at some examples of natural and 

system consequences. 

Natural consequences describe the type of injury/illness that might result if we don't follow 

procedures. For instance: 

• An employee breaks an arm or leg as the result of a fall. 

• An employee escapes injury by properly using a personal fall arrest system.  
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System consequences describe the organizational response to performance. For instance: 

• an employee is disciplined for failing to comply with safety rules; 

• an employer is cited by OSHA for violating safety rules; or 

• an employer is assessed higher workers' compensation premiums for having a poor 

safety record. 

Remember, we do what we do in the workplace because of the consequences. Safety education 

and training must make consequences clear. 

 What is one of the most important ways to make sure safety education is effective? 

a. Repeat the safety rules 

b. Emphasize the consequences 

c. Use slides and show videos 

d. Keep the education session short 

Train to Show How 

As we mentioned earlier, safety training has, as its ultimate goal, to provide the skills 

employees need to work safely. The most effective way to do that is through "hands-on" 

practice and "how-to" demonstration. This is especially important when learning how to 

perform hazardous tasks. 

For instance, you may show how to safely accomplish the steps of a particular task or 

procedure by: 

• practicing lockout/tagout procedures of a machine prior to servicing or maintenance. 

• going through the steps in cleaning up an incidental chemical spill. 

• performing confined space entry team procedures in a simulated confined space. 

  



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 82 of 101 

 What is the most effective training method to improve employee skills in 

performing hazardous tasks? 

a. Video and written exams 

b. Lecture 

c. Hands-on practice 

d. Asking questions 

The Importance of Instruction 

Earlier we said that instruction tells why safety is important. In safety and health, knowing why 

safety is important can save a person's life. By far, the most common reason workers do not 

follow safety rules (or any rule) is that they don't understand why doing so is important. They 

don't understand the consequences. 

For instance, your company probably has a list of safety rules that they ask you to read when 

you are first hired. Did anyone discuss each rule with you at that time, and why that rule was 

important to follow? Maybe not. (There's always an exception to this, and if you are one, 

congratulations!) If you only have a list of rules, you may want to suggest incorporating a short 

paragraph explaining why the rules are important. Don't assume it's obvious. 

If your company attempts to institute change in any part of the safety and health program (or 

any other program), the effort will fail if the company only trains people how to change without 

educating in such a way that not only informs, but also motivates and persuades workers that 

the change is necessary and in everyone's' best interest. 

The number one reason employees don't follow safety rules is that they don't know why they 

are important! 

 What is the most common reason workers fail to follow safety rules at work? 

a. They don't know why the rules are important 

b. They are confused by too many rules 

c. Others never follow the rules 

d. They don't care about the rules 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 83 of 101 

The Safe On-The-Job Training (OJT) Process  

Hands-on-how-to safety training should be simple and safe. Hopefully, supervisors — the 

persons responsible for their workers' safety — are involved in the training. Why? 

If they lack adequate knowledge and skills to train safe procedures, they can't properly 

supervise and hold employees accountable for their performance? 

In the next few sections, we'll discuss the seven-steps in the "safe" OJT training process that 

makes sure learners don't get hurt while being trained: That might sound funny, but it's 

happened. You'll notice in Step 4 that the learners must get permission to continue so they 

don't get hurt. 

 Why do supervisors need adequate knowledge and skills on the procedures their 

employees perform? 

a. They can't supervise a procedure if they lack knowledge about it 

b. To make sure they know who to blame if something goes wrong 

c. So they can properly track work 

d. Because OSHA requires them to be trained on all procedures 

Step 1- Introduction:  

During this first step, the trainer discusses the learning objectives and answers any questions 

the learner might have. The trainer should: 

• Describe the procedure that's going to trained. 

• Discuss the acceptable standards of knowledge and performance. 

• Emphasize the importance of the procedure to the success of the production/service 

goals. 

• Invite questions and concerns learners might have about the procedure. 

• Emphasize the "why" by covering natural and system consequences of their 
performance after training. 

Step 2- Trainer shows and tells:  
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In this step the learner becomes familiar with safe work practices in each step and why they are 

important. The trainer explains and demonstrates each step and responds to any questions the 

learner might have.  

The trainer continues to demonstrate and explain each step until the learner understands what 

to do, when and why to do it, and how to do it. But, you might ask how the trainer can know 

the employee understands the procedure completely? Easy, if the employee can correctly 

restate each step in the procedure, and how to do it, the trainer can be sure the employee has 

adequate knowledge. 

