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What is a Safety Culture?



What is a Safety Culture?
Below are definitions of a Safety Culture

1. Safety Culture:  interactions between people’s psychological and work behavior in the organization.

2. Safety Culture: observations of the efforts of organizational members which draws their attention

towards daily safety improvement.

3. Safety Culture: All elements of organizational culture that affect the behaviors and attitudes

associated with increased or decreased risk.

4. Safety Culture: To direct people’s activities toward risk, accidents, and prevention, it is required to

share and understand all related definitions, experiences, and safety perceptions.

5. Safety Culture: Safety cultures consist of shared beliefs, practices, and attitudes that exist at an

establishment. Culture is the atmosphere created by those beliefs, attitudes, etc., which shape our

behavior.
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What is a Safety Culture?
Your organization has a culture…safety is either apart of your culture or it 
isn’t

• Culture is an umbrella term which encompasses the

social behavior, institutions, and norms found in human

societies, as well as the knowledge, beliefs, arts, laws,

customs, capabilities, and habits of the individuals in

these groups.
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What is a Safety Culture?
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Which represents your company’s approach?



Hudson Cultural Ladder
Professor Patrick Hudson of the Center for Safety Research, Leiden University1

Pathological

Reactive

Calculative

Proactive

Generative
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Safety Management and Safety Culture The Long, Hard and Winding Road1: https://www.skybrary.aero/sites/default/files/bookshelf/2417.pdf



Hudson Cultural Ladder
Cultures tend to go through these stages as they climb the ladder

Pathological

Belief: accidents are 
caused by stupidity, 

inattention and, even, 
willfulness on the part 

of employees

Language: messages 
from high still reflect 

the organization’s 
business aims with 

‘and be safe’ tacked on 
at the end

Reactive

Safety becomes a 
priority after an 

accident

Focus on safety is 
usually temporary

Calculative

Run the risk of going 
through the motions of 

safety management 
but don’t commit

Tasks such as audits 
and observances are 

completed but not 
analyzed for correction

Proactive

Making the processes 
and systems that are 
now in operation truly 

effective.

Proactive 
organizations use their 

processes and 
systems to anticipate 

safety problems before 
they arise. 

Top level management 
is driving safety

Generative

Organization’s 
processes and 

systems are firing on 
all cylinders

All levels of employees 
are driving the safety 

initiatives 

The employees are 
running the show, 

management will has 
the hard job of 

designing the show. 
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Pillars of Safety 
Management

1. Senior Management
Commitment
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“The key to get management to “buy in” 

for safety involves finding a common 

purpose.” - J.A. Rodriguez Jr., CSP 

Chief Strategy Officer for the BCSP



Survey Results

• According to a survey from EHS
Today, business leaders are investing
in safety efforts for the company.

• So, if your company answers these
questions as “No”, what can you do to
change that answer?
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• https://www.ehstoday.com/safety/media-gallery/21248781/doing-more-with-less-ehs-todays-2022-national-safety-and-salary-survey



Senior Management Commitment
A strategy to gain commitment: What could happen if we continue down this path….

• The Bantha Blue Milk Company has a powered industrial truck onsite (Forklift)
– The facility does not have any type of powered industrial truck program or policies communicated to the employees

• One day a part needs to be delivered to a service bay for installation.  A new (untrained)
warehouse employee hops on the forklift and proceeds to deliver the part.  As the employee
begins to enter the service department at a high speed, the employee sees another forklift
backing up and therefore has to serve to avoid a collision. The brakes have not been
functioning properly and forklift slides a bit and starts to tip.

• The forklift tips over and the employee attempts to jump for it.  The employee’s leg is pinned
between the ground and the cage that surrounds the driver’s seat.  The employee is taken to
the hospital and unfortunately the employee’s leg needed to be amputated.

• The part slid off the forks and knocked into a 55-gallon oil drum which were near the overhead
dock doors.  The part knocks the drum off the loading dock which is a 4-foot fall, and it ruptures
as it hits the ground.  The drums contents spill into a storm drain at the base of the dock.

*This scenario is not based on a real event and any noticed similarities is purely coincidental
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Senior Management Commitment
Selling the ROI: Estimate of Losses based on OSHA “Safety Pays” Calculator
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Sources: https://www.osha.gov/safetypays/estimator



Senior Management Commitment
Selling the ROI: Potential OSHA Citation
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Source: https://www.osha.gov/ooc/citations/Kroger_Company_1005045_0326_15.pdf



Senior Management Commitment
Selling the ROI: EPA Potential Penalties

• “facility, has agreed to pay a penalty of $17,500 to settle EPA claims regarding a

January 2014 oil spill, and inadequacies in xxxx’s oil spill prevention plan.

