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Dedication

To Our Clients:

[image: image]  For all you do to bring these principles and procedures to life.

[image: image]  For going beyond the call of duty to improve the culture and safety of your colleagues.

[image: image]  For your sustained efforts to achieve a Total Safety Culture.

[image: image]  For spreading the actively caring philosophy throughout your organizations and communities.


Summary of Contents

1:  General Principles for Achieving a Total Safety Culture

1.1 The Psychology of Safety

1.2 Social Dynamics of Safety

1.3 Our Need for Competence Fuels Safety Participation

1.4 Total Safety Culture in Two Real World Companies

2:  Actively Caring and Self-Management

2.1 An Actively Caring Model for Occupational Safety

2.2 Predicting Propensity to Actively Care for Occupational Safety

2.3 Does Everything Happen for a Reason?

2.4 Safety Self-Management: A Key Behavior-Based Process for Injury Prevention

3:  Behavior-Based Observation and Feedback

3.1 Safety Coaching through Observation and Feedback

3.2 Beyond Observation and Feedback: Integrating Behavioral Safety Principles into Other Safety Management Systems

3.3 Case Study: Behavior-Based Intervention for Occupational Safety: Critical Impact of Social Comparison Feedback

3.4 Employees Forgot Their Hard Hats Again? Seven Lessons from Behavior-Based Safety for Increasing PPE Use

3.5 Addressing Ergonomic Hazards through Behavior-Based Observation and Feedback

4:  Communication Skills for Safety

4.1 Interpersonal and Intrapersonal Conversation: The Power to Increase Competence and Commitment for Safety

4.2 Behavior-Based Recognition and Celebration: Key Processes for Continuous Safety Improvement

4.3 The Value of Humor

4.4 Are You “Training” or “Educating”? It’s Smart to Do Both

5:  Measuring Safety Performance

5.1 Measuring Safety Performance for the Next Millennium

5.2 Behavioral Safety Analysis: A Necessary Precursor to Corrective Action

5.3 Measuring Performance in Occupational Safety and Health

5.4 Researching Behavior-Based Safety: A Multi-Method Assessment and Evaluation

6:  Safety Leadership

6.1 Safety Management is Not Enough: Ten Leadership Qualities for a Total Safety Culture

6.2 How to Sustain Employee Involvement in Occupational Safety

6.3 Interpersonal Trust: Keys to Getting the Best from Behavior-Based Safety Coaching

7:  Maximizing Behavior-Based Safety Efforts

7.1 Watch Out for Pop Psychology

7.2 The Ten Myths of Behavior-Based Safety

7.3 Barriers to Breakthrough Performance: Seven Reasons Why Programs Can Fail to Produce the Improvements You Want

7.4 Increasing the Impact of Signs and Slogans

7.5 Sustaining Participation in a Safety Improvement Process: Ten Relevant Principles from Behavioral Science

7.6 Critical Success Factors for Behavior-Based Safety: A Study of 20 Industry-Wide Applications

Closing Comments from E. Scott Geller

Will BBS Reach its Potential? Cause for Optimism and Alarm


Contents

Dedication

List of Figures and Tables

Foreword

About Dr. E. Scott Geller

About Safety Performance Solutions

Acknowledgments

1:  General Principles for Achieving a Total Safety Culture

1.1 The Psychology of Safety

E. Scott Geller

Principle 1: Safety should be driven by the local culture and not by an outside agency

Principle 2: Culture change requires that people understand the principles and know what to do about them

Principle 3: Champions of a Total Safety Culture will emanate from those who teach the principles and procedures

Principle 4: Leadership can be developed by teaching and demonstrating the characteristics of effective leaders

Principle 5: Focus recognition, education, and training on people reluctant but willing rather than on those resisting

Principle 6: Increase commitment, ownership, and involvement by giving people opportunities for choice

Principle 7: A Total Safety Culture requires continuous attention to factors in three domains: environment, behavior, and person

Principle 8: Do not count on common sense for safety improvement

Principle 9: Safety incentive programs should focus on the process rather than outcomes

Principle 10: Safety should not be considered a priority but a value with no compromise