 

 In Step 2 of the OJT procedure, how can the trainer know the learner has adequate 

knowledge of the steps in a procedure? 

a. The learner can correctly restate each step 

b. The learner says he or she knows the steps 

c. The learner correctly answers a question or two 

d. The learner nods agreement with each step 

Step 3- Learner tells and Trainer shows:  

Step 3 is a "safety" step that tests the learner's knowledge. This step is only necessary when 

exposure to hazards inherent in the procedure could cause injury, illness, or equipment 

damage. It protects the trainee because the trainer performs the procedure. It also tells the 

instructor if the learner knows how to perform the step. If the procedure is not hazardous in 

any way, you can skip to Step 4. 
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• First, explain the step to the trainer and, if correct, the trainer performs the step. This 

gives the trainer an opportunity to discover whether there were any misunderstandings 

in performing the step. 

• If the learner directs the trainer to perform a step incorrectly, the trainer can stop, 

question the learner and review the step. The trainee also responds to trainer 

questions. 

 

 

Step 4- Learner shows and tells:  

Now it's time to see if the learner has both adequate knowledge and skills to perform each 

procedure step. Since training usually involves hazardous procedures and practices, requiring 

permission from the trainer prior to performing each step is necessary to prevent injury, illness 

or equipment damage if the step is not performed correctly. The learner tells the trainer what 

he or she is going to do, the trainer gives permission to proceed, and only then does the learner 

perform each procedure step. Here's how this step works: 

• The trainer directs the learner to perform the steps in the procedure. 

• The learner explains each step, gets permission to perform the step and then performs 

it. 

• The learner may also try to perform the task too quickly, before the trainer has time to 

prevent the action, increasing the probability of an injury. 



Course 700 

Copyright © 2022 Geigle Safety Group, Inc.   Page 86 of 101 

• If the learner does a good job of explaining and performing each step in the procedure, 

the trainer can be sure the learner has adequate knowledge and skills to be initially 

qualified to perform the procedure on the job. 

 

 

 In Step 4 of the OJT process, what should the learner do when exposure to hazards 

inherent in the procedure could cause injury, illness or equipment damage? 

a. Perform the step and asks if it is correct before moving on 

b. Explain the step, and if correct, the trainer performs the step 

c. Perform all steps in the procedure slowly 

d. Ask permission and then do the step as the trainer watches 

Step 5- Conclude:  

Once the formal training is finished, the trainer should: 

• Recognize the student's accomplishment - "Good job!" 

• Re-emphasize the importance of the procedure and how it fits into the overall process. 

• Remind the employee about their responsibilities and accountability by discussing the 

natural consequences (hurt/health) and system consequences (reprimand/reward).  
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Step 6- Validate:   

After learners finish the OJT, the trainer, or better yet, the supervisor, should observe them 

applying what they've learned in the actual work environment. Doing so validates the training 

and helps to legally protect both the employees and the employer. 

Learners can also validate that they have adequate KSAs if they can effectively teach the trainer 

how to do the job. If they can't teach the job, the trainer should not certify them as qualified to 

do the job: it's time for some retraining. 

Step 7- Document:  

The well-known OSHA adage, "if it isn't in writing, it didn't get done," is true about documenting 

safety training. For OJT training, documentation should be more than an attendance sheet. 

Below is a summary of what the learner and trainer certify and a sample training record. 

To document the training, the trainee certifies that: 

• hands-on training was accomplished; 

• questions were answered; 

• opportunities were provided to do procedures; 

• accountabilities are understood; and 

• the intent to comply 

The instructor and supervisor certifies the trainee has: 

• demonstrated adequate knowledge; and 

• developed the skills to complete the procedures 
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 Which of the following should the trainer certify to adequately document OJT 

training? 

a. The trainee has passed a written exam 

b. The trainee has demonstrated adequate knowledge and skills 

c. The trainee can perform similar procedures 

d. The trainee may train other employees 
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Module 8: Element 8: Continuous Improvement 

Introduction 

In this module, we'll take a look at some basic Continuous Improvement concepts and see how 

they apply to all elements of the safety management system. Since we're talking about "life and 

limb," continuous improvement is all the more important to make sure all elements of the 

Safety Management System (SMS) are in place, top quality, and effectively maintained. 

Important principles have evolved from companies that perform continuous safety 

improvement planning and implementation; they represent best practices in continuous safety 

improvement: 

• Determine the current situation using objective (fact-based) data analysis, not 

subjective feelings. 

• Set a goal to always address the root causes/system weaknesses. Assume root causes 

always exist. 

