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Notes & commentary from the editorial board

This special issue of SHE Culture journal brings to our readers some selected papers from different authors who
have researched on the concept of safety culture, safety leadership, safety climate and workers safe behaviour at
work. This issue gave priority attention to the publications and papers of Professor E. Scott Geller. These
collections of selected publications of Professor Geller conveys a Behavioural science research evidence based
findings of E. Scott Geller from his more than 52 years of research and study in behavioural systems and the
psychology of Behavioural safety. In this special issue, we pose critical questions to our readers.  We would like
to take some lessons from Professor Scott Geller’s works and understand how much they enable us to maintain
focus on Health and safety and to decide if maintaining focus on health and safety can aid us to create an injury
free and positive safety culture. When we celebrate our safety successes and best achieved results and
performances, when we promote zero tolerance to violation to safety rules, how do these contribute to
maintaining safety focus and how do these relate with building a resilient and positive safety culture. Similarly, in
this special issue, we would want our readers to determine the link between Professor Scott Geller’s work of
many decades and the contributions he has made towards breaking the safety plateau and towards the
achievement of zero harm and injury across industries. Taking lessons from Professor Geller, how realistic would
it be to achieve Zero and what practical solutions did he offer towards the realization and achievement of zero
harm and injury? So, from his perspectives, how can we achieve zero? And how much of his solutions can help us
achieve the United Nations sustainable development goal (SDG) number 8 related to decent work place for all
and productive and inclusive economic growth. Join us to read through these selected collections from one of
the pioneers and founders of Behaviour based safety in our world today.

Professor E. Scott Geller has been engaged in studying, teaching and researching
psychology and Behavioural safety for more than 52 years. It is from his huge wealth of experience that he
documents and shares for our learning these interesting papers and publications which have been put together in
this special issue. Professor Scott Geller is the patent owner and initiator of the programme called "Actively
Caring for People's Safety: How to cultivate a brother’s/sister’s keeper work culture”. Professor E. Scott Geller is
the founder and Senior Partner, Safety Performance Solutions (SPS). He is an Alumni Distinguished Professor,
Department of Psychology, Virginia Tech Blacksburg, United States of America (USA). He is among the world’s
leading and recognized authorities in Behaviour based safety programme. He has been contributing to the
success of SHE Culture” journal since 2017 as a distinguished guest writer, assessor and reviewer per excellence
for excellent Behaviour based safety communications and information dissemination through SHE Culture.
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Across industries and across organizations and work
places around the world, we have seen great efforts
implemented to prevent injuries, harm, asset damage
and every form of loss. Several work place safety rules,
safe work procedures and other safe systems of work
are being enforced. However, regardless of these
efforts, incidents of different sizes and magnitude still
occur. People still get injured and fatalities are still
happening. The big questions therefore are: Breaking
the Safety Plateau and achieving zero incident across
industries: Is this Achievable?

What else can we do? What other solution can we
bring? How can we make a difference? How best can we
break the safety plateau? Is this vision achievable in
reality?

We need to focus attention on behaviours. These
behaviours could range from personal to organizational.
Which in turn will aggregate into the observable safety
cultures within systems and organizations. In order
words, we must trace the link between positive safety
culture and incident prevention techniques across
organizations. Behaviours are exhibited by both
individual persons and by management cadre within
organizational hierarchy. Therefore, to what extent do
organizational leadership show commitment to health
and safety initiatives? How much time and energy do
they put to ensure that health and safety awareness and
information are cascaded or disseminated across all
levels of the organization? What set of safety leadership
qualities do they propagate? How do we deal with
complacent attitudes and how much are workers
engaged in the health and safety decision making
process? Effective and impact making solutions to incident
prevention requires clear understanding about the reasons
behind several at-risk behaviours observed in the workplace.

What else can we do to prevent injuries and harm in the
workplace? What other solution can we bring? What extra
effort can we make? How do we make a real difference that
can break the safety plateau?

Providing specific, measurable, achievable, realistic and
time bound (SMART) answers to these questions will
shape and drive our expectations for a resilient
occupational health and safety future at work. We have
come to a point when we must “think” and consider the
fact that the welfare of all employees and workers of all
age and nationalities should be a constant value in
health and safety decision making.

It is important for every organization to invest in
resilient OSH systems. This is one great way to
break the safety plateau. To be proactive means we
must adopt the preventive culture as a constant
priority. This means that we must anticipate,
predict, prepare, and respond to emerging
workplace health and safety crises.

Therefore, to what extent do organizational
leadership mainstream safety leadership qualities to
foster safe behaviors and to eliminate complacent
attitudes? Improving workplace health and safety
performance and achieving zero injury and harm is
an important value and should be top on our list of
priority actions and visions for the 21st century
industry operation.

Today, the need to maintain focus on environmental
health and safety as well as public health and safety
remains a top value and not just a priority. The
disruptions created by COVID-19 pandemic and the ever
increasing impacts and vulnerabilities  of climate change
makes it a huge global challenge that humanity must
maintain adequate focus on industrial,  public and
environmental health and safety.

