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he safety of employees is a primary concern in day-to-day operations for business owners 

and managers. Successful companies create a work environment that is protected and 

hazard-free for the employee community and for customers.  The more comfortable and 

confident a company’s employees, the more productive 

those employees will be, increasing the output and 

profitability of the business.  Creating this safe work 

environment requires implementing a safety 

management system. A safety management system is 

part of a risk management strategy designed to decrease 

the incidence of injury and illness in an employer's 

operation and to address changing legislation.  A safety 

management system helps establish a framework to 

move beyond regulatory compliance, improves 

employee morale, enhances public image, and reduces 

employee turnover.    

 

While there are many excellent safety management 

systems to model, the problem is, no one seems to 

agree on how best to find the middle ground - the 

balance - between a world class safety system and 

meeting business/production requirements.  Safety management systems are most effective when 

they seek that middle ground.  

 

The development of a strong and sustainable safety system can be difficult for business owners 

and Human Resource professionals who are inexpert or unaware of state and federal workplace 

regulations.  Furthermore, mere adherence to those regulations does not necessarily represent an 

optimally safe, hazard-free, comfortable working environment for employees. 

 

Implementing a safety management system will assist in minimizing risk to employees and 

others by developing good working practices to prevent accidents/incidents and work-related ill-

health.  Additionally, it can improve business performance and assist an organization to establish 

a responsible image within the market place.  Lastly, implementing a system will assist an 

organization to achieve compliance with Occupational Safety and Health Administration 

(OSHA) and Environmental Protection Agency (EPA) regulations and standards, while helping 

the organization continually improve their environmental, health and safety performance beyond 

regulatory (legal) requirements.  

T 
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    Introduction 

The recent downsizing of many 

companies due to the 

economic changes has often 

placed the management of 

occupational health and safety 

programs on Human Resource 

professionals or business 

owners, who lack the benefit of 

experience or education in this 

field.  
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here were more than 5,000 work-related deaths in 2007, and millions more suffer nonfatal 

injuries at work every year. 
1
   Health and safety in the workplace is a primary concern for 

business owners, but many do not have the personnel or skills necessary to provide 

adequate safety.  Advances are being made in occupational health and safety on industry, state, 

and federal levels.  Often, meeting base regulations is simply not enough in today's rapidly 

developing markets.  Businesses have to create and 

maintain sustainable safety systems - not only to meet 

regulatory standards - but also to instill confidence in 

employees and promote better productivity and output. 

 

This white paper is in no way intended to be political in 

nature; however it does warrant mentioning that there has 

been an obvious change in the regulatory climate since the 

Obama administration has taken office.   OSHA has vowed 

to play a complex role in new stimulus package additions, 

particularly for construction projects.  Due to this influx of 

cash, the country will see more construction projects than 

usual during the coming years, which prompts the need for 

increased health and safety supervision.  While contractors 

have mixed reactions, most feel that more management will 

be beneficial for safer operations.
 2

 Hilda Solis, the new 

Secretary of Labor, has pledged to "put enforcement back 

into the Department of   Labor"; this will include more 

OSHA inspections conducted in coming years. An example of OSHA's renewed emphasis on 

enforcement is the $87.4 million in proposed penalties to an oil refinery - OSHA's largest fine in 

history. 
3
 The record-breaking OSHA fines in the news are eye-popping. 

 

Dr. David Michaels’ confirmation as OSHA director in December 2009 is a significant health 

and safety development. As the nation's point man for safety, look for him to have a pivotal role 

for workplace safety and look for a newfound aggressiveness from OSHA, backed by the  

 

 

______________________ 
 

1
 U.S. Bureau of Labor Statistics 

2
 Ryan, Sean.  “OSHA vows strong stimulus presence.”  The Daily Reporter.  May 14, 2009.  Obtained at   

  http://dailyreporter.com/blog/2009/05/14/osha-vows-strong-stimulus-presence/. 
3 

OSHA Proposes to Fine BP $87.4 Million for Continuing Violations at Texas Refinery (39 OSHR 935, 11/5/09) 

 

T 

OSHA's General Duty 

Clause states that each 

employer shall furnish to 

each of his employees 

employment and a place of 

employment which are free 

from recognized hazards 

that are causing or are likely 

to cause death or serious 

physical harm to his 

employees. 
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Secretary of Labor.  There is absolutely no question OSHA will change radically and move in a 

different direction if one just looks at Michaels' congressional testimony claiming that, "OSHA 

does not work for people" and "that it is broken".  Under his leadership it may be a "new day for 

safety."  He has also hinted at the possibility of an OSHA standard requiring worksites to have a 

safety and health program. 

