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Seven Practices to Create a

Sustainable High-Performing
Safety Culture

In the last article, we explored the value of bringing JMJ Associates
Incident and Injury-Free™ (IF™) safety approach into the Front
End Engineering Design (FEED) process from the very start.

In this issue, we explore JMJ Associates best practices of creating
a High-Performing Safety Culture. Since culture is such a strong
determinant of safety performance (including both personal and
process safety), it is a focal point for safety improvement across
all industries.
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Safety performance arises from two directions—implementation of Advanced
Practices (visible skills or acts enforced by formal managers) and Cultural
Transformation (the leadership of all employees shaping deeply held
values and assumptions). Attending to both is required to maintain a High-
Performing Safety Culture.

The deeper work of transforming hearts, minds, values and
assumptions is beyond the scope of this article. More accessible
are the practices that help build the culture required to support
both personal and process safety work. We offer here the Best
Practices of a High-Performing Safety Culture. It has been our
experience that companies may be strong in some, but rarely in
all of these practices. Use this set to assess areas of weakness and
focus on addressing them.

From JMJ’s perspective, a new practice is best sustained when
it is in service of some fundamental commitment, or stand.
Therefore, we offer these practices in service of a stand for the
elimination of all injuries and incidents in the workplace.

Engaging People in a Vision

Leaders create a goal worth pursuing (e.g., nobody hurt), then
leamn how to enroll others so the goal is spread to those who will
actively support the goal, as well.

Listening to People

Formal leaders develop the practice of routinely and
systematically listening to those who understand the risks—not
only when crisis occurs, but also when things are going right—as
the best way to manage the business. The practice of listening is
the first step fowards generating authentic empowerment in the
workplace.

Reporting without Fear of Blame

This practice follows from the previous one: Formal leaders must
practice appreciating what is going well, and correcting what is
not going well, in a spirit of leamning versus blaming. People will
report on errors, hazards, risks and “near-misses” if they believe
they will not be punished for making mistakes and/or speaking
up. and if they are confident that the company will act on what
they report. They not only report what is obvious, but they also
can be frained to search for what is not obvious, such as latent
conditions and patterns of cultural disregard for risks (seeing
the visible and invisible safety influences in the workplace).
This practice should be just, however, and not overlook
consequences for negligent behaviour. Management must create
an environment in which unsafe work is stopped.



Mobilising People

The practice of mobilising people quickly fo identify and resolve
hazards includes self-organizing into ad hoc networks of those
people who are best suited to understand and resolve a
hazardous situation. It includes both reactive problem-solving
(affer a hazard is identified) and proactive problem-solving
(anticipating possible hazards and removing them before they
manifest). Senior and middle managers must leamn to defer
to others in the organization, despite their placement in the
hierarchy, in order to act quickly.

Renewing Practices, Processes and Procedures
This practice links to the other practices noted here—especially
to Reporting. Reporting must result in leamning that is then used
to update best practices and current processes/procedures.
Processes must be living and useful; otherwise, people will work
around them, devising their own unofficial (and therefore
unknown) practices. This practice includes an awareness of
a tendency for processes and procedures to drift toward
expediency and practicality over time.

Building Overlapping Layers of Protection

This practice explicitly addresses weaknesses in people,
processes and equipment to ensure that hazards are anticipated,
seen and/or eliminated when possible. The practice acknowledges
and therefore brings an acute awareness of the tendency fo
“normalize” unsafe practices over time. To mitigate this, formal
leaders must continually generate a “preoccupation with failure,”
a mindset that constantly updates what is known and unknown
about current risks.

Caring Actively

According to E. Scott Geller, active caring is the product of three
interrelated concepts: 1) a belief that I can do it”, 2) a belief
that it will work”, and, 3) a belief that “it’s worth doihg”.2 The
result of these three attributes is self-empowerment: I want to
make a difference.” When applied to safety, the result is a work
environment in which people look out for each other as a
genuine expression of their regard for one other. Together, these
seven practices can contribute to the development of a culture
in which people look out for one another, the business and the
environment, by identifying and eliminating all types of hazards,
both personal and organizational.

To summarize, we have taken the view that safety culture is
pattern of shared assumptions, values and beliefs that shape
people’s relationship to safety and result in better or worse
safety performance. The seven practices outlined reflect those
of a highly developed safety culture and can be a catalyst for
moving a low-performing culture toward high-performing safety.
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" Although we talk here about cultural change taking time, individual
fransformation is possible in an instant.

? Geller, E. Scott; Working Safe: How to Help People Actively Care for Health
and Safety, 2nd edition, Lewis Publishers, 2001.

The Seven Practices of a High-Performing

Safety Gulture

Engaging People in a Vision

Listening to People

Reporting without Fear of Blame

Mobilizing People

Renewing Practices, Processes & Procedures

Building Overlapping Layers of Protection

Caring Actively

These seven practices reflect those of an advanced safety culture and, if
applied, help develop a high-performing safety culture.
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For more information, visit the website www.jmj.com



