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Terminal Objective

Enabling Objectives

1. Provide history of Safety Performance Principles including organizational, leader and individual aspects

2. Review how organizational values and  leader behaviors influence safety culture

3. Describe how reducing errors & violations, minimizing risks to hazards and a defense in depth approach 
(hazard mitigation controls) leads to zero events

4. Explain how  programs, process, procedures and  training are vital to sustaining 
safety performance

5. Reinforce that when individuals rigorously use Safety Performance Tools and Mitigation Controls safe 
results are achieved

Provide a practical way of improving safety performance by applying human and organizational 
fundamentals into safety management.

Integrating Human and Organizational 
Performance into Safety Management

“Improving Safety Performance”
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The Experts

“Why did it make sense for the person to do 
what they did at the time of the event?”

Sydney Dekker
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How were human performance 
fundamentals derived?

• Defense

• Airlines

• Nuclear Industry

• Medical
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Guidance and Implementation Manual Chapter 2

Understanding the Workplace:
The New View of Safety

Figure 1 Revising How We Look at Safety

NEW VIEW OF SAFETY
ACHIEVING EXCELLENCE THROUGH LEARNING HOW WORK IS DONE

“Traditional safety focuses on things that
go wrong. A great deal can be learned by
studying why things go right.”
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• People will make mistakes
• Error-likely situations are predictable
• All human actions are influenced by the 

context in which they occur
• Operational upsets can be avoided
• How we respond to failure matters

•
•
•

Learn from people doing the job
Speak with workers
Understand the job and how 
work gets done

•
•
•

Learn from successful job completion
Investigate successful work to identify 
gaps Identify decisions workers make to 
adjust to gaps

Frustrations
Dependencies
Sensitivities

Good Practices
Recoverability

Better Management of interdependencies
with the system

Organizational Resilience

Detect failure before it occurs

Build capacity to be successful in varying 
conditions

Allow for capacity to exist so if failure occurs 
the impact is less

Human and Organizational
Performance (HOP) Principles

Learning from successful 
work may expose:

Outcomes of Implementing New View

Human error is a choice

No events mean no human error problems

Training will solve human error problems

Accountability/punishment will address
human error problems

Significance of error should determine the
level of discipline

Experience eliminates human error

Human error are the root cause of
accidents

Errors are violations

Human Error Myths

AMERICAN SOCIETY OF

SAFETY PROFESSIONALS

ASSP GM-Z10.100-2019
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What is 
Safety?
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Safety Performance =
Behaviors + Results



Md + Re         0 Events

• People make errors

• Error-likely situations are predictable
• Errors and risks to hazards can be 

reduced using safety performance 
tools

• Behaviors are influenced by 
- organizational values, programs, processes 

and job site conditions
- what is encouraged and reinforced

• Events can be eliminated with Hazard Mitigation Controls –
Defenses

Safety Performance Principles
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Safety
Management

Errors
Violations

Hazards
Risks Programs  

Processes
Procedures 

Training

Individual 
Behaviors

Improving 
Safety 

Performance

Organizational 
Values

Leader
Behaviors

Improving Safety Performance
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Three Levels of Culture

1.What can be seen –
visual cues?

2.Behaviors observed and 
reinforced.

3.Shared values, priorities & 
assumptions.

©2014 Summers Consulting LLC

Organizational
Values

10



People, Plant & Environment 
SafetyPerformance  
Inextricably Linked

Errors, Hazards & Risks

Safety Performance  
Action or Inaction

People

Environment

Plant

• Significant Environmental  Damage &
Massive Clean-ups

• 11 Fatalities
• $4.5 Billion Settlements
• Legal Issues

Deepwater 
Horizon Oil Rig
April 20, 2010
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Values



Inconsistent 
Use of Safety 
Performance 

Tools

Event

Hidden
Organizational
Weaknesses

Values
Values

Anatomy of an Event
Weak Risk Controls (Defenses)

Error Traps
• Time Pressure
• Distractions
• Inaccurate Risk 

Perception
• Assumptions©2019 Safety Performance LLC

Cultural
Engineering

Administrative
Oversight

Cultural
Engineering

Administrative
Oversight

Adapted from INPO 06-003 Human Performance Reference Manual
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Organizational
Values



@Safety Performance LLC 2020

Safety 
Performance 

Tools

2-Minute Rule

S.A.F.E.R.

Pre-job Risk 
Assessment

Follow Rules

Hierarchy of Hazard Controls
“A Multilayer Approach”
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Values



Normalized Deviance
“Work Practice Drift”

Risk

Time (Years)

Real Risk Level

Perceived Risk
Reduces with Time 

Increasing the Chance of an Event

©2014 Summers Consulting LLC

Event

Performance Gap
(discovered by
investigation)

Investigation
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Values



Every organization is perfectly 
aligned to get the results it gets!