• “The Jan. 2014 oil spill originated from tanks stored at the xxxx, when a small

quantity of oil was released to an unnamed stream that leads to the xxxx River.

Additionally, in a subsequent March 2014 inspection, EPA alleged that the

company's Spill Prevention, Control and Countermeasure (SPCC) plan, as

required by the Clean Water Act, was not adequate.”

• This citation doesn’t include the legal fees, cleanup costs, and costs to upgrade

the equipment and the SPCC plans needed for the spill.  Estimate: $15,000
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Source: https://archive.epa.gov/epa/newsreleases/claremont-nh-auto-dealer-settles-epa-oil-spill.html



Senior Management Commitment
Selling the ROI: Potential Legal Costs

• “Here's a quick look at some real-world personal injury settlements and civil court

verdicts in cases involving ankle injuries:….
– $350,000 settlement for plaintiff after forklift tipped over and caused severe ankle fracture.”

• ...but the employee was negligent?!?
– OSHA will build the majority of the case for the attorney

• No training

• No inspections

• No maintenance
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Source: https://www.alllaw.com/articles/nolo/personal-injury/settlement-value-ankle-claim.html



Senior Management Commitment
Selling the ROI: Total Loss from Example Incident

• Total Direct Loss Estimate = $205,430

• Total Indirect Loss Estimate = $105,603 (Highest amount estimated)

• Legal Settlement = $350,000

• EPA Citations/Costs = $32,500

• OSHA Citations = $130,900

• Total = $824,433

It doesn’t end there….
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Senior Management Commitment
Selling the ROI: Experience Modification Rating

• A calculation used by insurance carriers to determine the premium amount a business will
pay for their worker’s comp policy
– “costs of a company’s actual workers’ compensation claims compared to the expected costs for

companies of similar size in the same industry.”

• Retroactive over the past three years prior to the term year

• “1” is the magic number
– EMR job classification industry average

• Example
– EMR = 1.4 then its possible to pay 40% more

– EMR = 0.89 then its possible to pay 11% less

• Typically, more incidences carries more weight

• Remember that managers are also competitive….
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Senior Management Commitment
Competitive: Incidence Rate: 

• The incidence rates represent the number of injuries and illnesses per 100 full-

time workers and are calculated as: (N/EH) x 200,000, where
– N = number of injuries and illnesses

– EH = total hours worked by all employees during the calendar year

– 200,000 = base for 100 equivalent full-time workers (working 40 hours per week, 50 weeks per=
year)

• Example Incidence Rate
– N = 4 (You can find “N” from your OSHA 300A)

– EH = 160,000 (80 employees x 40 hours x 50 weeks)

– 4/160,000 x 200,000 = 5.0
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Senior Management Commitment
Competitive: Average Incidence Rates
• Incidence rates of nonfatal occupational injuries and illnesses by industry and case types
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Source: https://www.bls.gov/web/osh/summ1_00.htm

INDUSTRY(2)

NAICS 

CODE(3)

Total 

recordable 

cases

Cases with days away from work, job 

restriction, or transfer

Other 

recordable 

casesTotal

CASES 

WITH 

DAYS 

AWAY 

FROM 

WORK(4)

Cases with 

days of job 

transfer or 

restriction

Manufacturing 3.1 2 1.1 0.9 1.1

Manufacturing 31-33 3.1 2 1.1 0.9 1.1

Food manufacturing 311 5.1 3.9 2.5 1.5 1.2

Beverage 

manufacturing
3121 3.5 2.5 1.2 1.3 1

Breweries 31212 2.1 1.2 0.6 0.6 1

Wineries 31213 3 2 1.1 0.9 1

Distilleries 31214 1.3 0.8 0.3 0.4 0.5

Textile mills 313 3.1 2.1 1.1 0.9 1

Footwear 

manufacturing
3162 3.4 2.4 1.3 1 1.1

Wood product 

manufacturing
321 4.7 2.9 1.7 1.2 1.8

INDUSTRY(2)

NAICS 

CODE(3)
Total recordable 

cases

Cases with days away from work, job restriction, or 

transfer

Other recordable 

casesTotal

CASES 

WITH DAYS 

AWAY 

FROM 

WORK(4)