As humanity continue in its efforts to build resilient and
sustainable futures, we continue to emphasize on
needed resilient actions that will support humanity to
achieve decent work places, improve OHS
performance, guarantee resilient OHS systems,
prevent every form of loss that could cause
negative and deleterious impacts on people, quality
of life, environment and sustainability.
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.These behaviours could range from personal to
organizational and are perceived to be toxic and
at-risk. Most often, due to organizational failures
and lack of control, certain preconditions exists
which becomes precursors to human performance
failures and visible substandard practices and
conditions. These set of unsafe behaviours in turn
will aggregate to organizational safety culture
which may be seen as positive or negative. In order
words, we must trace the link between positive
safety culture, safety climate, behaviours and
injury/loss prevention across organizations.

The SHE Culture editorial board reaffirms that
“Changing employee behaviours at the work place
requires strong influence from both supervisors and
peers and top management. It is about influencing
people around you with infectious safe behaviours that
can create large scale positive safe attitudes. It requires
setting examples of what norms are accepted and those
that are not. It is about connecting with peoples most
important values and helping them to realize what they
will miss when they are no longer available to support
their most important values. It requires building large
scale social network of influencers that can exhibit safe
behaviours and are able to attract others to copy and
do same.” It is about creating the right safety
climate. The International Oil and Gas Producers
Association (IOGP) in their 2013 report number 452 asserted
that a positive Safety Culture is a culture in which safety plays
a very important role and is a core value for those who work
for the organization. This contrasts with organizations in
which safety concerns are treated as marginal or an irritating
diversion from the real business. Building a Safety Culture is a
complex process, which is influenced by a number of factors,
for example: Leadership commitment to safety; Employee
involvement and motivation; Employee values, beliefs,
assumptions (affected by the national or geographical culture
of the workforce); Employee perceptions of safety at their
workplace (safety climate); Myths and stories; Policies and
procedures; Supervisor priorities. Creating a strong and
sustainable Safety Culture takes time and effort; it is typically
a multi-year process. A series of continuous process
improvement steps can be followed to create a culture
where leadership and employee commitment to safety
are valued as an integral part of daily operations.
Enjoy your reading!!!
Editorial Board

In this special Issue of SHE Culture journal, through
research and case study analysis, we draw insights and
great lessons from the works and papers of Professor
E. Scott Geller that have been published in notable and
recognized international journals such as the United
States of America (USA) based journal for Behaviour
and Social Issues and in previous editions of SHE
Culture.

An actively caring culture for people and public health
and safety is very crucial at this time of history.
Understanding the various risks and their
consequences are as important as achieving economic
growth for countries and economies.

Today, the lingering impacts of COVID-19 pandemic
and rising cases of occupational diseases calls for the
actions of both developed and developing countries as
well as other emerging economies and economies in
transition.

With increasing rate of migration across borders and
associated refugee growth rate arising from various
global crises (wars, diseases and pandemics, disasters
and inequity in access to livelihood
opportunities/resources), the trend to global peace,
safety, security, wealth and prosperity is under threat.

Industrial accidents are increasing; injury frequency
rates are high, environmental pollution cases still
persist. Therefore we must pause and consider what
solutions and proactive options are available to deal
with these challenges in order to build resilience and
achieve a positive safety culture.

To build resilient OSH and to guarantee positive safety
culture requires that every organization dismantles the
barriers hindering OSH performance success which is
represented by the safety plateau that exists as a result of
at-risk behaviours.  We recall and affirm that resilient OSH
and positive culture has been in the top campaign and
communications campaign of the ILO- International Labour
Organizations of the United Nations.
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SHE Culture editorial team recommends the book “Human dynamics of achieving an injury free workplace” to all our
readers. We recognize that the initiative “Actively caring for people” which for many years has been promoted by
Professor E. Scott Geller and Dr. Krista S. Geller constitute a foundation towards an injury free future at work. Supporting
an actively caring culture for the health, safety and wellbeing of our colleagues is a sure way to break the safety plateau.
Get your copy. Visit www.gellerAc4p.com. Below are brief narratives about the book/workbook
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An injury-free workplace requires effective ongoing
engagement of all employees actively caring for the safety
of themselves and their coworkers. This research-based
160-page workbook explains and illustrates how to make
that happen. Readers learn ten safety-outcome
objectives, each containing six evidence-based safety-
action directives relevant to successfully address the
human dynamics of injury prevention and cultivate an
AC4P culture.