Principle 11: Safety is a continuous fight with human nature

Principle 12: Behavior is learned from three basic procedures: classical conditioning, operant conditioning, and observational learning

Principle 13: People view behavior as correct and appropriate to the degree they see others doing it

Principle 14: People will blindly follow authority, even when the mandate runs counter to good judgment and social responsibility

Principle 15: Social loafing can be prevented by increasing personal responsibility, individual accountability, group cohesion, and interdependence

Principle 16: On-the-job observation and interpersonal feedback is key to achieving a Total Safety Culture

Principle 17: Behavior-based safety is a continuous DO IT process with D = Define target behaviors, O = Observe target behaviors, I = Intervene to improve behaviors, and T = Test impact of intervention

Principle 18: Behavior is directed by activators and motivated by consequences

Principle 19: Intervention impact is influenced by amount of response information, participation, social support, and external consequences

Principle 20: Extra and external consequences should not over-justify the target behavior

Principle 21: People are motivated to maximize positive consequences (rewards) and minimize negative consequences (costs)

Principle 22: Consequences have three dichotomous characteristics: positive vs. negative, natural vs. extra, and internal vs. external

Principle 23: Negative consequences have four undesirable side effects: escape, aggression, apathy, and counter-control

Principle 24: Natural variation in behavior can lead to a belief that negative consequences have more impact than positive consequences

Principle 25: Long-term behavior change requires people to change “inside” as well as “outside”

Principle 26: All perception is biased and dependent upon personal history, prejudices, motives, and expectations

Principle 27: Perceived risk is lowered when a hazard is perceived as familiar, understood, controllable, and preventable

Principle 28: The slogan “all injuries are preventable” is false and reduces perceived risk

Principle 29: People compensate for increases in perceived safety by taking more risks

Principle 30: When people evaluate others, they focus on internal factors; when evaluating personal performance, they focus on external factors

Principle 31: When succeeding, people over-attribute internal factors, but when failing, people over-attribute external factors

Principle 32: People feel more personal control when working to achieve than when working to avoid failure

Principle 33: Stressors lead to positive stress or negative distress depending on appraisal of personal control

Principle 34: In a Total Safety Culture everyone goes beyond the call of duty for the safety of themselves and others—they actively care

Principle 35: Active caring should be planned, purposed, and focused on environment, person, or behavior

Principle 36: Direct, behavior-focused active caring is proactive and most challenging and requires effective communication skills

Principle 37: Safety coaching that starts with Caring and involves Observing, Analyzing, and Communicating leads to Helping

Principle 38: Actively caring behavior can be increased indirectly with procedures that enhance self-esteem, belonging, and empowerment

Principle 39: Empowerment is facilitated with increases in self-efficacy, personal control, and optimism

Principle 40: When people feel empowered, their safe behavior spreads to other situations and behaviors

Principle 41: Actively caring behavior can be increased directly by educating people about factors contributing to bystander apathy

Principle 42: As the number of observers of a crisis increases, the probability of helping decreases

Principle 43: Actively caring behavior is facilitated when appreciated, but it is inhibited when unappreciated

Principle 44: A positive reaction to actively caring behavior can increase self-esteem, empowerment, and belonging

Principle 45: The universal norms of consistency and reciprocity motivate everyday behaviors, including actively caring behavior

Principle 46: Once people make a commitment, they encounter internal and external pressures to think and act consistently with their position

Principle 47: The consistency principle is responsible for the impact of “foot-in-the-door” and “low-balling”

Principle 48: The reciprocity norm is responsible for the impact of the door-in-the-face technique

Principle 49: Numbers from program evaluations should be meaningful to all program participants and should provide direction and motivation for intervention improvement

Principle 50: Statistical analysis often adds confusion and misunderstanding to evaluation results, thereby reducing social validity
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2. Celebrate Accomplishment But Focus on the Journey

3. Show Top-Down Support But Facilitate Bottom-Up Involvement

4. Facilitate Discussion to Relive the Journey

5. Enable Discussions of Successes and Failures
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7. Solicit Employee Input
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Foreword

It was at one of the annual National Safety Congress meetings back in the 1980s that I first came across Dr. E. Scott Geller. All that separated us was a standing-room-only crowd of six- or seven-hundred safety pros at a session where Dr. Geller paced up and down aisles and across the speaker’s platform. Actually, I couldn’t even get into the room at first; the audience spilled out into the hallway.