 

In today's uncertain economy, lean is key. Over the past 

two years the world has seen major political changes 

and experienced economic challenges. Since the start of 

the recession in December 2007 it has been a demanding 

business environment.   Getting management buy-in for 

safety spending has always been difficult - and in this 

bad economy - it is even tougher.  Businesses are asking 

employees to do more with less - increasing their 

responsibilities, asking them to take on unfamiliar jobs, 

and asking them to work longer hours - all of which can increase the risk of accidents - and yet 

safety is often one of the first areas to be cut. But just because the economy “stinks” does not 

mean management should give up on creating or improving their safety management system 

because managing risks has its rewards. In fact, it would be a smart move to invest in safety right 

now given OSHA's new funding levels and new initiatives.  Organizations can manage safety 

successfully with reduced resources. Despite OSHA’s renewed focus on enforcement and 

standards-setting, it appears the agency is still committed to offering compliance assistance to 

employers, according to assistant OSHA administrator Jordan Barab in a recent speech given at a 

safety conference. 
4
  

 

In 2009 December, OSHA was provided with one of the largest budget increases it has received 

in recent years.  The $558.6 million allocated to OSHA was about 8 percent more than the 

agency received in its FY2009 budget. It appears this increased funding will go towards the 

hiring of more than 100 additional compliance inspectors. Additionally, OSHA is intensifying its 

enforcement efforts by making increased use of corporate wide settlement agreements and 

rolling out a new program for egregious violators, known as the Severe Violator Enforcement 

Program. 
5
   It is apparent that OSHA has become more aggressive as it pushes for more and 

stronger enforcement.  These changes at OSHA will likely change the way companies conduct 

business for safety and health. Workplaces with high injury and illness rates are in OSHA sights. 
 

There are some new sheriffs at OSHA who appear ready to make the agency more assertive.  

They have an aggressive agenda for rulemaking, are placing more emphasis on enforcement and 

have already significantly increased penalties. In this new climate, employers and business 

owners should assess their workplaces to make certain that they have safety systems in place that 

at a minimum meet the OSHA standards.    

 
 

 

 

_____________________ 
4
 Said in a February 24, 2010 speech at the New Jersey Occupational Safety and Health Education Program 

Conference in East Brunswick. 
5 
BNA’s SafetyNet Vol.13, No. 3, page 22, OSHA Enforcement to Stiffen, Review Commission Ready February 9, 

2010 

Worker safety must not and 

never be a matter of “luck”! 

 

https://mail.gtech.com/exchweb/bin/redir.asp?URL=http://r20.rs6.net/tn.jsp?et=1103138000085%26s=83021%26e=0015v0sE03622q8_LcLUJnJb2hjFZVfL_DudlWtVhRw-yZsovzrLidrWSsi7aFxd7ftYrECkXZWq_qFGwY-YX43lt8UipYwlrQXjjczK7bQ4UOGe0HEaQxbp7beSe04TUbdQw6jT7cH4hpJTvAkLZ3FUthEBeCp9BWxPXUKxa42VntkP_pa5fP_zh0VkPfZ6U_34d-C1oalM4k=
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he ability to create an effective and sustainable safety system isn't a mysterious art...it's a 

step-by-step-process. A review of the literature on the topics of safety culture and 

organizational effectiveness, reinforced by education, personal experience and professional 

training, has led to the identification of twelve critical components for creating an effective and 

sustainable safety management system.   

 

While there are a variety of components to creating a sustainable safety system, there are basic, 

fundamental components common to every successful safety system.  There is no need for you to 

reinvent the wheel, because the i for safety™ methodology packages the key components for 

creating an effective safety management system into an easy-to-understand and an easy-to-

implement process.  The following twelve components, which have proven to most actively, 

contribute to the success and sustainability of a safety system for any organization are: providing 

leadership by inventing or creating the system, investing in the system to demonstrate 

commitment, integrating safety with other  organizational core values such as production and 

quality, introducing employees' to the safety management system during new hire orientation, 

involving employees in the system to establish trust, informing employees about the system by 

providing clear communication, instructing employees about the expectations of the system, 

inspecting the workplace to seek out potential hazards, investigating all accidents and near 

misses to determine the root cause, holding employees accountable by intervening whenever 

necessary, influencing morale by providing a meaningful safety incentive program, and finally 

providing indicators to measure the safety system’s success. These twelve components – all 

starting with the letter “i” - hence “i for safety™” - provide an organized way of achieving safety 

excellence and helps create an injury free culture or climate.  

 

The i for Safety™ methodology is a simple, systematic, multi-faceted approach for the 

enhancement of an existing or ineffective safety system. It is based on the Plan-Do-Check-Act 

Model and provides the framework for a company to build and continually improve upon a 

safety management system that is centered on its safety policy, practices and programs and 

integrated into its overall business management process.  This integrated safety management 

system ensures safety considerations become a routine part of all products, process and service 

related business decisions.  Most importantly, it is a tool to improve health and safety 

performance. Components are all very much interdependent and can be used by organizations of 

all sizes and in all industries.  

 

There is no one-size-fits-all approach or quick fixes to creating a successful safety system; as 

such, each company must evaluate their business as a unique community, assessing needs on a 

case-by-case basis to ensure accurate and effective solutions.  Regardless of whether a company 

T 

An Introduction to the Twelve Critical Components for Creating an Effective Safety Management System        page ∙ 6 

 

 

 

 

The "i for Safety™" Methodology 



www.health-safetysolutions.com 

 

is seeking to establish a new safety management system, repair an existing underperforming 

system, or simply fine-tune a basically sound system to achieve higher performance, the i for 

Safety™ methodology outlines the basic steps to address safety culture issues. 

