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A Big Picture View of organisational Safety Functioning ….



The blueprint illustrates 20+ years of safety research and field experience and it describes five critical areas of organisational functioning that drive safety outcomes. Specifically, it emphasizes the paramount role of leadership in creating an organisational culture that is actively supportive of outstanding safety performance—a culture which “makes it easy for people to do the right things”. To create such a culture, leaders must personally and purposefully take action to influence the organisation’s Enabling Safety Systems and Sustaining organisational Systems to eliminate exposure to hazards in the Working Interface. 



Describe Blueprint in as much or little detail as makes sense (elements below). Transition point: culture impacts everything else and leadership drives culture



For example:

We all know you can have a great enabling systems, e.g. a process or policy such as “If an employee gets injured, the line gets stopped.” It may even be in the performance goals for supervisor’s that line gets stopped. BUT if the culture is such that everyone knows you don’t stop the line if it’s minor….THE LINE IS NOT GOING TO BE STOPPED. 



Culture overrides everything. Our philosophy is that leadership owns the culture. Culture is established by people in the lead position. So let’s spend a minute looking at culture and leadership in a connected way. 





Blueprint Elements (if needed)



1. The Working Interface is the configuration of equipment, facilities, systems, and behaviours that defines the interaction of the worker with the technology. This configuration is where hazards exist and safety excellence is directly related to how effective the organisation is at controlling exposure here. 

2. Safety Enabling Systems are the basic systems or programmes that assure adequate safety functioning. The safety leader needs to know what these systems are, how they are audited, and how effective they are. More importantly, leaders need to see that enabling systems are part of a larger whole, and not rely on them solely for safety improvement.

3. organisational Sustaining Systems are those processes that sustain enabling systems and assure their effectiveness. They include mechanisms such as selection and development, performance management, organisational structure, employee engagement, and other management systems. Effective leaders understand the relationship between the quality of their sustaining systems, their safety systems, and what occurs in the working interface. For instance, is the structure of the organisation such that safety is given adequate emphasis? Does the performance management system meaningfully address safety leadership issues (not just through lagging indicators?) 

4. organisational Culture refers to the driving values of the organisation, the “unwritten rules” of the company. Unlike climate, which refers to prevailing influences on a particular area of functioning and is quick to change, culture is deeply embedded and longer lasting. Effective leaders look realistically at culture and identify issues that could undermine safety objectives. Cultural attributes such as low trust, poor communication, or mixed management credibility can neutralize even the best enabling and sustaining systems.

5. Leadership drives both the culture of an organisation as well as the functioning of enabling and sustaining systems. In this configuration, leadership refers to seeing the right things to do to reach objectives and motivating the teams to accomplish them effectively. Safety leadership is exercised by decision making which is related to the beliefs of the leader and demonstrated by his or her behaviour. 
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One study examined correlations between the transformational leadership style and the best practices.  Our hypothesis that there would be strong positive correlations between subordinate ratings of each transformational style and each best practice was fully supported.  It is BST’s position that individuals who develop leadership skills in safety also develop their leadership skills more generally. Our findings strengthen this position.
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The next study examined relationships between site-level top leadership teams’ best practices and site-level culture.  Our hypothesis that we would find strong positive correlations between subordinate ratings of each best practice and hourly ratings of each dimension of organizational culture was largely supported. As expected, we found that leadership overall (the aggregate of the 7 best practices) predicted culture overall.

DETAILED FINDINGS – READ THE TECHNICAL PAPER AND THINK THROUGH BEFORE PRESENTING LIVE
Six (6) of 7 leadership best practices individually predicted one or more dimensions of organizational culture.  The feedback, collaboration, and credibility scales stood out the three strongest and most consistent predictors of all aspects of organizational culture. Other scales, like vision, action-orientation and communication related most strongly to specific aspects of site-level organizational culture.  Keep in mind this study focuses on site-level leadership teams. We would expect to see the same general finding, but different relative strengths of correlations if we studied LDI scores for supervisors or corporate leaders.

The accountability scale did not predict culture by itself, which we found quite interesting because the content of the items on this scale is qualitatively different from the content on the remaining 6 scales.  Arguably, accountability items such as “Holds people accountable for meeting their commitments” are measuring perceptions of management practices, not leadership practices. The remaining six scales, which did predict culture, all have leadership, not management, content.  BST retains the accountability scale on the LDI because is important for other reasons: it predicts safety outcomes and our clients find it valuable.
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BST is committed to providing our clients with best-in-class solutions and service. As part of this commitment, we rigorously study our technology, beginning from before its development and continuing through the life of its applications in the field. This kind of research is what enables BST to provide unparalleled precision in our intervention strategies, resulting in superior quality, service — and outcomes — for our clients. Research findings are used in a variety of ways and provide a foundation for the excellence continuous stream of innovation, technology upgrades, and new solutions. 
BST developed the Organizational Culture Diagnostic Instrument (OCDI) in order to provide our clients with an unprecedented level of accuracy in measuring cultural attributes linked to performance. We derived the instrument from more than fifty studies in the research literature where we were able to isolate 9 dimensions that define organizational culture and safety climate. Each dimension had been shown to predict safety outcomes (Hoffmann, D.A. 1999. A Review of Recent Safety Literature and the Development of a Model for Behavior Safety. Ojai, CA: Behavioral Science Technology, Inc. This is a proprietary report, not available for distribution.). 
The current study sought to demonstrate the practical significance of the extensive evidence on the OCDI’s validity. It is one thing to demonstrate relationships among constructs and models and quite another to quantify the difference in actual business performance. This study included 179 organizations who used the OCDI and for whom we tracked a corresponding 12 months of occupational injury rate data from the same time. The top third of the organizations that scored consistently high across all OCDI scales averaged an occupational injury rate of 2.0 injuries per 100 employees per year, while bottom third averaged 8.2. Clients in the middle third averaged 4.5 occupational injuries per 100 employees per year. The results were consistent for clients outside of the US and Canada. Here, the top third of the organizations scoring high across all OCDI scales averaged an occupational injury rate of .6 injuries per 100 employees per year, while bottom third averaged 11.6.  Clients in the middle third averaged 6.5 occupational injuries per 100 employees per year. 
Clients in this study came from 18 different countries from 8 regions including: Africa (7), Asia (1), Australia (8), Canada (17), Europe (14), Latin America (4), Middle East (2), and USA (126). Clients in this study came from more than 20 different industry groups including: automotive, agriculture, chemical, construction, electronics, food, government contractors, industrial and commercial machinery, lumber and wood products, plastic and rubber, metals, mining, paper, petroleum, pharmaceuticals, food, consumer products, service, transportation, and utilities. The implications are straightforward: the wide variety of organizations included, their different businesses, variations in the strengths of their leadership, and safety systems, means that higher OCDI scores, consistently across all scales, are far more desirable than low ones, no matter what the particular pattern of results within your organization.
While these data are fairly representative across client demographics, these results still do only reflect BST clients and their characteristic organizations. For results outside of the US and Canada, BST clients are typically multi-national organizations with highly functioning HSE and are not necessarily representative of the entire population.
Technical Notes 
These findings are based on BST proprietary research (unpublished) conducted in May 2009. We used total recordable incident rate for the 12-month period surrounding the administration of the OCDI. The companies in the top third had the highest aggregate scores across all of the scales. The companies in the bottom third had the lowest aggregate scores across all of the scales. Nine (9) scales in the OCDI model were used: excludes SE and IR. The difference between the three groups is statistically significant: overall (df(177), r = -.412, p<.01) and for non-US/Canada (df(34), r = -.334, p <.05).
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