The 60 safety-action directives explicated in this
occupational health and safety (OHS) workbook reflect a
variety of domains from psychological science, including
the behavioral-science principles of positive vs. negative
reinforcement, observational learning, and behavior-
based feedback. Other directives reflect humanism, from
empathy and interdependency to systems thinking, and
self-transcendence. We derived additional safety
directives from social psychology, including principles of
social influence and dynamics of group decision-making.
The ten teaching/learning safety objectives selected for
this OHS workbook are directly relevant for improving the
human dynamics of occupational safety, and each
objective reflects a distinct teaching/learning outcome—
an OHS-improvement proficiency relevant for cultivating
an actively-caring-for-people (AC4P) work culture by
applying six safety-action directives per objective. Each
safety objective (i.e., chapter) and relevant directives
includes explanatory text and elucidating illustrations, a
conclusion, discussion questions designed to inspire
critical thinking and applications of specific safety
directives, and the relevant references from the research
literature. The first safety objective and six action
directives provide an overview of the complexity of
human nature. Consider this chapter an overview of the
fundamental challenge addressed in this workbook –
optimizing individual and interpersonal human dynamics
for OHS. Safety Objective 2 with six directives initiates our
focus on behaviour by addressing the impact of
behavioural consequences on occurrences of at-risk and
safe behavior and illustrating how to apply consequences
effectively to motivate occurrences of injury-preventive
behavior. The six safety directives for Safety Objective 3
connect select principles of humanistic psychology to
behavior-based safety (BBS) to address the critical human
dynamics of perceived empowerment and self-
motivation. We provide answers to two critical questions:
1) what does it mean to feel empowered and self-
motivated? and 2) How can people promote and support
safety-related empowerment and self-motivation within
themselves and among others?

The next safety objective and six action directives are
relevant for conducting a more accurate, unbiased, and
useful analysis of a close call, injury, or property damage.
Then, Safety Objective 5 and relevant safety directives
address the potential application of six social-influence
principles to enhance employee engagement for OHS. The six
action directives for Safety Objective 6 address the crucial
interpersonal coaching component of improving behavior,
which many organizations have not accomplished effectively
when attempting to implement a BBS process. The next
objective and six directives teach the value of practicing
interdependency and systems thinking in order to achieve
synergy––an optimal OHS system with the whole greater
than the sum of its parts. Safety Objective 8 addresses the
cultivation of a healthy OHS mindset within oneself and
among others. The safety directives for this objective explain
why and how to: a) accept stress but stifle distress; b)
distinguish between personal control and personal concern;
c) accept Type A behavior but stifle Type A emotion; d)
apply constructive self-talk or intrapersonal conversation;
and e) adopt a lifelong mindset of continuous learning and
teaching.
Safety Objective 9 introduces humanistic behaviorism—the
research-based foundation of the psychological science
reflected throughout this OHS workbook. Note the
connection to actively (behaviorism) caring (humanism) for
people (AC4P). The final safety objective summarizes each of
the prior safety objectives and most of the action directives
by explaining and illustrating their relevance to cultivating
and sustaining a Total Safety Culture (TSC). Here we explain
three basic and practical strategies for initiating, achieving,
and nurturing a TSC.

Discussion questions are included at the end of each chapter (i.e., a
safety-outcome objective) to inspire reader engagement and bring
the safety/life lessons to life. It would be very beneficial to discuss
answers to these teaching/learning questions among members of a
group of workbook readers or workshop participants with support
from a facilitator with some knowledge of psychological science.
However, individual readers can certainly write answers to the
various questions for significant benefit to their personal learning
and real-world application of the safety-action directives per each
chapter, resulting in a teaching/learning safety objective/outcome.

Each safety objective or chapter is essentially independent and can
be understood and applied without the information conveyed in
any other chapter. Unlike most textbooks, the chapters in this
workbook are not sequenced so the information in one chapter
builds from the content of earlier chapters. Therefore, you can
begin reading this workbook at any chapter, depending upon your
current interest or a desired safety outcome (or objective).
Likewise, a workshop facilitator could select a few of the chapters
for a particular safety topic.
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New research findings and special thoughts for integration in the wider global HSE discussion and communication Land Scape.

Adapted from: Watch Your Language: Words can stifle engagement for safety:

E. Scott Geller, Ph.D.
Senior Partner, Safety Performance Solutions

Alumni Distinguished Professor, Virginia Tech University, USA

In this piece, Professor E. Scott Geller brings to the fore some important words and phrases commonly used by EHS professionals. This
paper promotes and advances his findings that “Words can stifle engagement for safety”. Hence the need for EHS practitioners and
professionals to watch their words and language during communication, presentation, and discussion at various EHS forum.
Disclaimer: SHE Culture team credits these proposed changes in these common phrases and words to Prof. E. Scott Geller who has been
researching in this field for over 52 years

‘Words are magical in the way they affect the minds of
those who use them. Words have power to mold men’s
thinking, to canalize their feelings, to direct their willing and
acting.’
The above quote from Aldous Huxley’s “Words and Their
Meanings” reflects the power of words to influence our
feelings, expectations, attitudes, and behaviors. When
people use expressions like, “Say that enough times and
you’ll start to believe it,” “Can’t I talk you into it,” or “Do as I
say, not as I do,” they are acknowledging the influence of
words on behavior.