Cases with days 

of job transfer or 

restriction

Sawmills and wood preservation 3211 4.8 3 1.7 1.3 1.8

Sawmills 321113 5.1 3.1 1.8 1.4 1.9

Truss manufacturing 321214 4.3 2.7 1.7 1 1.6

Other wood product 

manufacturing
3219 5.1 3.1 1.8 1.3 2

Millwork 32191 4.6 2.8 1.7 1.1 1.8

Wood window and door 

manufacturing
321911 3.9 2.3 1.3 1 1.6

Manufactured home (mobile 

home) manufacturing
321991 8.1 4.3 2.2 2.1 3.8

All other miscellaneous wood 

product manufacturing
321999 3.5 1.7 1.2 0.4 1.8

Paper manufacturing 322 2.4 1.6 0.9 0.7 0.8

Paperboard mills 32213 2.3 1.6 1.1 0.5 0.7

Stationery product manufacturing 32223 3.6 1.8 1.1 0.7 1.8

Printing 32311 2 1.3 0.8 0.5 0.7

Petroleum and coal products 

manufacturing
324 1.2 0.7 0.4 0.3 0.5

https://www.bls.gov/web/osh/summ1_00.htm#soii_n17_as_t1.f.2
https://www.bls.gov/web/osh/summ1_00.htm#soii_n17_as_t1.f.3
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Senior Management Commitment
Example of Accountability: The bottom performer must present improvement strategy at next 
management meeting
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2. Employee Engagement



Employee Engagement - Understand your Audience 
The infographics below5 depict the different generations making up today’s workforce
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Younger Workforce
NIOSH Statistics on how The Younger Workforce Has Higher Incidence Rates
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• In 2020, there were about 17.3 million workers under the age of 25. These
workers represented 11.7% of the total workforce.

• In 2020, 352 workers under the age of 25 died from work-related injuries2.

• In 2020, there were 26 deaths to workers under 18 years of age2.

• In 2020, the rate of work-related injuries treated in emergency departments
for workers, ages 15–24, was 1.5 times greater than the rate for workers 25
years of age and older4.



Employee Engagement
Lead by Example/Empower the People

• Seek out your team
– Don’t just throw your safety culture idea in someone else’s lap

– Volunteers are better than Voluntolds

– Issue your team the time and make considerations for missed productivity

• Recognize what your current status

• Analyze inside and outside resources
– “We have a technician who was a past forklift operator for a shipping firm”

– “Our shop foreman is willing to share stories about how she has seen hand tools slip before and
can do a shop talk”

– “We have a former fire fighter that is now a parts delivery man”

– “The local red cross hosts CPR and basic first aid training”

– “We had a consultant at a past facility that I worked with who did safety training”

– “We have a new Gen Z employee, can we leverage that to understand what they want to know
and how they like to learn?”
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How to Engage…
Empowering the Employees

• Display some vulnerability

• Hold everyone accountable including management

• Stop work authority

• Representation on all safety program decisions

• Challenge them to create new ways of learning

• Equip them with incentive power
– Creation of a program

– Safety rewards

• Enhance your training with less and talking and more doing

• Embrace technology
– If there was only a way to get a safety message across…
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Embracing Technology
Communication is key in your Safety Initiatives
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Embracing Technology 
Use of mobile apps can assist your employees with achieving safety goals

PG 28© KPA. ALL RIGHTS RESERVED. 

NIOSH PPE 

Tracking App

NIOSH Ladder Safety App NSC First Aid App

Emergency Response Guide 

book 2020

Harness Hero

NIOSH Chemical Pocket Guide

NIOSH OSHA Heat App

Bowen EHS Safety 

Exam Pro



Software Platform Services
There are several companies who can help streamline efficiency
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Communication 

• Vulnerability
– What is their realistic career goals

– How can you help them

– Make their importance known

– Empathize with what they are going through

• Reassurance
– 40% of Gen Zers want daily interactions with

their boss or think they’ve done something
wrong6

• Identify “Coyotes” and separate them from
the pack

• Create opportunity
– Assign them as leads on tasks

• Run point on lead indicator data assessments
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Engaging them as responsible workers

Working 
Examples

50%Seeing things 
Done
38%

Listening to 
Lecture

12%

How Gen Z Prefers to Learn 6

Working Examples Seeing things Done Listening to Lecture
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3. Proactive Design



Proactive Design

Leading Indicators

• Risk Assessments

• Hazard Assessments

• Supervisor Training

• Employee Training

• Safety Committee Meeting Attendance

• Walk Through Audits

• Employee suggestions

Lagging Indicators

• Recordable Injuries

• Citations

• Case Rates (Incidence and DART)

• Worker’s Comp Claims

• EMR
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Leading Indicators vs Lagging Indicators



Proactive Design
Measure your Performance: Plan Do Check Act
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Analyze the data
•Is the process working?