• Focus work and resources on the people, machines, and systems that add value. 

• Improve safety processes through continuous controlled experimentation using the 

Plan-Do-Study-Act (PDSA) and other methods. 

• Make decisions based on long-term systems improvement. 

• Update or create standardized processes to reduce variation and waste and promote 

continuous improvement. 

• Employ partnering and knowledge sharing within the company and with external 

suppliers, customers, and other stakeholders. 

 Which of the following is a key principle of continuous improvement? 

a. Make radical changes based on surface causes and feelings 

b. Focus on improving short-term processes and productivity 

c. Make decisions based on long-term systems improvement 

d. Increase variation and diversity in the company 
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The Deming Cycle 

Dr. W. Edwards Deming is considered by most to be the father of Total Quality Management 

and Continuous Improvement. He was probably more responsible than any other person for 

Japan's meteoric rise in manufacturing after World War II. He believed that statistics hold the 

key to improving processes, and that management must take responsibility for quality in the 

workplace because management controls the processes. 

Dr. Deming modified a process developed by his mentor, Dr. Walter Shewhart, and called it the 

Plan-Do-Study-Act Cycle (PDSA). The PDSA Cycle uses a systematic series of steps to gain data 

for the continual improvement of a product or process. The process is called a "cycle" because 

the steps are continually repeated. As the image below shows, the PDSA Cycle contains four 

primary steps. These four steps are repeated over and over as part of a never-ending cycle of 

continual improvement. 

Let's see how we can apply these steps to develop a safe work procedure: 

• Plan. Identify a new safety procedure to be developed. 

• Do. Implement the components of the new safety procedure. 

• Study. Monitor and collect data to study the success of the procedure. 

• Act. Use the learning to make small changes to the procedure and repeat the process. 
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 Which process did W. Edward Deming promote to improve manufacturing in 

Japan? 

a. The Shewhart Program 

b. The Deming Improvement Process 

c. Factual Charts and Graphs 

d. The Plan-Do-Study-Act (PDSA Cycle) 

Deming's  14 Points Applied to Safety 

Deming's developed his famous "14 Points" that form some of the most important concepts 

and approaches to continuous quality improvement philosophy. The focus of this module is to 

better understand and apply each of Deming's 14 points to workplace safety. So, let's see what 

he says about quality, and how it might be applied to safety.    

Point 1: Create a constant purpose to improve the product and service, with the aim to be 

competitive, stay in business, and provide jobs. 
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Deming spoke about the "problems of today and the problems of tomorrow," and that 

management in America today tends to focus only on today's problems when it should be 

placing increased, if not most emphasis, on tomorrow's threats and opportunities to improve 

competitive position, stay in business, and provide more jobs. 

• Management should focus constantly on improving the safety of materials, equipment, 

workplace environment, and work practices today so that it can remain successful 

tomorrow. 

• The goals should be to continually work toward a world-class safe and healthful 

workplace today, so that fewer injuries and illnesses occur in the future. 

• Management should continually communicate a clear, consistent message that safety is 

a core value, and that there are "no excuses" for accidents. 

• Management must understand that if the company considers safety only as a priority 

that may be changed when convenient, constancy of purpose is not achievable.  

 Which of the following would Deming NOT consider a good reason to improve 

products and service? 

a. Improve competitive position 

b. Maximize profits, minimize costs 

c. Stay in business 

d. Provide more jobs 

Point 2: Adopt a new philosophy. We are in a new economic age. Western management must 

awaken to the challenge, must learn their responsibilities, and take on leadership for a 

change. 

Safety can never be understood or properly appreciated if management takes only the short-

term view: it must focus on the long-term. Only by focusing on the long-term benefits will 

management gain the vision to properly and consistently demonstrate real safety leadership.  

The old philosophy accepts as fact that a certain level of injury and illness will result from a 

given process, and that the associated costs should represent one of many costs of doing 

business.  

The new philosophy rejects that notion and strives to: 
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• Prevent injuries and illnesses by continually analyzing and improving upstream factors 

such as work practices, equipment design, materials, and the workplace physical and 

cultural environment through education, training and recognition.  

• Improve product safety for the benefit of the customer.  

 According to Deming, which of the following is a basic principle of the "new 

philosophy"? 

a. Accept a certain level of error 

b. Improve process and product quality/safety 

c. Focus on the immediate goals 

d. Error is the cost of doing business 

Point 3: Eliminate the need for mass inspection by building quality into the product or process 

in the first place. 