©2022 Summers Consulting LLC

• The level of safety performance achieved is influenced by 
the collective behaviors of all individuals in the 
organization.

• People achieve high levels of safety performance based 
largely on the encouragement and reinforcement received 
from leaders, peers, and subordinates.
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Organizational
Values



Who are Safety 
Leaders?

Board Members, 
CEO, Presidents, 
Vice-Presidents, 

Directors, Managers

Engineers

Supervisors Workers

Trainees/apprentices
Anyone in the 
organization

Key Leadership Skills

• Lead by example

• Engage people

• Communicate effectively

• Talk Safety and Listen

Leader
Behaviors

16
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Let’s Talk Safety & Listen
Filters, Bias, Preconceived Notions

Organizational
Behaviors
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• Safety Leaders…
- Lead by example
- Engage people
- Effectively communicate
- Talk Safety and Listen

• Let’s Talk Safety
- It takes COURAGE to speak up and be a safety leader.
- The safety conversation builds trust and respect!

• Listen to understand why and how work is performed.
It is easy to talk, it is much harder to listen.

Let’s Talk Safety & Listen

Safety Observations

• Safe Actions

• Improvement 
Opportunities

• Challenges

Leader
Behaviors

18
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If people take shortcuts, 

the naturally occurring 

positive consequence from 

doing the job with less 

effort can cause the 

undesirable behaviors to 

continue.

Safety Has No Natural Feedback Mechanism
Leader

Behaviors

19
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1. See something?

2. Say something … 
ask how job is going 
– Listen!

3. Talk about safety:

 Safe work practices 
(2 or 3)

 Improvement opportunities or concerns (if any)

4. Give thanks and summarize
See Something … Say Something!

Let’s Talk Safety & ListenLeader
Behaviors

20
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Examples
Safe Behaviors
“I thought you did a nice job with keeping your eyes on the 
task because it just takes a second for something to happen.”

(Pause)

“And I saw you stayed clear of the moving parts which is 
good, so your hands don’t get cut or pinched.”

(Pause)

“And I thought it was good that you kept the tools and 
materials away from the machinery so that nothing rolls in 
and gets kicked back out.”  

Improvement 
Opportunity

“I just 
wanted to 
ask you if 
those are the 
best gloves 
for this type 
of task?”

“Thanks again, any questions for me? ”

Let’s Talk Safety & ListenLeader
Behaviors
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Let’s Talk Safety & Listen
An Aligned Engaged Team Leads to 

Safety Excellence!

Employees

Senior 
Leadership

Supervision
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Leader
Behaviors



Unintended "Not Thinking” Intended “Thinking”                                 

Errors and Violations
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Errors
Violations 
Hazards

Risks

©2022 Safety Performance LLC



Time Pressure 

Distractions

Inaccurate Risk Perception

Assumptions

Safety Performance 
Key Error Traps

24
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Errors
Violations 
Hazards

Risks



Safety Error Trap
Time Pressure

25
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Errors
Violations 
Hazards

Risks



Safety Error Trap
Distractions
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Errors
Violations 
Hazards

Risks



Safety Error Trap
Assumptions
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Errors
Violations 
Hazards

Risks



Safety Error Trap
Inaccurate Risk Perception
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Errors
Violations 
Hazards

Risks



Basic Safety Hazards

• Working from heights
• Spills on floors or trip hazards 
• Stuck-by or caught-in between
• Unguarded machinery 
• Overexertion
• Ergonomic
• Unseen

References: OSHA  and ASSP Certificate in Risk Assessment
29

Errors
Violations 
Hazards

Risks



Is the Risk to the Hazard Acceptable?

30

Errors
Violations 
Hazards

Risks



Respect the Risk to Hazards

RISK

Exposure to  
Hazard 

Increasing 
Potential for 

Injury 

HAZARDS
• Working from heights
• Spills on floors or 

tripping hazards 
• Stuck-by or caught-in 

between
• Unguarded machinery 
• Overexertion 
• Ergonomic
• Unseen

PEOPLE

Safety Improves when the Risk to Hazards is 
Eliminated, Reduced or Controlled with Defenses and 

Safety Performance Tools!
31
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Errors
Violations 
Hazards

Risks



OSHA Regulations
Programs
Processes

Procedures
Training

32

29 CFR 1910
Safety

29 CFR 
1910.1000 

to end
Health

29 CFR 1926
Construction
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Programs
Processes

Procedures
Training
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Pocket Safety and Human 
Performance Manuals

Programs
Processes

Procedures
Training
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Safety Performance 
Handbook

Programs
Processes

Procedures
Training
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Programs
Processes