The reply, “What good is it” to the friendly “Good morning,”
and the assertion “It’s a pain in the neck” to the question,
“How is your job?” not only reflect a person’s feelings or
attitude at the time; but these sorts of negative reactions
can influence negative feelings of both the deliverer and the
recipient of such words. Years ago, when my two daughters
discussed horse manure at the dinner table, I lost my
appetite for the food before me. Similarly, using negative,
uninspiring words to describe everyday events or ourselves
can contribute to losing our appetite (or passion) for life.

How does all of this relate to occupational health and safety
(OHS)? I propose that certain words we commonly use can
contribute to debilitating and counterproductive
perceptions or attitudes regarding OHS. Moreover, certain
expressions used frequently in the health and safety domain
can stifle people’s involvement in safety-related efforts. The
use of many of these words has become habitual,
contributing to a lack of awareness regarding how our
verbal behavior contributes to less-than-optimal
engagement for health, safety, and human welfare.

This paper pinpoints a few of the more regularly used
words in OHS that we should consider eliminating from our
everyday language and suggests some “healthy”
alternatives.

From “Accident” to “Injury”
When a young boy soils his pants (i.e., an “Inside job”), we
label the event an “accident,” implying the occurrence of a
chance event with no one to blame– “He just couldn’t help
it.” Perhaps that inference is warranted in this case, but
many other situations referred to as “accidental” did not
have to happen. Workplace “accidents” are usually
unintentional, of course, but are they truly chance
occurrences? Are there specific controllable factors (e.g.,
changes in the environment, behavior, and/or personal
dispositions) that can prevent some “accidents”?

Answering “yes” to the last question implies “accident” is
the wrong word to use when referring to unintentional
injuries. Continuing to use this term in our culture can
reduce the number of people who will answer “yes” to that
question with personal conviction. We need to use words
that support the belief and the expectation that various
factors can be controlled to prevent injuries at work, at
home, and throughout the community at large.

Over recent years, safety leaders have substituted the term
“incident” for “accident,” but an incident can be
intentional. For example, people refer to the tragic
shooting of 32 students and faculty at Virginia Tech on April
16, 2007, of which I am all too familiar, as an unfortunate
“incident.”  It seems important to specify whether the
“incident” was “intentional” or “unintentional.”  Why not
call it an injury, or an unintentional injury.
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From Root Cause to Contributing Factors
A common myth in OHS is that injuries are caused by
one critical factor—the “root cause.” “Ask enough
questions,” advises the safety consultant, “and you’ll
arrive at the critical factor behind an injury.” When I
ask audiences how many times they need to ask
“why?” in order to arrive at the “root cause” of an
injury, I receive a loud refrain in unison—“Five.”  “Ask
why five times, and you will find the root cause.” How
about that for a widely disseminated and seemingly
accepted myth?

Do you really believe there is a single root cause of an injury,
a close call, property damage, or personal injury? If you
consider the interactive effects of environmental,
behavioral, and dispositional factors that influence safety-
related performance, you must answer “No” to that
rhetorical question. Environmental factors include tools,
equipment, engineering design, management systems,
housekeeping, and climate. Then we have the actions or
behaviors of everyone related to the mishap, as well as the
attitudes, perceptions, and personality characteristics of
those individuals.

Given the dynamic interdependency of these factors,
searching for a single root cause is actually irrational.
Furthermore, you cannot find cause-and-effect
relations or solutions from information obtained from
surveys, group discussions, or personal interviews. You
can only obtain correlational data from such
assessments, not causal effects. More importantly, an
analysis of potential contributing factors—not an
investigation of errors—is needed to explore strategies
for injury prevention.

From Priority to Value
From flight-attendant announcements on airplanes to TV
commercials, we frequently hear the popular slogan: “Safety
is our top priority.” What does such language mean? Our
everyday experiences with “priorities” teach us that
priorities change—they come and go. A priority today might
not be a priority tomorrow. Depending on the demands of
the moment, we often shift our focus from one top priority
to another. Do we really want to associate safety with such a
term?

For many years, I have advocated talking about safety as a
“value”—an inherent principle or ideal associated with every
priority, every day and in every way. Safety should be a
“value” that employees bring to every job, regardless of the
ongoing priorities or task requirements. A safety mission
statement should refer to safety as a “value” rather than a
“priority.”

It is not a traffic “accident,” it is a vehicle crash or collision.
It is not a workplace “accident.” It is an occupational injury
or a fatality that could be prevented from recurring with
strategic safety-related improvements in environmental,
behavioral, and management-system factors.

What about property damage or an incident resulting in
unintentional harm to the environment, like an oil spill? We
refer to those events as “unintentional incidents,” but they
certainly reflect a different kind of mishap than a personal
injury. Thus, an unintentional event can harm the
environment, an individual, or both, and lead to a decrease
in quality of life in each case. Perhaps our use of “incident”
should not only distinguish between intentional and
unintentional but should also specify the focus of the
harm—personal injury or environmental damage.