Deming was referring to the practice of inspecting every piece of product at the end of an 

assembly line to separate out the defects. Instead, he encouraged improving the quality of the 

process to decrease the defects, thus eliminating the need for mass inspection. 

When we apply this to safety, Deming would encourage us to focus on measuring and 

improving the Safety Management System, including employee behaviors, procedures, and 

equipment design (leading indicators) instead of measuring only incidents and accidents 

(lagging indicators).  

Measuring only results statistics (accident rates) is like driving a car down the road and trying to 

stay in your lane by looking through a rear-view mirror. All you can do is react, after the fact. 

Accident rates tell us nothing about why accidents are happening. Incident rates, accident 

rates, MOD rates, etc. all measure the end point, and since these measures are inherently not 

predictive, these statistics provide little useful information about the surface and root causes 

for injuries and illnesses. 
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 Which of the following indicators should be the focus of analysis in the continuous 

improvement process? 

a. Short-term indicators 

b. Long-term indicators 

c. Lagging indicators 

d. Leading indicators 

Point 4: End the practice of awarding business on the basis of price tag. Instead, minimize 

total cost. Move toward a single supplier for any one item, on a long-term relationship of 

loyalty and trust.  

Quality safety and personal protective equipment, materials, chemicals may cost a little more 

but will save in the long-term through fewer injuries and illnesses. Management should write 

safety specifications that meet their safety and quality requirements into contracts. 

With respect to personal protective equipment (PPE), "cheap" is not better. Ensuring 

employees have high quality personal protective equipment is smart business. If you spend 

$5,000 for various types of PPE and any one piece prevents a serious injury, your company has 

just paid for all the PPE. The money spent on PPE should be thought of as an investment that 

may result in substantial returns (reduced direct and indirect accident costs) to the company. 

Relying on a single supplier for safety equipment, such as personal protective equipment, may 

have many benefits. Supplier representatives, calling on an employer over a period of years, 

will become familiar with the particular safety equipment needs of the employer. The employer 

who establishes a long-term close relationship with the supplier is more likely to receive the 

attention and higher quality equipment when requested. Developing a close, cooperative 

partnership between the employer and the supplier of safety equipment is extremely 

important for the success of both parties and is possible by applying the single supplier 

principle.  
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 According to Deming, what is a benefit when an employer develops a long-term 

relationship with one supplier? 

a. Extra equipment and cheaper prices 

b. More attention and higher quality equipment 

c. More selection and the cheapest possible prices 

d. More expensive equipment available for less 

Point 5: Improve constantly and forever the system of production and service, to improve 

quality and productivity, and thus constantly decrease costs. 

A Safety Management System (SMS) refers to a number of integrated safety policies, plans, 

programs, processes and procedures that have been standardized. Everyone does something 

the same way. What safety process or procedure might be standardized to improve your 

company's safety and health management system? The purpose of safety improvement is to 

increase the quality/safety of the SMS which will decrease the cost of doing business. 

Management must integrate safety as an element of quality into operations so completely that 

it disappears as a separate function. It must be viewed by each employee, supervisor and 

manager as his or her personal responsibility; one that is important in not only improving the 

production process, but in saving lives. 

Point 6: Institute training on the job.  

Unfortunately, some companies today consider safety training as a cost without any real 

benefits. Many companies rely on the safety director or the human resources department to 

train safety. The new employee receives a safety overview when hired, and a safety "expert," 

conducts more specific training related to the employee's job exercise. 

Supervisors may not think they are getting paid to train safety. However, who is better suited to 

do the training than the person responsible for the safety and health of their employees? After 

all, if supervisors can't train safety, how can they have the knowledge to effectively oversee 

safe work practices? Finally, as Deming states, the company should focus on hands-on On-the-

Job (OJT). 
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 According to Deming, to what extent should safety be integrated with quality? 

a. To the extent safety replaces quality at every level of the organization 

b. To the extent that safety takes priority over quality 

c. To the extent that safety disappears as a separate function 

d. To the extent quality has less focus than safety 

Point 7: Adopt and institute leadership. The aim of supervision should be to help people and 

machines do a better job.  

The key to adopting and instituting leadership, of course, lies at the top. Managers need to lead 

by example, action, and word. Successful leaders "care" about those they lead. After all, their 

success is tied to the success of their workers. The "servant leadership" model fits well into the 

ideas expressed by Deming and others. 

There is no better way to demonstrate these principles of leadership than in making sure 

employees use safe work procedures in a workplace that is, itself, safe from hazards. 