Procedures
Training

Dynamic 
Learning 
Activities

36
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Effective
Communication

Stop When 
Unsure

Pre-job 
Brief

Self and 
Peer 

Check

Safety
Minute

Understand
& Follow 

Rules 

Individual
Behaviors

37

Identify Hazards

Assess RiskMitigation 
Controls

Hazard / Risk Assessment and 
Safety Performance Tools

37
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Pre-job Brief

OSHA 1910.269 Job Brief
o Hazards associated with job
o Work procedures involved
o Special Precautions
o Energy source control
o Personal Protective Equipment 

requirements

Individual
Behaviors

38
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What
A Pre-job Brief is an interactive discussion involving all 
team members  to ensure all potential hazards, risks and 
lessons learned from previous performance are addressed.

Why

To ensure safe task completing by identifying hazards and 
hazard mitigation controls that will be used.

How

Usually conducted by the Supervisor close to the job site.  
Consider conducting it in a reverse manner (worker leads 
discussion)  to assess understanding by participants.



Focus on 
Confirmation 

Bias

Individual
Behaviors
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1. Explore: (Look up, down & around)
• Recognize hazards & controls
• Any potential challenges?

2. Review / Follow Rules
• Life Saving Rules / JSA / Job Brief
• PPE / Safety Equipment

3. Perform Final Safety Check
• What is the worst that can 

happen and why won’t it?
• Have all questions been 

answered?

STOP if Unsure and
Seek Help!

A SAFETY MINUTE
WHEN STARTING, 
RETURNING OR
INTERRUPTED
AT THE JOBSITE…

©2022 Safety Performance LLC

Individual
Behaviors
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What

The rules reflect best practices in the work-place, 
and many are required by OSHA. Following 
rules means that individuals understand the 
rule’s intent and purpose and follow them as 
written.

Why

 To safeguard yourself and coworkers

 To ensure the correct actions are performed in the proper sequence and reduce 
risk of error.

 Ensures that we stay in “positive control” of the plant; the only thing that 
happens is what we expect to happen.

Understand & Follow RulesIndividual
Behaviors

41
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Life Saving Rules

CRAFT
• Confined Space
• Rigging and Lifting
• Arc Flash / Electrical
• Fall Protection
• Tagging - Energy 

Source Control

Individual 
Behaviors

42
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Self-Check focuses attention on the task, to think 
about the intended action and its expected response 
before performance, and verify actions taken after 
performance.  STAR (Stop, Think, Act, and Review) is a 
technique to self check.

Attention Focus 
Self and Peer Check

Individual
Behaviors

43

Peer-Check is a series of actions by two 
individuals working together at the same time 
and place, before and during a specific action, 
to prevent an error by the performer.
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What
Effective Communication is clear, concise, and free of 
ambiguity. It is provided in a way that minimizes the  
chance of being misunderstood. Especially, when 
exchanges of information directly manipulate  
equipment or are critical actions. 

Why
• To minimize the potential for making errors.
• To provide for the accurate, complete, concise, clear, and error-free transfer of information.
• To ensure the receiver of the message listens to and understands the message sent.

How
It is performed using Three-Part Communications, the phonetic alphabet 
and the noun names of equipment and components.

Effective CommunicationIndividual
Behaviors
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What
STOP Work is a brief interruption work to discuss and resolve assumptions, uncertainty, 
changing conditions, or other potential unsafe conditions.  

Why
 To reduce errors and exposure to hazards
 To ensure good decisions are made during work performance
 To challenge preconceptions and assumptions

When
Personnel are authorized to stop work and seek help if an actual or potential unsafe condition is 
present, but especially when:

 The task is determined to be unsafe
 Confusion or concerns are identified
 Unanticipated changes in conditions are encountered
 Conflict or inconsistencies exist between plans, rules, procedures, instructions, and actual conditions
 You or others think or say the following words and phrases: “Probably,  I assume, I think, Maybe, 

Should be, Not sure, We’ve always, I’m 90% certain”

Stop When UnsureIndividual
Behaviors
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Post Job Brief 

What
A Post-Job Brief is performed  to gather information 
and lessons learned from workers after task 
completion.

Why

 To ensure that the work site has been cleaned up
 To ensure that job status is communicated
 To identify what worked well and any opportunities 

for improvement

When
After task completion. 

Typical Post Job Brief

• What worked well?
• What can be improved?

• What lessons were learned that 
need to be captured and  passed 
on to others?