 

Through the use of this methodology, businesses can drastically reduce workplace risk, in turn 

reducing insurance costs and the possibility of costly workplace-related lawsuits.  Above all, 

companies will appreciate the increase in productivity and profitability of their businesses due to 

the confidence, comfort, and happiness of their employees. Does your organization have an “i”  

for safety? 
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Figure 1 

The "i for Safety™" Management System 
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Key Concepts:  Leadership/Concern/Visibility 

 

he starting point for creating a sustainable safety 

system or put another way "this is where the rubber 

meets the road."  Senior management must set the 

tone and be visible advocates for safety.  Safety should be 

planned, budgeted, and measured, like any other 

management system. The amount of time, money and 

concern that senior management gives to safety is relative 

to the success of the safety system.   Safety must be 

integrated with other core company values such as quality 

and production.  If management believes that "safety" is 

the job of the safety director, safety department or the 

safety committee then they have it wrong.  Senior 

management should consider health and safety the 

responsibility of all employees, including the floor or line 

supervisors and managers.     

 

How does senior management show this commitment to 

safety?  Some ways to demonstrate this commitment is by 

having a written safety and health policy that clearly states 

expectations for both supervisors and employees, by 

identifying and allocating the appropriate resources to 

achieve health and safety expectations, by preparing job 

descriptions that clearly define safety and health 

responsibilities, by developing procedures to evaluate 

supervisors and employees safety performance, by 

creating  methods to correct unsafe work practices and by designating competent people to 

supervise employees.  Remember, the intent of a safety management system is to develop a 

systematic management approach to the health and safety concerns of the organization.  

 

Buy-in by senior management is a critical component to a valued safety and health process.  

Management must "walk" the "talk" because safety actions speak louder than empty words.  The 

"actions" of an organization represent the only true measure of an organizations commitment to 

safety and health.  Be proactive and "lead by example"!  Often times, nothing happens to improve 

the safety system until something bad happens.  Why wait until something bad happens to reveal a 

safety concern and then have some government agency come in and tell you how and when to 

correct it.  

T 
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   Invent 

From a regulatory compliance 

standpoint, OSHA expects 

companies to evaluate, 

minimize and eliminate 

potential hazards to 

employees. Additionally, OSHA 

recommends that the 

workplace health and safety 

policy be stated in such a way 

that employees understand its 

importance in relationship to 

other organizational values.  
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Key Concept: Commitment  

 

orkplace safety touches many other elements of an 

organization, including production, quality, job 

satisfaction and expenses. Management 

commitment is the driving force behind organizing and 

controlling the safety activities within the organization. 

Therefore management must provide the necessary resources 

to support the safety system and they must provide the tools 

necessary for employees to perform their work.  Stanley E. 

West once said, "Use the right tool for the job. Let the tool do 

the work. Take care of your tools." If the company cannot 

afford safety - then they cannot afford to be in business.   

Besides job health and safety is the law!  

 

A company can actually save money by spending on safety.  While the upfront cost of safety devices, 

personal protective equipment, training, etc. can be expensive, it is far more expensive to put the 

company at risk for employee injury and illness and the resulting medical expenses, lost production, 

fines and lawsuits.    Damaged equipment and missing parts are indicative of poor maintenance and a 

lack of funding that can lead to serious accidents and injuries.  Studies have shown that businesses 

pay a high price in the long run when money is cut from safety processes. 
6
   A safety management 

system will only be effective when management views a safe and healthy work environment as 

fundamental and applies its commitment to protect employees as strongly as it's commitment to other 

organizational goals and strategies.  

 

The return on investment from running an effective safety management system includes: lower 

insurance cost, fewer injuries and illnesses, reduction in indirect cost, and improved employee inner 

health.  According to the findings of The Executive Survey of Workplace Safety, announced by the 

Liberty Mutual Group, 95% of business executives report that workplace safety has a positive impact 

on a company’s financial performance.  Of these executives, 61% believe their companies receive a 

return on investment of $3 or more for every dollar they invest in improving workplace safety.  The 

survey also reveals executives realize the benefits of workplace safety go beyond the Company's 

bottom-line, with 70 % reporting that protecting employees is a leading benefit of workplace safety.   

 

 

_______________________ 
6 
Keller Online March 1, 2009 

W     From a regulatory 

compliance standpoint, 

OSHA expects companies to 

provide employees safe, 

well-maintained tools and 

equipment. 
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Key Concept:  Awareness 

 

ike the air we breathe one cannot see a safety 

culture.  Start at the earliest stage possible by 

cultivating attitude and instilling health and safety 

values in employees, even the ones with a lot of prior job 

experience.   Make expectations clear so that employees 

realize right from the first day that safety is a core 

company value, that safety performance will be evaluated 

along with other aspects of job performance, and that those 

evaluations will affect raises, promotions, and so on. 

 

Onboarding a new employee on Day 1 with "safety stuff" 

should not be overwhelming but should certainly always 

leave a lasting impression. You want to avoid information 

overload, because then new workers could just shut down 

and fail to learn more.  Ensure that new hire orientation is 

not the only time employees are exposed to policies and 

procedures.   Follow up by monitoring performance closely 

and asking and answering a lot of questions during those 

first few weeks and months to make sure the safety message 

comes across.  

 

No two safety orientation programs are alike but all 

successful programs are usually formal, required by the 

company, and at a minimum include information about 

required personal protective equipment, emergency procedures, a review of safety policies and 

procedures, location of emergency equipment, housekeeping responsibilities, how to report an 

accident, chemicals they may have to work with and who they should go to for safety questions 

or problems.   