Ensuring safety is one of the most visible undertakings that management can take to show 

employees that they are not merely hired hands who can be replaced but are valued human 

resources — part of the family. 

Point 8: Drive out fear, so that everyone may work effectively for the company. 

Managers must begin here. Driving out fear is the most important requirement when 

implementing a Safety Management System. Management controls the workplace and 

influences the behavior and performance of its employees by creating cultural norms that 

dictate what are and are not acceptable behaviors. Strategies using fear to control are rarely, if 

ever successful. 

Management may rely solely on safety rules and progressive discipline to control performance, 

but it's never successful in producing anything beyond mere compliance. What develops from 

such a strategy is a controlling, compliance driven climate of mistrust and disgust; only a shell of 

an effective safety and health management system. 

In a world-class SMS, management drives out fear through fact-finding to improve the system, 

not fault-finding to punish someone. They emphasize uncovering the weaknesses in the system 

that have allowed unsafe work practices and hazardous conditions to exist. Management's 

motto is "Fix the system, not the blame."  
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 According to Deming, what is the most important requirement when implementing 

a safety management system? 

a. Collaborate with OSHA  

b. Compete against each other  

c. Cooperate with each other  

d. Drive out fear in the workplace 

Point 9: Break down barriers between departments. People must work as a team to foresee 

problems with the product or service. 

Employers should only compete with our competitors, not ourselves. Internal cooperation and 

external competition apply to safety as well. Cooperation among all internal functions is 

another key to effective safety.  

Competitive Safety Incentive Programs 

Reactive safety incentive programs that challenge departments to compete against each other 

for rewards set up a system that may promote illegal behaviors by creating situations where 

peer pressure causes the withholding of injury reports. Consequently, the "walking wounded 

syndrome" develops that eventually results in increased injury costs and workers’ 

compensation premiums. The performance of one employee impacts the success of others in 

the department. Employees will do virtually anything, in some cases, to ensure the department 

gets their pizza parties, saving bonds, or safety mugs. The fix: Reward/recognize employees 

individually for appropriate behaviors: complying with safety rules, reporting injuries and 

reporting workplace hazards. Reward activities that enhance cooperation.  

Bringing Management and Labor Together 

Cooperation at all levels of the company to identify and correct hazards is very important. Of 

course, the process designed to promote this kind of cooperation is called the safety committee 

(or safety improvement team). A world-class safety system will take advantage of the cross-

functional makeup of safety committees to bring management and employees together in a 

non-adversarial forum to evaluate programs and make recommendations for improvement in 

workplace safety.  
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 Reactive incentive programs that challenge departments to compete may foster 

which inappropriate safety behavior? 

a. Collaborating with OSHA 

b. Failing to identify hazards  

c. Working too much overtime 

d. Withholding injury reports 

Point 10: Eliminate slogans, exhortations, and targets for the work force asking for zero 

defects and new levels of productivity.  

What! Zero defects is not an appropriate goal? Does that apply to safety too? Remember, 

Deming is talking about product defects here. The related safety goal might be "zero accidents." 

Although this goal may be unachievable, it's the only morally appropriate goal to have because 

employers are dealing with injuries and fatalities. 

If employers set a goal of anything less than zero accidents, what's going to happen? If they 

reach the goal, they pat themselves on the back, sit back with their feet up on the desk, and 

believe they "have arrived." When this occurs, you can bet their accident rate will start rising 

once again. 

Contentment is a dangerous condition in safety. If employers set zero accidents as their goal, 

they may never reach it, but that's fine. Employers should never be content anyway. They 

should always be frustrated — never satisfied to make sure they continually improve the 

system. 

If employers set a goal to reduce accidents by 50%, they will design a less effective system to 

get themselves to the goal, but no farther. If they set a zero-accident goal, they will design a 

more effective system to reach that goal. 

On another line of thought: In safety, the "happy poster syndrome" is a common occurrence. 

Managers think that by placing a safety poster every thirty feet on a wall, they have a successful 

safety awareness program. Employees, for the most part, ignore the posters, and may not 

believe the message that management is trying to convey. The Fix: Get rid of the posters and 

meaningless slogans. Replace them with action, example, and word. Each supervisor and 

manager become a walking safety slogan.  
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 What is the problem with having too many safety posters hanging on the job site? 

a. They must be continually changed  

b. Employees eventually ignore them 

c. They just add to the clutter  

d. Employees make fun of them 

Point 11: Eliminate numerical quotas and goals for the workforce and management. 

Substitute leadership. 