From “Occupant Restraints” to “Safety Belts”
For years, many transportation and safety professionals have used
the terms “occupant restraint” and “child restraint” for vehicle
safety belts and child safety seats, respectively. Not only do those
terms imply discomfort and lack of personal control, but they also
fail to convey the invaluable OHS function of these devices.

Although “seatbelt” is better than “occupant restraint,” this
popular term is not adequate because it does not describe the
device–neither in function nor in appearance. Vehicle safety belts
were once only lap belts, but now they are combination lap-and-
shoulder belts. Yet the term “seatbelt” is still the most common
word used to refer to these life-saving these devices. We need to
get into the habit of saying “safety belt” and “child safety seat.”
Why, because then we will be conveying the critical life-saving
function of these devices, and thereby support their consistent
use. Relatedly, should we say, “air bag” or “safety cushion”?

From “Investigation” to “Analysis”
Safety professionals frequently use the words “accident
investigation.” However, what does “investigation” mean?
This term implies a search for a single cause or an individual
to blame for a particular unintentional incident or injury, as
in a “criminal investigation.” Who wants to be involved in an
“investigation” to find someone to blame for an injury?
Indeed, the analysis process needs to be one of “fact
finding” over “fault finding.” Note the term “analysis” in the
prior sentence. Using the words “injury analysis” instead of
“accident investigation” is likely to inspire more employee
participation in the process of identifying potential
contributing factors to an injury and exploring ways to
eliminate these factors or decrease their impact.
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From “Mandate” to “Expectation”
Substantial research in psychological science has
demonstrated that the perception of personal choice
enhances self-motivation or self-accountability. Our
everyday experiences verify this evidence-based human
dynamic. Consider, for example, how certain words from
others or said to ourselves (as in self-talk) reflect external
control versus internal choice, and thereby imply other-
directed rather than self-directed behavior. In other words,
which word choice would you prefer to receive?

Was that safety rule presented as a “mandate” or an
“expectation”?

Did you receive and perceive that assignment as a
“requirement” or as an “opportunity”?

Would you rather be asked to “change” or “improve” your
behavior?

Are your behaviors influenced by “peer pressure” or “peer
support”?

Were you “trained” or “coached” to perform that job
safely?

Should we refer to safety professionals as “loss-control
managers” or “safety-achievement leaders”?

Should we discuss the results of a safety audit as “meeting
OSHA standards” or “fulfilling our corporate mission”?

Does your workplace have “safety compliance” or a “safety
achievement” task force?

Should we acknowledge employees for working “30 days
without an injury” or for working “30 safe days”?

When attending a group meeting or a teaching/learning
session do you say to yourself, “I’ve got to do this” or “I get
to do this”?

Finally, do you wake up to an “alarm clock” or to an
“opportunity clock”?

COVID-19 Language and commonly used phrases
Even some critical words used currently and frequently
to discuss the prevention of the global coronavirus are
misleading and should be improved. Specifically, we are
advised (or mandated) to keep a six-foot “social”
distance from others when in public settings. Is “social”
the most appropriate word to use in this context?

Obviously, the word “social” does not imply a particular
physical distance, but rather reflects an interpersonal
connection or companionship a person experiences with
one or more other individuals, independent of physical
distance. Some people do use the more appropriate
term—six-foot “physical” distance, but “social” seems to
be the more popular adjective used these days.

What about those facemasks we are asked to wear in
public places? This disease-prevention device is
consistently labeled PPE for “personal protective
equipment.” The misleading word here is “personal.” In
the workplace, employees do wear PPE for personal
protection, but the primary purpose of the COVID-19
facemask is to protect others from the spread of this
deadly virus. Thus, the first “P” of PPE should represent
“public,” making PPE signify “public protective
equipment.” In this way, wearing a facemask is
communicated as protecting others more than
ourselves, with such behavior portrayed as more selfless
than selfish—as actively caring for people (AC4P)
behavior.

I have used the common term “facemask” here, but is
that the best language? I have not been referring to a
“face mask” but only a covering of one’s nose and
mouth. Some individuals wear the “facemask”
incorrectly and cover only their mouth, and sometimes
these “facemasks” are worn below one’s mouth. It
seems a more appropriate label for this PPE is “nose-
and-mouth mask,” which distinguishes this face-
covering PPE from a COVID-prevention “face shield.”
Perhaps the label “nose-and-mouth mask” would
prompt some individuals to wear that face covering
correctly.
In Conclusion
This is obviously a limited list of OHS-related word
substitutions to consider, but I hope the message is
clear. Simple word usage can affect both attitude and
behavior. Considering the ramifications of using the
various word substitutions suggested here can be a
useful personal or group exercise.
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Psychological Science for Health and Safety
Leveraging the power of communication for human welfare

This paper may be cited as:
Geller E.S., (2021). Psychological Science for Health and Safety: Leveraging the power of communication for human

welfare. SHE Culture Journal, Vol.3. No.5. 10-19

Introduction
The achievement and maintenance of an injury-free workplace
require a cultural transformation from dependency and
independency to interdependency. In other words, it is not
enough for workers to rely on their company to keep them safe
through engineering technology and the enforcement of safety
rules. Nor is it sufficient for employees to count on only their
own individual effort to keep them free from personal injury.
Rather, people need others to:

a) Remove environmental hazards they don’t notice
b) Provide corrective feedback for at-risk behavior they might
not realize they’re performing,
c) Deliver supportive feedback to recognize them for their safe
behavior and their efforts to cultivate an actively-caring-for-
people (AC4P) culture.