So I listened from outside and soon realized I’d never heard anyone talk about safety like this guy. His voice boomed like a football coach as he told jokes and stories and ripped through a stack of overhead transparencies. The man was seriously pumped and passionate, and his vitality was contagious. Laughs rolled through the large room and echoed out into the hall, where a group of us stood on our toes peeking through the door, trying to figure out this wiry professor with the energy of a rock-and-roll drummer.

But this was not another motivational speaker. What separated Scott was his message, his substance. He’s always had this knack for making ivory tower research somehow interesting. Scott’s research is all about why we do the things we do—behaviors and attitudes. He never scares you with OSHA and rarely mentions the word “compliance,” itself a novel concept in a field long dominated by regulations. What matters to Scott is the human side of safety. Why we take short cuts and ignore our training. How to get employees to “actively care” about one another on the job.

“I’ve got to get him to write articles for Industrial Safety & Hygiene News,” I thought after listening for maybe five minutes. It didn’t take long to decide, because Scott’s approach to safety is so distinct—upbeat and natural, yet grounded in science. “Command-and-control rules and enforcement are turn-offs,” he’d proclaim. “Stop using that word ‘accident’—safety is within our control.” “Enough with all the investigations and fault-finding. Say something positive when you see someone working safely.”

Scott has written more than 100 articles for ISHN at this point. Many have focused on the topics you’ll read about in the following pages: culture, systems, actively caring, self-management, observation and feedback, coaching, ergonomics, conversations, recognition, humor, performance measures, leadership, involvement, signs and slogans, myths and barriers, and critical success factors.

They say a preacher has maybe ten good sermons in him—after that it’s all recycling and repackaging. With a microphone in his hand, Scott works a room with a missionary’s zeal, but his mission is to always give his audience, and readers, something new. New research, insights and ideas to reach his goal of a “Total Safety Culture.”

The fruits of Scott’s drive to make a difference and the breadth of his knowledge are here for you to enjoy and put to use. Not only will your safety program benefit, but you’ll have answers to the question that tugs at teachers, parents, friends, neighbors and safety pros everywhere: Why do people act like that?

Among the lessons I’ve learned from Scott over the years is this: The principles behind working safely—empathy, recognition, feedback and the like—are universal. They’re the basis for relationships, leadership, teamwork, even communities and organizations. Scott gives us a map for getting along. Use it to find safety success, and much more!

Dave Johnson

Editor & Publisher

Industrial Safety & Hygiene News


About Dr. E. Scott Geller

[image: image]

E. Scott Geller, Ph.D. is a Senior Partner at Safety Performance Solutions, Inc.—a leading-edge organization specializing in behavior-based safety training and consulting. Dr. Geller and his partners at Safety Performance Solutions (SPS) have helped companies across the country and around the world address the human dynamics of occupational safety through flexible, research-founded principles and industry-proven tools. In addition, for more than three decades, Professor Geller has taught and conducted research as a faculty member in the Department of Psychology at Virginia Polytechnic Institute and State University, better known as Virginia Tech. In this capacity, he has authored more than 300 research articles and over 60 books or chapters addressing the development and evaluation of behavior-change interventions to improve quality of life.

He has written many books on occupational health and safety, including: The Psychology of Safety; Working Safe; Understanding Behavior-Based Safety; Building Successful Safety Teams; Beyond Safety Accountability: How to Increase Personal Responsibility; The Psychology of Safety Handbook; and the primer: What Can Behavior-Based Safety Do For Me? His latest book, entitled The Participation Factor, will be published next year by the American Society of Safety Engineers.

Dr. Geller is a Fellow of the American Psychological Association, the American Psychological Society, and the World Academy of Productivity and Quality Sciences. He is past Editor of the Journal of Applied Behavior Analysis (1989-1992), current Associate Editor of Environment and Behavior (since 1982), and current Consulting Editor for Behavior and Social Issues, Behavior Analyst Digest, and Journal of Organizational Behavior Management.