 

 

 

 

 

L 

L From a regulatory compliance 

standpoint, OSHA has no 

specific requirement for new 

hire safety orientation, but 

many training requirements 

explicitly state that training 

must be provided to new 

employees.   According to the 

OSHA Office of Statistics, 40 

percent of employees injured 

at work have been on the job 

less than 1 year. New hires 

need to be made aware of 

how serious safety training is 

right from the start.  
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 Key Concept:  Incorporate Values 

 

afety is dynamic - never in a state of rest.  It is affected 

by technology, people, processes, and priorities.  

Workplace safety impacts many sections of an 

organization including production, quality, human resources 

and finance.  Safety and health must be an integral part of 

the business and management should integrate policies into 

their operations by involving employees in creating them.  

  

For a safety management system to be successful it is very 

important to integrate safety with other organizational core 

values such as production, quality, human resources, 

customer service, and finance. Do not treat it is as an added 

activity because one is not more important than the other.  

Simply put, safety must go hand-in-hand with production, 

quality and other organizational values.   

 

When an organization states that "safety is our number one priority" does this mean that safety 

has become a core company value?  Probably not, because as we all know priorities can easily 

change.  Ask a sales person, a truck driver, a forklift operator what his or her number one priority 

is.  If they are honest and not just telling you something they think you want to hear, it is most 

unlikely they will say, "My number one priority is working safely".  Their number one priority is 

to make sells, deliver a load, or unload a truck.  Turning safety into a core company value takes 

time and patience, but given management commitment, safety can be valued just as much as 

production and quality. Keep in mind you will not be able to leap from the ground to the top of 

the building in one jump. It takes time to change the safety culture, and progress is made one step 

at a time. That said, once you are on top of the roof, the view is spectacular.    

 
 

 

 

 

S From a regulatory 

compliance standpoint, 

OSHA expects senior 

management to have a 

written policy that makes it 

clear to everyone working 

for the organization that 

health and safety is 

important to the company.  
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Key Concepts:  Communication/Seeking Input/Providing Information /Listening/Feedback  

 

anagement must provide clear communication at 

every level of the organization. This component 

is embedded in several other components of a 

safety management system, so it is one of the most 

important.  Communication isn’t just words – the 

organization’s safety message is also expressed in the 

amount of resources it provides towards health and safety, 

on how “visible” senior management is and how 

“engaged” management allows employees to be involved 

in the safety process. Management must provide 

employees with the information they need, to not only to 

do their job, but to do it safely.  They should provide and 

seek regular feedback.  

 

One of the hallmarks of any great company is effective communication.  What methodology are 

you going to use to meaningfully communicate to employees on a regular basis about safety 

and health?  This cannot be the flavor of the month.  What are the procedures for correcting 

unsafe and unhealthy conditions?  Communicate – encourage meaningful dialogue - to ensure 

that trust is established.  

 

Communication must be a two way street.  It is equally important that management be informed 

and be provided feedback.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

M From a regulatory 

compliance standpoint, 

OSHA expects companies to 

keep employees informed 

about relevant workplace 

health and safety matters.  
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Key Concept:  Training 

 

ne of the primary goals of safety training is to 

build and sustain a “safety culture” throughout the 

organization. Knowledge is the foundation of a 

sound and sustainable safety system.   

 

Safety training is a key component in the prevention of 

work-related injuries, illnesses and death. When educated 

on safety procedures, employees will know how prevent an 

incident in the workplace by properly operating machinery 

and handling equipment, and will also learn how to 

respond quickly if presented with a dangerous situation. 

 
Employees should be alarmed if they see untrained 

workers operating machinery, equipment, or using tools.  

Safety training must be an integral part of a new employee's training.  
 

A formal safety training program is real and tangible and brings with it "lots of good will", 

particularly if the company is visited by OSHA.   Furthermore, if you can offer assurances to the 

insurance company that you provide safety training to your employees this could result in a 

premium discount.  

 

 

 

 

O O 

O From a regulatory 

compliance standpoint, 

OSHA expects companies 

to provide training required 

by the OSHA standards 

based on the exposure to 

certain hazards.  
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Key Concepts:  Trust/Inclusion/Engaged Employees/Partnership/Shared Commitment    

 

 here is an old Chinese proverb that goes, "Tell me 

and I'll forget, show me and I may remember, 

involve me and I'll understand."  When 

developing your safety culture you need to view your 

organization as a community. An organization can 

enhance safety and health through partnerships.    

 

Everyone has an important role to play in recognizing 

and controlling unsafe work conditions.  Getting 

employees involved in safety is a key component for 

maintaining an effective safety management system. A 

safe and healthy workplace requires each worker’s active 

participation in identifying potential hazards.  If 

employees are not directly involved in the safety system it is doomed to fail.  Silos must be 

removed because a “we versus them” mentality just won’t work.   Simply stated, there is no 

safety management system without employee involvement. No one knows the job better than the 

person doing it.  Engaged employees are safer, healthier and happier at work and their 

performance can save an organization money on insurance cost, lost time, turnover and lost 

productivity.  

 

Employees should "see" safety as interesting, energizing and practical.  One way to accomplish 

this is by creating a combination management and worker safety committee. While OSHA does 

not make safety committees mandatory, OSHA does place a high value on them. The reason 

behind safety committees is to involve workers in discussions about health and safety on the job. 