Individual
Behaviors
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Improve Incident 
Reporting, 

Investigations 
and Trending

Improve Incident 
Reporting, 

Investigations 
and Trending

Focus on Risk 
Reduction & 

Exposure Control

Focus on Risk 
Reduction & 

Exposure Control

Use of Safety 
Performance Tools 

and Defenses 

Use of Safety 
Performance Tools 

and Defenses 

Leadership 
Consistently Values 

the Balance of Safety 
& Production

Leadership 
Consistently Values 

the Balance of Safety 
& Production

Leading “Proactive” 
Safety Performance 

Measures

Leading “Proactive” 
Safety Performance 

Measures

Focus on Behaviors 
and Coaching

Focus on Behaviors 
and Coaching
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Safety Performance 
Improvement

Improving 
Safety 

Performance



Phase 1
Safety Culture Assessment

Discovery & Analysis

• Incident data (2-year period)

• Safety standards & reports

• Safety Meetings

• Field observations / interviews

• Design & conduct safety survey

Phase 2
Safety Performance 

Introduction & 
Assessment Workshops
• Safety Professionals

• Senior Management

• Union Leaders

Phase 3
Safety Performance 

Training

• Senior Leadership

• Mangers & Supervisors

• Employees

Phase 4
Strategic Plan & 

Performance 
Measures

• Senior Leadership 
Workshops

Phase 5
Let’s Talks Safety and 

Listen

• Safety Observation 
Program

• Training

Phase 6
Hazards and Risk

• Recognize Hazards

• Assess Risks

• Mitigation Controls

48
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Improving 
Safety 

Performance

Journey to Improve 
Safety Performance



Commitment to a Safety Strategic Plan
Example

Safety 
Performance 

Strategic 
Plan

49

Safety Performance 
Strategic Plan
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Improving 
Safety 

Performance



Traditional
“Reactive” Measures…

• Compliance driving the Safety 
program

• Low employee involvement

• Training heavily focused on 
technical aspects of job

 Focus on a single cause 

 Correct the individual failure

 Narrowly apply solutions

 OSHA Recordable injuries
 Lost Time Accidents

 Worker Compensation Cost

 Regulatory violations

Leading 
“Proactive” Measures…

• Leadership “Walks the Talk” 

• Leaders motivating employees to own 
safety & go beyond minimal standards

• Recognition for use of Safety Performance 
Tools & Defenses

• Focus on hazard exposure and risk

• Employees involved in developing and 
implementing safety training programs

• All Training includes “soft” skills

• Focus on organizational root cause 

• Correcting system/process deficiencies

 Recognize a near miss or good catch

 Improvement Opportunities

 Self Assessments

 Safety Perception Surveys

Safety Performance Measures

50
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Improving 
Safety 

Performance



Safety Assessment
Gaps / 

Recommendations
Actions

Proactive Performance
Measures

1.Increase focus on 
learning from incidents  

• Reset the criteria to determine what type and depth of 
investigation is necessary

• Review and enhance the method/tools for investigation

• Improve and standardize corrective action process and 
method of communication to ensure learning is shared 
and issue is fixed everywhere it is applicable

• Pilot Culpability Model

1. Potential Significant Injury or Fatality 
Near Misses and trend analysis

2.Define expectations and 
leadership behaviors to 
align performance 
measures update, coach 
and reinforce standards 
and expectations for 
safety performance 

• Identify & clean up clutter. Get rid of what you don’t 
need.

• Identify proper walkways and paint lines for the 
walkways.  All areas need to identify walkways.

• Laydown areas need to be identified and also marked.

• Plant wide audit of all signs. Remove old signs. Hang 
new applicable signs. Formalize homemade signs and 
hang new standardized.

1.Management & Supervisor 
Observations and Coaching – amount 
and quality      

2.Pre-job briefing - amount and quality
3.Assessments of use of Safety 

Performance Tools and Hazard 
Controls   

4.Job Hazard Analysis and Safety 
Procedures – amount and quality

51
©2022 Safety Performance LLC

Improving 
Safety 

Performance
Safety Performance Strategic Plan

Example



Safety Conversations

Understand & 
Follow RulesTeamwork

Safety Performance in Action
"Safety is not the lack of injuries, it’s the use of safety 

performance tools and the presence of defenses"

Participation

Engagement

Life Saving Rules

Know your CRAFT:

• Confined Space

• Rigging & Lifting

• Arc Flash

• Fall Protection

• Tagging

Effective 
Communication

Defense 
Validation
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Improving 
Safety 

Performance



PROFESSIONAL SAFETY MAGAZINE  
NOVEMBER 2019 assp.org

View paper at website: https://www.safetyperformance.us/news
53
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John F. Kowalski C.S.P.
President, Safety Performance LLC
safetyperformance.us
john@safetyperformance.us
412-996-9515

John C. Summers
Summers Consulting LLC
jsumm592@comcast.net
687-761-6756

You are successful when 
others are successful!