Such interdependency requires routine interpersonal
communication.  The overall work culture and various human
dynamics of a particular situation determine whether
interpersonal conversations for personal health and safety are
likely to occur and whether the impact of such interactions will
be beneficial or detrimental to human welfare.

The human dynamics of an organization both reflect and
influence its culture at the same time.  Hence, some aspects of
a work setting affect human dynamics. These personal and
interpersonal dynamics in turn alter the culture.  The seven C-
words defined and illustrated in this paper reveal basic human
dynamics that can facilitate or stifle the achievement and
sustainability of a brother/sister’s keeper Actively Caring for
People”- (AC4P) work culture for occupational health and safety
(OHS). The first C-word—Communication—influences each of
the six others: Courage, Commitment, Choice, Competence,
Community, and Compassion.

Communication
The success of any improvement process that involves
people depends on appropriate communication—both
interpersonal (between individuals) and intrapersonal
(within one’s self as self-talk). For example, effective
communication is key to the success of behavioral
observation and feedback, peer-to-peer coaching,
employee recognition, injury analysis, and corrective-
action development and implementation. In fact, most,
if not all, attempts to improve OHS safety include
interpersonal conversation. Let’s consider five types of
communication introduced by Aquadro and Allbright
(2002) with regard the role each plays in OHS-related
intervention.

Relationship Communication
Relationship conversations are relatively easy, yet
critical to developing an AC4P work culture. These
conversations occur whenever people show sincere
interest in others—from their home life to their work
challenges. This happens, of course, with conversations
about aspects of a person’s family, health, hobbies,
work processes, or safety-related perceptions. As Dale
Carnegie (1936) put it years ago and echoed later by
Ken Blanchard and Spencer Johnson (1982), “Help
people feel important at doing worthwhile work.” That
is relationship building. Specific OHS-related behavior
might surface during a relationship-building
conversation. If so, the occurrence of such behavior
should be addressed, but the intention here is more
about developing interpersonal trust and support than
influencing behavior. This approach to interpersonal
conversation removes the perception of manipulation
or “behavior modification,” and is therefore more
acceptable to both the initiator and the receiver of this
type of communication. Bottom line: Relationship
communication reflects genuine interest in another
person’s situation, performance, and/or perspective.
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Possibility Communication
Relationship conversations often refer to an individual’s past.
Indeed, interpersonal relationships often begin by comparing
one’s prior personal experiences with those of the other individual
and looking for commonalities. In contrast, possibility
conversations focus on the future. These conversations occur
when ultimate visions are shared between individuals. Of course,
a primary vision for OHS is the achievement and maintenance of
an injury-free workplace. However, possibility conversations
target any future situation that reflects desired improvement in
behavioral competence, job satisfaction, human well-being, or an
environmental/engineering condition. Of course, the achievement
of any vision requires action planning—the next communication
category.

Action Communication
This is behavior-based communication. Given a vision or

possibility for improvement, this conversation focuses on what an
individual or work team could/should do to move in a desirable
direction. The conversation might be between individuals as in
behavior-based coaching (Geller & Geller, 2017, 2021; Geller,
Perdue, & French, 2003), or between members of a group or work
team.

Action communication should define a number of
different behaviors, some to continue and others to decrease or
eliminate. When these conversations occur in group meetings,
individual assignments are often given. Action goals might be set
according to the SMARTS-goal acronym for Specific, Motivational,
Achievable, Relevant, Trackable, and Shared (Geller & Geller,
2017; 2021).
A goal-setting exercise should include an accountability system for
tracking progress toward goal attainment. With work groups or
teams, it is usually best to monitor both individual achievement
with regard to specific assignments and the group’s progress as a
team. This two-directional accountability approach helps prevent
social loafing (Latane, Williams, & Haskins, 1979)—individuals
slacking off because they expect other team members to do more
and cover for them. Next, people look for opportunities to
perform their newly defined and desirable behavior(s).

Opportunity Communication
Consider that workers are trained and motivated to
conduct behavior-based observation and feedback
sessions (i.e., interpersonal coaching), and they know
how to set a SMARTS goal for completing a certain
number of observation/feedback sessions in one
month. Now it is time to look for opportunities to
conduct such one-on-one coaching sessions. In some
cultures, this can be any work situation that involves
human behavior. However, in other industrial
settings workers must agree to be observed before
the coaching process can be implemented.