It's not only a smart thing to do but a good business practice to include a safety committee as part 

of your safety system. 
 

Safety is no little job!  The more active involvement by senior management and the more true 

involvement of employees in the safety management system, organizations may not only see a 

drop in injuries and illnesses, but drops in insurance costs, lost work days, employee turnover, 

and property and product damage.    

 

T From a regulatory 

compliance standpoint, 

OSHA expects employers to 

involve employees in 

decisions that affect their 

health and safety.  
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Key Concepts:  Identify Hazards/Implement Controls 

 

 

orkplace hazard recognition is the next step in 

the development of a safety management 

system. A system for hazard identification must 

be created such as regular monthly safety inspections.  
 

Management must set the expectations, then “inspect what 

they expect.”  Health and safety inspections aim to identify 

unsafe acts and unsafe conditions that may - if not 

addressed - cause an accident or injury. By identifying 

potential hazards and implementing effective controls an 

organization can keep people, assets, and the environment 

safe.   

 

Regular documented safety inspections can form the 

foundation for preventing incidents and injuries involving 

workers and property.  It is important that once the inspection is carried out that feedback is 

provided to the department manager or supervisor.  Over time inspection reports can be reviewed 

to see if any trends are developing.  By keeping workplace safety in “sight” an organization will 

keep people, product and property safe. 

 

 

 

 

W From a regulatory 

compliance standpoint, 

OSHA expects companies to 

recognize hazards to 

employees and provide 

them a workplace that is 

free from those recognized 

hazards.  
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Key Concept: Root Cause/Near Misses 

   

hings happen!   Management should thoroughly 

look into every incident and near miss incident for 

the root cause. Drill down…why, why, why??  Is 

there a flaw in our system – did we miss something?  It's 

vital that an organization know about accidents, injuries, 

incidents and near misses as they happen so it can 

prevent them in the future, thereby saving lives, time 

and money.  

 

A near miss accident or incident should serve as a wake-

up call to the organization. It is less costly to investigate 

a near miss than a serious accident. A good 

investigation program will collect the facts, determine the root causes, establish controls to 

prevent recurrence, identify trends, and allow the organization to demonstrate commitment to the 

safety management system.  

 

We must always move past blame.  Investigating incidents should always be "fact-finding 

missions" not "fault-finding missions".  Most accidents are attributable to a failure in the safety 

management system: lack of training, failure to discipline, lack of appropriate resources, etc. 

 

T From a regulatory 

compliance standpoint, 

OSHA expects companies to 

conduct through accident 

investigations.  
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Key Concepts:  Accountability/Enforcement/Prevention and Control/Audit 

 

oes your safety system have teeth?  Corrective 

action must be initiated promptly when serious 

safety and health hazards are discovered.  People 

must follow established workplace safety procedures.  

Progressive discipline is a form of respect so if employees 

are not following safety procedures they must be held 

accountable.    

 

It must be understood that progressive discipline is a last 

resort for improving safety performance. Before issuing 

discipline always analyze the safety management system 

first to ensure it is not a breakdown of the safety system. 

However, there are circumstances when discipline will be 

required to reinforce, with some employees, that management is serious about safety.  When done 

correctly discipline can be a form of respect.  

 

There must be accountability for the results of the safety management system. Accountability links 

responsibility to consequences.  Consequences can be negative or positive and can range from 

"condition of employment" to "safety incentives".  There must be balance and actions must always 

be fair, consistent, timely and relevant. Safety is about accountability and without accountability 

there is no safety.  

 

Management should audit their systems (health and safety, environmental and post injury) against 

a recognized standard such as the American ANSI Z-10 standard or the European ISO 18001 

standard.   This will tell the organization whether the safety management system is working and 

how the system can be improved.  

D From a regulatory 

compliance standpoint, 

OSHA expects companies to 

discipline employees who 

fail to adhere to established 

safety policies and rules. 
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Key Concepts:  Morale/Motivation 

 

      

any organizations state, “Our most 

important asset is the people who 

work for us.”  If people are the 

most important asset then they should be 

treated as such and it should be an 

organizational goal to make sure they are 

safe at work.   

 

People must be motivated to perform in a 

certain way. Employees should be 

recognized for their safety achievements and 

rewarded much like a sales person is 

recognized and rewarded for reaching a sales 

quota. Incentives help put a spotlight on 

safety and proactive organizations reward 

safety observations, suggestions and best 

practices.  Organizations should celebrate 

safety achievement and successes.  It is 

important to note that rewards must be 

meaningful enough to motivate employees.   

 

Think about this.  An employee with a positive outlook is just as infectious in improving morale 

in the workplace as a displeased employee is in ruining morale.  It is far better to "incent" your 

employees, then to "infuriate" them.  

 

 

 

M  

From a regulatory compliance standpoint, 

OSHA does not expect or require 

companies to have safety incentives 

programs and actually may frown on a 

company that does because sometimes 

these programs can lead to 

underreporting/underrecording of injuries 

and illnesses. However, if the safety system 

is exceptional and the company can 

demonstrate that employees are not 

underreporting accidents, OSHA should be 

OK. 
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Key Concepts:  Monitor/Measure/Evaluation  

 

et’s face it…safety is tough!  It is usually 

measured on negative results such as the number 

of injuries or accidents.  But as management guru 

Peter Drucker once said, "You can't manage what you 

can't measure.”  Organizations need to recognize that 

there is no single reliable measure of health and safety 

performance.  It is a multitude of measures that will 

provide a better gauge of the effectiveness of the safety 

management system.   There is much discussion in the 

literature about the use of trailing indicators, current 

indicators and leading indicators.  All are important and 

have value in monitoring, measuring and evaluating the 

organizations safety management system. 