Scott Geller’s caring, dedication, talent, and energy have helped him earn every university teaching award offered at Virginia Tech and, in 1982, a teaching award from the American Psychological Association. In 1983 he received the Virginia Tech Alumni Teaching Award and was elected to the Virginia Tech Academy of Teaching Excellence; in 1990 he was honored with the all-university Sporn Award for distinguished teaching of freshman-level courses; and in 1999 he was awarded the prestigious W. E. Wine Award for Teaching Excellence. In 2001, Virginia Tech awarded Dr. Geller the University Alumni Award for Excellence in Research.

Dr. Geller has written almost 100 articles for Industrial Safety and Hygiene News, a trade magazine disseminated to more than 75,000 companies. He has collaborated with Tel-A-Train Inc. and J. J. Keller and Associates, Inc. in the development of various training series, which include videotapes, workbooks, and facilitators’ guides. For these innovative and creative works, beginning with a 1995 nationally renowned seminar series—Actively Caring for Safety—the Society for the Advancement of Behavior Analysis honored Dr. Geller with an award for Effective Presentation of Behavior Analysis in the Mass Media.

Dr. Geller and his colleagues at SPS have worked with numerous organizations, both public and private, to tailor training and implementation efforts related to the psychology of safety. Past customers include both small and large organizations representing manufacturing, chemical processing, transportation, and service industries, including: Allied Signal, American Standard, ARCO Chemical, AT&T, Bayer, Bechtel, BF Goodrich, BHP Cooper, Cargill, Coca-Cola, Champion International, Chevron, Corning, ExxonMobil, Eli Lilly, Florida Power & Light, Ford, General Motors, Georgia-Pacific, Hercules, Hewlett-Packard, Hoechst Celanese, Koch Refining, Leprino Foods, Lockheed, Lucent Technologies, Monsanto, Pacificorp, Power Bar, Rohm and Haas, Solutia, Textron, 3M, Toyota, Trus Joist MacMillan, Union Pacific Railroad, Wal-Mart, Westinghouse, Westvaco, Weyerhaeuser, and Wisconsin Electric.

Dr. Geller has been the Principal Investigator for more than 75 research grants that involved the application of behavioral science for the benefit of corporations, institutions, government agencies, or communities in general. Dr. Geller’s research has been funded by both government agencies and corporations, including: the National Science Foundation; the National Institute for Occupational Safety and Health; the U.S. Department of Health, Education, and Welfare; the U.S. Department of Energy; the U.S. Department of Transportation; the National Highway Traffic Safety Administration; the National Institute on Alcohol Abuse and Alcoholism; the Centers for Disease Control and Prevention; General Motors Research Laboratories; the Alcoholic Beverage Medical Research Foundation; and the Virginia Departments of Energy, Transportation, Litter Control, Agriculture and Commerce, and Welfare and Institutions.


About Safety Performence Solutions
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In the mid 1980s Dr. Geller and several colleagues began assisting organizations in the application of behavior-based and person-based psychological principles to industrial safety problems. In 1990, they teamed with Virginia Tech’s Center for Organizational Performance Improvement located in the Department of Industrial and Systems Engineering. In 1995, the group collectively formed Safety Performance Solutions, Inc., a company dedicated to helping organizations understand and manage human dynamics to reduce workplace injuries.

Our team includes professionals from the fields of organizational behavior management, industrial/organizational psychology, industrial engineering/ergonomics, and organizational design and development. Working with senior management, union leadership, and hourly work teams, we have significant experience designing, delivering, and evaluating safety improvement activities in hundreds of organizations.

Our mission is to help organizations cultivate a Total Safety Culture (TSC). In a TSC, everyone not only feels self-accountable for their own safety, but they also feel responsible for their peers’ safety. When people act on that responsibility, individuals in a TSC have the necessary tools and methods as well as the appropriate person states—self-esteem, empowerment, and a sense of belonging—to actively care for the safety of co-workers. The organization’s formal management systems and leaders’ personal interactions contribute to developing an injury-free workplace by encouraging, recognizing, and reinforcing safe behaviors as well as removing barriers to achieving a TSC.

To learn more about Safety Performance Solutions, visit our website at www.safetyperformance.com.
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