•Gather insight for improvement

•Accuracy of process

•Identify issues

•Interviews/Evaluations

Implement solutions
•Monitor the process

•CAPA

•Continue cycle to reach goal

Gather the Data
•Who? How? When?

•Criteria to Evaluate

•Integrity of Data

•Pilot the process

Identify an initiative
•Vision

•Needs

•Strategy

•Goals

•Costs

Plan Do

CheckAct



Proactive Design
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Tool Safety Eye Injury
Prevention

Forklift Operator Lift Safety

Jan 1 Safety Training Completion

Actual Attendance Attendance Goal

• We must adopt a safety training program
– Create a risk assessment to determine which

courses

– Let’s use an actual sitdown classroom style to
ensure completion

– The courses will be taught by a combination of line
leads with experience

• Set a SMART goal for indicator
– Specific

– Measurable

– Accountable

– Reasonable

– Timely

• We will achieve 100% safety training
completion in four safety courses by March
1st
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Measure your Performance: Leading Indicator Example 1



Proactive Design

• “Why is Forklift Operator not

progressing?”
– Requires driver’s practice and test

– The forklift is not available for practice

– Department managers are unaware of test

administration

• Solutions
– Setup timeframes and obstacles area for

forklift practice

– Review forklift testing requirements with

supervisor team
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Measure your Performance: Example 1 Analyze Progress and Shift Resources

Feb 1 Safety Training Completion



Proactive Design

• Improve the percentage of hazards
abated in the same week they were
identified to 85% by  April 1st

– “Why are we not improving to the 85%
goal?”

• Tasks are assigned to the maintenance
team only who have been busy with snow
clearing

• Approval for spending on hazard correction
is a multi-step process due to purchase
orders

– Solutions

• Appoint a hazard correction team which
includes employees from all departments

• Establish a credit card for safety spending
with a set limit

PG 36© KPA. ALL RIGHTS RESERVED. 

Measure your Performance: Leading Indicator Example 2

Not Abated
38%

Abated
62%

Hazards Abated During Same Week 
Identified Feb 1st – 5th 

Not Abated Abated



Proactive Design
Can you measure the accountability of management?  You bet you can!

Management Support Leading Indicators

• Percentage of supervisors who attend mandatory safety and health training for workers

• Number of times each month that top management initiates discussion of a safety and
health topic

• Average score on survey questions related to workers’ perception of management’s safety
and health commitment

• Number of worker-reported hazards or concerns for which employers initiated corrective
action within 48 hours (compared to the total number of such reports)

• Average time between worker report of a hazard or concern and management
acknowledgement of the report

• Number of safety-related line items in budget and percentage of these fully funded each
year
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Proactive Design
Each of these can be a measurable leading indicator

• Asked for feedback on good safety goals ahead of safety meetings

• Number of workers involved in developing safety procedures

• Participating in tool-box talks

• Participating in injury investigations

• Safety perception survey participation rate

• Developing task-specific job safety analyses/job hazard analyses on how to

perform routine tasks safely

• Participating in accident investigation teams and helping to identify/implement

corrective actions to eliminate hazards
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Measure Your Safety Performance

• Frequency with which preventive equipment
maintenance tasks are initiated and
completed on schedule

• Number of hours passed after an incident
before an investigation is started

• Number of hours passed after an incident
before an investigation is completed

• Percentage of incident investigations that
include a root cause investigation

• Percentage of daily/weekly/monthly
inspections completed

• Percentage of inspections that include a
follow-up inspection to ensure that the
hazard has been controlled

• Number of trainings provided to workers on
hazard recognition and control as compared
to worker attendance rates at these trainings

• Percentage of workers receiving mandatory
training on schedule

• Percentage of incident investigations listing
insufficient number of workers trained on
how to recognize and report a hazard or
near miss as compared to the number of
workers that report understanding the
training they have received

• Percentage of improvement on post-training
assessment scores over pre-training
assessment score.
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More examples of leading indicators

Source: https://www.osha.gov/sites/default/files/OSHA_Leading_Indicators.pdf



Questions?

Thank you for your 
attendance and attention!

Zach Pucillo CSP, CHMM  zpucillo@kpa.io  317-201-2335
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