 

The organization must guard against complacency. It has been said, “What gets measured gets 

done.”  Management needs to be able to measure success and keep score with tangible, 

measurable metrics. Management is generally concerned about the dollars the organization 

makes and spends - and rightfully so.   That is why they use balance sheets, profit and loss 

statements, and other such accounting documents to measure success and keep score.  Safety and 

health should be no different.   Management should also be aware of worker behaviors that 

compromise safety, such as poor housekeeping.  

 

How does an organization gauge whether their safety management system is getting stronger or 

losing stream?  By conducting employee perception surveys, conducting regular health and 

safety inspections and reviewing workers compensation loss runs and OSHA 300 logs are some 

of the ways an organization can tell if their safety management system is getting stronger or 

getting weaker.  

 

There must be regular management review of the safety management system.  At a minimum 

senior management must review the safety management system annually.  You must do 

something with the data you get from your measurements, otherwise it means nothing.  It is what 

you do with the data and information that matters most. 

 

 

L  

From a regulatory 

compliance standpoint, 

OSHA expects companies to 

keep OSHA required 

records of work related 

injuries and illnesses.  
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n organization is a complex institution with many 

different people who have diverse educations, 

skills and experience who perform various tasks to 

ensure the success of the operation. 
7
 The challenge for the 

organization is to ensure people perform these tasks 

safely.  Safety is a primary factor in managing cost and 

employee turnover, and ensuring business continuity.  

Keeping a workplace free from physical or psychological 

hazards can be difficult and time-consuming, especially 

for small business owners who may not be able to identify 

where and how to start.  Further, ensuring a safe work 

environment is a business expense that does not directly 

contribute to the bottom line.  Thus, business owners may 

at times be tempted to treat safety as an expense that can be trimmed.  However, the accidental 

disregard of federal or state workplace regulations can be costly, and at times disastrous, for 

business owners who are uncertain or ignorant of such requirements. 

 

As a human resource professional or a business owner, have you ever asked yourself, how do we 

build a safety culture that is compliant, lasting and intrinsic in our operations day in and day out?   

There is no "one size" fits all solution to creating a sustainable safety system. However, by 

following a simple and systematic approach companies can improve their loss experience.  The i 

for Safety™ methodology is a systemic way of managing an organization's health and safety 

affairs to improve safety performance and raise the awareness of the value of safety. 

 

One of the most important safety performance improvement steps that you and your leadership 

team can take this year is to assess your safety management system by conducting a "gap 

analysis" between your present safety system and the "i for Safety™" safety improvement 

process. The i for safety™ model is a complete system that provides an organization detailed 

instructions and tools necessary for implementing a successful system that will not only comply 

with OSHA requirements, but improve performance and positively impact your bottom line.  

 

 

 

 

______________________ 
7   

National Safety Council Safety Culture and Effective Management George, Swartz, Editor Page 103 

A 
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   What is the Next Step? 

 

Ýɩɷɴ ɻɴɰɳɴʁ ʂɴʃʂ ʃɷɴ 

organizations mission, and 

if this mission does not 

resonate deeply, then those 

being led will merely go 

ʃɷʁɾʄɶɷ ʃɷɴ ɼɾʃɸɾɽʂ.Þ 

                  Srikumar S. Rao 
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What do your “i’s” say about your safety management system?   It is important to understand 

where your organization currently is in the development of their safety management system. The 

iChart document, found on page 22, will help clarify where your safety system is currently 

performing.  The iChart can help you determine your current condition and can get you to start 

thinking about how you would like your safety system to perform in the future.      

 

Page 25 explains how you can perform a FREE web-based self assessment of your safety 

system.  By following the recommendations for improvement - which are current best 

management practices - and by creating an action plan - this will help close the gap.  The action 

plan can serve as a road map to get your health and safety system from where it is today, to 

where it should be.  It makes good business sense to reduce the cost and risks associated with 

accidents by ensuring that safety and health becomes an integral part of the business.  Put safety 

in your line of vision to create a healthier, more productive workforce.  
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Component Phase 1 
Indistinct 
Safety Acuity: 20/180 
Nearly blind  

Phase 2 
Initiation 
Safety Acuity: 20/80 
Corrective lenses needed 

Phase 3 
Illumination 
Safety Acuity: 20/20 
Average eyesight 

Phase 4 
Insight 
Safety Acuity: 20/10 
Better than average 

Phase 5 
Inspirational  
Safety Acuity: 20/2 
Hawk eye 

1.   Invent Workers compensation 
expense is a cost of doing 
business. Safety is given 
lip service.  There is no 
written safety manual.   

Senior management 
starts to see the light.  
Organization creates a 
safety policy statement.  

Total buy-in by senior 
management.  The 
organization puts their 
vision for safety in 
motion.  There are clearly 
defined safe work policies 
and procedures.   

Senior management asks 
how the safety 
management system can 
be improved.   There is a 
real commitment to 
safety.  