Suppose a work team chooses to adopt an
achievement or success-seeking perspective to OHS
by tracking all safety-related behaviors workers
perform beyond their daily work routine. This
requires an action conversation about the types of
behaviors that indicate, “going beyond the call of
duty,” as well as an opportunity conversation about
the various situations that call for extra OHS-
improvement behavior.

Bottom line: A practical action plan for achieving
possibilities includes a definition of behaviors and
circumstances—behaviors needed to fulfill the plan
(action communication) and the times and places for
these behaviors to occur (opportunity
communication). After an action plan is completed, it
is beneficial to celebrate small-win accomplishments,
and set the stage for additional action and
opportunity discussions. This is the fifth type of
interpersonal communication.

Follow-up Communication
It is important to acknowledge the achievement of a
SMARTS goal. Such follow-up communication is
rewarding and promotes a success-seeking
mindset—an optimistic and achievement-focused
perspective (Geller, 1996, 2001, 2021). After noting
the acquisition of an action/opportunity outcome, a
follow-up communication turns to a discussion of a
subsequent challenge. This could include an
identification of a) a new possibility, b) a relevant
and acceptable action plan, and d) an opportunity for
certain action.



12
SHE Culture (ISSN: 2736-0350) Special Issue: Vol. 3. No.5. November/December, 2023

Follow-up communication addresses the outcome of an action
plan, but such communication should also occur during the
achievement process. In other words, it is useful to have periodic
follow-up conversations to check on progress toward a
designated goal or outcome.
Suppose, for example, a safety professional communicates with a
supervisor regarding a need to have more one-on-one
interactions with line workers. After exploring possibilities, the
safety professional discusses specific actions and opportunities
for meaningful supervisor/employee contacts. S/he might set a
SMARTS goal and even plan for a follow-up reward or recognition
session following goal attainment. Nevertheless, process-focused
monitoring could also be quite helpful. In other words, it would
be useful for the safety professional to contact this supervisor
periodically for follow-up communication regarding his or her
progress toward achieving the interpersonal-contact goal.

In Summary
This discussion of five types of communication is simple,
straightforward, and quite practical. It provides an intuitive
sequence for constructive interpersonal conversations. For
example, action plans will be more accepted, and
accomplishment will be more likely if they are preceded by
appropriate relationship communication.

Please note: One type of communication does not stop with the
implementation of the next in the sequence. Relationship
communication, for example, continues throughout action
planning, accomplishment, and follow-up. While it makes sense
to define the behaviors in an action plan before considering
opportunities, in actual practice people look for opportunities for
the occurrence of their action-plan behaviors before performing
them.

Indeed, interpersonal communication varies unsystematically
between all five types of communicating. Perhaps an
understanding of these different types of communication and
their unique objectives will contribute to increasing the quantity
and improving the quality of verbal interactions for OHS. Indeed,
when it comes to injury prevention, quality interpersonal
conversations about personal safety need to become a daily
routine.

The Nondirective Stance

In their eagerness to keep employees safe, safety
professionals might give directions and corrective
feedback in a top-down, seemingly controlling
manner. In other words, one’s passion to make a
difference can lead to an overly directive approach to
getting others to improve their behavior. However, an
indirect or nondirective approach to giving advice is
usually more effective, especially over the long term.
This is a basic tenant of humanistic therapy (Rogers,
1961).
Think about it: How do people respond when
someone tells them exactly what to do? Now it
certainly depends on who is giving the directive, but
the reaction is not entirely positive. People might
follow top-down directions, especially when they
come from someone with the power to control
relevant consequences. But, how will the respondents
feel?
Will they be self-motivated to make a lasting change?
They might if they had requested the directions.
However, if the advice or corrective feedback had not
been solicited, the recipients of the directives could
feel insulted, embarrassed, and even disrespected. It
is critical to be nondirective when using interpersonal
conversation to affect behavior change. This requires
empathic compassion, as discussed later.
Whereas supportive feedback or recognition is
directive (i.e., the desired behavior observed is
pinpointed and sincere appreciation is delivered),
corrective feedback should be nondirective. The
objective is to get the individual to accept an
observation of less-than-optimal (e.g., at-risk)
behavior, and then indicate a sincere intention to
improve. This is more likely to happen if the observer
or coach does not begin the corrective-feedback
conversation by specifying the behavior needing
correction and then providing direction for change.
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Instead, corrective feedback should begin with questions
designed to learn the perspective of the person observed
with regard to both the undesired behavior and the
environmental context that might have influenced that
behavior. Often this person is already aware of the behavior
that needs improvement, and s/he might offer a number of
explanations or excuses. The observer (or coach) should listen
attentively to the person observed with an expectation to
uncover potential environmental or system factors that
facilitated the performance of the unwanted (e.g., at-risk)
behavior and/or inhibited the occurrence of a desirable
alternative (e.g., safe) behavior.