The problem with measuring the success of a company's safety effort using incident rates is 

that once the rate has been reduced to what management feels is an acceptable level, 

complacency sets in, the effort to reduce incident rates relaxes, and incident rates begin the 

inevitable rise to previous unacceptable levels. Management reacts to the increase in incident 

rate with a renewed safety emphasis. This reactive management approach to loss control, 

based on end results (defects), creates an endless cycle of rising and falling incident rates. 

Deming would look upon such a situation with dissatisfaction (and wonder). He would probably 

encourage management to do away with any numerical quotas or goals based solely on 

unpredictable measures such as accident frequency rates. He would stress the need to measure 

upstream activities such as the degree of safety education and training, number of safety 

meetings, individual safe work behaviors, and the safety of materials, chemicals, and 

equipment purchased by the company. 

In emphasizing continuous improvement principles, the company may never realize sustained 

zero accident rates, but the critically important ingredient in a successful process, that of 

continually journeying closer to that end state would be realized. Focus on the journey, not the 

result. 

Relying solely on quotas in the "production" system results in management looking the other 

way, when unsafe work practices, and hazardous conditions exist. A macho (it is part of the job) 

attitude by management, under pressure to produce the numbers, results in higher rates of 

injury and illness. Very little thought is given to the human tragedy involved with serious 

injuries or fatalities. Even less thought to the indirect and 'unknown and unknowable' losses to 

the company. Management must understand the danger of the pressure ever-increasing quotas 

place on supervisors and employees. Short cuts in work practices are inevitable, and along with 

them, injuries and illnesses. 
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Remember, managers and employees should be held accountable only for what they can 

control. It's difficult to control statistical results. However, as we learned earlier, they can 

control activities.  

 Which of the following is an upstream activity over which management has 

control? 

a. Number of hazards identified by department  

b. Variation in workers' compensation premium  

c. Annual incident/accident rates  

d. The number of safety-trained employees 

Point 12: Remove barriers that rob people of pride of workmanship. 

According to Deming, the responsibility of supervisors must be changed from sheer numbers to 

quality. Remove barriers that rob people in management and in engineering of their right to 

pride of workmanship. Abolish the annual merit rating and adopt continual feedback processes. 

Deming offers some interesting ideas here, but they are crucial to success in safety as well as 

production.  

Supervisors must ensure their workers receive equipment and materials that are as safe as 

possible. Employees should work at stations that have been ergonomically designed for them to 

decrease the possibility of strains and sprains, and repetitive motions disease which represent 

the greatest category of workplace injury and illness in the workforce today. Workers require 

and deserve the highest quality personal protective equipment to protect them from workplace 

hazards. The highest quality safety equipment, materials and environment all contribute to 

pride of workmanship.  

Point 13: Institute a vigorous program of education and self-improvement for everyone. 

Continual learning is an important concept. It's important that employees be educated in 

personal and professional skills. Safety certainly applies here as well. Return on the investment 

made in education is well worth the money.  

Weekly or monthly safety education and training sessions, when conducted properly by 

supervisors, can go far in improving the performance of employees, and would send a strong 

message to all that safety is a core value in the company. Unfortunately, most companies do 

not see the wisdom in adopting the principle that to be successful today, each manager and 

employee in the company must be continually learning. Currently, most employees receive very 

little safety training, internal or external, on safety related topics.  
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 According to Deming, the responsibility of supervisors must be changed from _____ 

to _____. 

a. quality, sheer numbers 

b. sheer numbers, quality 

c. input, output 

d. output, input 

Point 14: Take action to accomplish the transformation.  

Put everybody in the company to work to accomplish the transformation. The transformation is 

everybody's job. What a concept! Put everybody to work to accomplish the transformation. 

How can we do this when it comes to safety and health?  

Here's the hard part. Someone must have the vision: If not top management, who? How do you 

shift responsibility for safety from the safety director and/or safety committee to line 

management? If the effort does not have the blessing of the CEO (with action), the 

transformation may never be successful. The safety committee may serve as the catalyst to 

initially begin the planning for the transformation. Expanding the size of the committee, then 

breaking it into "safety teams" specializing in various process functions in the company might 

be a way to go. However, educating up is crucial if top management balks at the need for the 

transformation. The safety committee must provide the education (usual data... sorted... 

objective... bottom line) to influence the perceptions that ultimately shape the transformation. 

Uphill all the way.  

 Whose job is it to create a successful transformation in continuous improvement? 

a. Supervisors 

b. Employees 

c. Upper management 

d. Everybody 

 