Management άǿŀƭƪǎέ the 
άǘŀƭƪέΦ Very visible and 
leads by example.  Wants 
to lead their industry in 
safety. 

2.  Invest Show me the money!  
The organization spends 
little on safety. 

The organization starts 
providing resources to 
achieve safety standards.  
If we cannot afford safety 
maybe we should not be 
in business. 

Broken, defective, or 
improperly maintained 
equipment that could 
cause injury is promptly 
repaired or replaced. 

Staffing levels are at 
appropriate levels.  

Safety is appropriately 
funded.  Employees are 
given time to do the job 
safely.   

3.   Introduce Safety is not part of the 
new hire orientation 
agenda. 

There is discussion that 
safety should be 
discussed when a new 
person is on-boarded.  

Safety is now part of new 
hire orientation.  

Supervisors take the 
necessary time to orient 
new hires about safety.  

A co-worker is allowed to 
to spend time with the 
new employee. 
 

4.   Integrate Safety is not a core 
company value.   The 
organization does not 
have its eye on safety.  

The organization starts to 
realize that safety must 
be integrated with 
production, quality and 
other organizational 
values.  

Senior management is 
committed to turning 
safety into a core 
company value.   Line 
supervisors understand 
they are responsible and 
accountable for safety. 

Senior management 
recognizes that safety 
impacts many sections of 
the organization and 
must be an integral part 
of the business. 

Safety is seamlessly 
integrated with 
production, quality and 
other organizational 
values. 

5.   Involve No established safety 
committee that meets 
regularly.  

The organizations safety 
message is starting to be 
expressed as they begin 
providing resources for 
safety.  

There are regular 
scheduled safety 
committee meetings.  

Senior management 
allows employees to be 
totally engaged in the 
safety process.  

Employees άǎŜŜέ safety as 
interesting, energizing 
and practical.  

Safety Management System iChart 
Developmental Phases 
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Component Phase 1 
Indistinct 
Safety Acuity: 20/180 
Nearly blind  

Phase 2 
Initiation 
Safety Acuity: 20/80 
Corrective lenses needed 

Phase 3 
Illumination 
Safety Acuity: 20/20 
Average eyesight 

Phase 4 
Insight 
Safety Acuity: 20/10 
Better than average 

Phase 5 
Inspirational  
Safety Acuity: 20/2 
Hawk eye 

6.  Inform Not only does senior 
management not άǿŀƭƪέ 
ǎŀŦŜǘȅΣ ǘƘŜȅ ŘƻƴΩǘ ŜǾŜƴ 
άǘŀƭƪέ about it! 

Senior management 
discusses ways to keep 
employees informed 
about relevant safety 
matters.  
 

Management provides 
clear communication at 
every level of the 
organization.  

Safety is discussed at 
senior management 
meetings.  

Communication is a two-
way street and 
employees feel 
conformable talking 
about safety.  

7.  Instruct Safety training is nearly 
non-existent.  

Senior management 
recognizes that 
knowledge is the 
foundation of a sound 
and sustainable safety 
system.  

The organization 
conducts meaningful 
ongoing safety training. 

A stronger safety culture 
has been built through 
safety training.  

The organization spends 
significant money on 
training and realizes that 
there is a return on their 
investment.  

8.  Inspect Safety inspections and 
audits are not regularly 
conducted. 

Senior management 
grasps the concept that 
workplace hazard 
recognition is an 
important component of 
a safety management 
system.  

The organization 
conducts regular safety 
inspections.   

Feedback is provided to 
department managers 
and supervisors after all 
safety inspections.  

Regular documented 
safety inspections and 
audits occur and 
feedback is provided to 
the department manager 
or supervisor.   

9.  Investigate Accidents and incidents 
are not sufficiently 
investigated.  

Senior management 
understands that they 
must move past blaming 
employees for accidents.  

Accidents are thoroughly 
investigated for root 
cause.  

Near miss accidents are a 
wakeup call for the 
organization.  

Every accident, incident 
and near miss is 
thoroughly investigated. 
 

10.  Intervene There is little progressive 
discipline for safety 
infractions.  When an 
employee is hurt on the 
job there is no post injury 
management system in 
place to help the injured 
worker.  

Senior management 
realizes there must be 
accountability for safety 
or there is no safety.  

To reinforce safe 
behavior progressive 
discipline is issued for 
safety infractions.  

Accountability for safety 
performance is 
established for every 
level of the organization.   
Line supervision is now 
accountable for safety 
not the safety manager.  

Discipline is consistently 
used to reinforce that 
senior management is 
serious about safety. 
There is an effective post 
management injury 
system in place.  
 

Safety Management System iChart 
Developmental Phases 
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Component Phase 1 
Indistinct 
Safety Acuity: 20/180 
Nearly blind  

Phase 2 
Initiation 
Safety Acuity: 20/80 
Corrective lenses needed 

Phase 3 
Illumination 
Safety Acuity: 20/20 
Average eyesight 

Phase 4 
Insight 
Safety Acuity: 20/10 
Better than average 

Phase 5 
Inspirational  
Safety Acuity: 20/2 
Hawk eye 

11.  Influence If people are your most 
important asset then why 
are they not treated as 
such?  

Senior management 
provides the necessary 
resources for safety 
incentives.  

Meaningful rewards are 
given to employees who 
make safety suggestions.  

The organization 
celebrates safety 
achievement and success.   
Employees άŎŀǳƎƘǘ ōŜƛƴƎ 
ǎŀŦŜέ are given praise 
and/or small rewards.  
 

Employees are duly 
recognized for their 
safety achievements and 
rewarded.  

12.  Indicate Safety performance is not 
measured very well.  

The organization realizes 
it cannot manage safety if 
it does not measure 
performance.  

Safety metrics are 
developed for the 
organization.  The 
organization is moving 
from reactive to proactive 
prevention.  
 

Senior management 
reviews the safety 
management system 
regularly.  

The safety data 
demonstrates that the 
safety management 
system is effective. 

Safety Management System iChart 
Developmental Phases 
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Do a Free Self-Assessment of Your Safety System 

The iExam is a web-based assessment which 

determines which components of a safety system your 

organization is missing or that could be done better. It 

is very easy and can be completed in less than 45 

minutes. The questions range from basic to complex 

but the substance of these questions is recognized in 

the industry as being necessary to determine the 

performance level of the safety system. You will learn 

what you don’t know and what you do know about 

your company’s safety culture. And from there, you 

will have a starting point to improve the culture. Our Recommendations for Improvement can be 

used as a starting point to facilitate discussion and bring positive change in your company.  

What can taking the iExam do for you? 

It helps you assess the maturity of your current safety system and is your first step to truly 

making a difference in the performance of your safety system. It identifies organizational and 

management attributes that contribute to a strong and sustainable safety culture. The iExam 

defines the level of proficiency or maturity for each component. Recommendations are made to 

help you move to the next component. The assessment and scoring is by no means scientific. It is 

based on personal experience, professional training and education. However, this assessment can 

be a useful tool to help you gauge the organization’s commitment to safety based on twelve 

strategic principles. It is well documented that when there is an increased focus on health and 

safety and the organization follows these principles, it translates into a safer, healthier workplace.  

 

iExam Score Results Indicate Level of Safety System Proficiency (Success) 
When you receive your iExam score, the results indicate the overall effectiveness of the safety 

system. The assessment then measures your strengths and weaknesses for twelve key 

components in creating a sustainable safety system. The Recommendations for Improvement is 

your Action Plan for targeting each component. Use the iExam to establish a baseline of your 

company's safety performance. As recommendations are implemented you can retest to measure 

your progress over time. As mentioned above, the overall score on the iExam constitutes the 

level at which your company’s health and safety system is scored. This level is an informal 

assessment of the system based on the responses provided by the person taking the assessment. 

The score does not represent a compliance judgment meaning it does not determine whether your 

company is in compliance with OSHA regulations.  

 

"What is essential is 

invisible to the eye." -  

Quote from The Little Prince 
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Where do I go to take the iExam? 

 

The data collected will be used to understand how organizations manage their safety 

management systems. The demographic information required by the individual to take the iExam 

is strictly confidential and is not shared with any other organizations.  

 

Go to your computer and in the web browser type in: www.health-safetysolutions.com.  On the 

home page, click on the picture of the "eye". This will launch the "i for safety™" website.  On 

the left-hand side of the homepage, click on the "iExam" tab.  Fill out the demographic 

information and start taking the exam that helps you assess the current status of your safety 

management system.   Taking the exam will allow your organization to view your safety culture 

through a different set of eyes. See what could be! 

   
 

 

 

 

 
      Figure 2 
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Michael L. Miozza CSP, CPEA heads the environmental, health and safety system for a major 

corporation.  Michael has seventeen years of experience in the areas of regulatory compliance, 

human resource management, manufacturing, construction, business management, ISO 14001 

implementation, and developing safety processes. His career has afforded him the opportunity to 

work in national and international organizations managing multiple locations. Miozza enjoys 

sharing his distinct perspective on how his experience has impacted his approach to leading 

health and safety. 

 

Through a unique blend of work experiences with several major corporations, Miozza has 

witnessed the core of high performance safety cultures. For 17 years, Michael has successfully 

faced the challenges of leading injury prevention strategies with a large workforce in high 

demand industries.  

   

Miozza began his safety career in 1993 working for a Fortune 100 company as a Safety Officer. 

As an Insurance Inspector, he has conducted hundreds of inspections ranging from general 

scheduled audits to serious accident investigations. 

 

Miozza is nationally recognized as a Certified Safety Professional (CSP) and a Certified 

Professional Environmental Auditor (CPEA), a professional member of the American Society of 

Safety Engineers, and is a member of the National Fire Protection Association and the American 

Industrial Hygiene Association. 

  

Miozza is the founder of Health and Safety Solutions, Inc. a safety consulting company based in 

Fall River, Massachusetts and the creator of the safety management process called i for safety™.  

He is an an authorized OSHA Outreach Trainer for General Industry Safety Training for 10 and 

30 - hour courses. 

 

 

 
 

About Health & Safety Solutions Inc. (HSS) 
Health and Safety Solutions Inc. is a provider of health, safety and environmental compliance solutions.  

HSS offers affordable solutions for all-sized organizations and business owners.   HSS can help create a 

safe, healthy, engaged workplace, encouraging safety consciousness and promoting wellness throughout 

your organization.  We can help improve the health of your employees - and your bottom line.  For more 

information, please visit www.health-safetysolutions.com or call (508) 415-7127.  
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