If an observer has documented occurrences of the undesired
behavior on a behavioral checklist, s/he should remain
nondirective by merely showing these data to the person
observed and asking, “What does this behavioral record
mean to you? Have I missed or overlooked something?”
The objective is to hear some ownership of the undesirable
behavior, even with excuses, along with an indication of
personal intention (even commitment) to improve. This is
most likely to happen if the observer is not perceived as
passing judgment, but rather is viewed as an AC4P mentor
interested in facilitating improvement. The following C-words
illustrate further how nondirective communication facilitates
the achievement of this objective.

The Courage to Actively Care
Most people care, but too often people fail to act on their
caring. They seemingly lack the courage to step to the plate
for the prevention of potential harm to another person. The
best six sigma, behavioral-safety process, and customer-focus
directives cannot make a beneficial difference if people do
not have the courage to speak up and act on behalf of a
particular performance-improvement process. Indeed,
without courage most well-intentioned initiatives become
just another “flavor of the month.”

Courage is not an inherent human trait. It is a temporary
disposition or person-state that varies according to the
situational context and interpersonal dynamics. These
notions receive practical relevance in a realistic novel that
illustrates the role of competence and commitment in
activating courage (Geller & Veazie, 2017a). The authors treat
courage as a human characteristic distinct from competence
and commitment—two C-words discussed in more detail
later.

Individuals with greater competence and commitment
than others in a given situation are more likely to
demonstrate courage. However, an individual could have
substantial competence and commitment in a particular
context and not be courageous, as illustrated elsewhere
(Geller, 2016b). Nevertheless, one’s propensity to show
courage under certain circumstances increases whenever
relevant commitment and/or competence is augmented.
These dispositions or person-states are explicated next.

Commitment
Commitment reflects motivation to perform and is
determined by the extrinsic (extra) and intrinsic (natural)
consequences of a task, as well as one’s personal
interpretation of those consequences.

When people sign their name to a petition or pledge card,
they are making a commitment to behave in a certain
way. Later they behave that way in order to be consistent
with their commitment.  Consistency is another important
C-word in this context. Safety professionals can use the
consistency principle to increase safety-related behavior.
After a discussion about a particular work procedure, for
example, ask the participants to make a commitment to
perform a relevant safe behavior within their work
process. What kind of commitment should you request?

A behavior-based commitment is most effective (or
influential) when it is public, effortful, and perceived as
voluntary or not coerced. Thus, it is more beneficial to
have employees make a public rather than a private
commitment to perform a certain safe behavior. In
addition, it is better to have them sign their name to a
“promise card” (Geller, 2016b) or on a public-declaration
display than to merely raise their hand. Moreover, it is
very important that those pledging to perform a particular
behavior believe they made the commitment
voluntarily—with at least some personal choice.
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The reality might be that a decision to make a public
commitment is dramatically influenced by external factors
like a compassionate appeal and peer pressure. However,
if people write an internal script (i.e., self-talk) that they
had some choice, the consistency principle is still likely to
be activated by the commitment process. Thus, the
presenter of a commitment strategy needs to realize the
influence of personal choice and make statements that
allow participants to believe the commitment is not
coerced, but is essentially their decision.

Behavioral scientists have revealed a powerful application
of commitment to motivate the occurrence of safety-
related behavior (Aronson, 1999): Ask people to commit
publicly to perform a particular behavior for OHS. Then,
ask these folks to think of times when their behavior had
been inconsistent with their current commitment. This
commitment-based intervention stirs up feelings of being
hypocritical, and thereby enhances occurrences of the
desired behavior.

Simply put, commitment develops from recognizing the
positive consequences gained and the negative
consequences avoided when applying one’s skills.
Whereas people perform many tasks for expected soon,
certain, and positive consequences, they use self-talk to
avoid impulsive (e.g., at-risk) behavior and to work for
long-term (e.g., safety-related) goals. Such self-talk
reflects self-motivation, which is another determinant of
commitment. Let’s consider the three C-words that
influence self-motivation, and in turn enhance both
commitment and courage.

The Psychology of Self-Motivation
At times, people need an incentive/reward
contingency to keep them motivated. Psychologists
call these “extrinsic motivators,” and managers and
teachers use them (e.g., grades and wages) to keep
employees and students accountable and on track.
Nevertheless, people sometimes develop self-
motivation within the context of an external
accountability system. In other words, it is possible to
establish conditions that facilitate self-accountability
and self-motivation. Let’s consider ways to make that
happen.

Deci and Ryan (1995) affirm we have three basic
psychological needs, and when these needs are
satisfied, we are self-motivated. Specifically, self-
motivation is supported by conditions that facilitate
fulfillment of our needs for autonomy (or choice),
competence, and relatedness (or community).
According to Deci and Flaste (1995), “Self-motivation,
rather than external (or extrinsic) motivation, is at the
heart of creativity, responsibility, healthy behavior,
and lasting change” (p.66).

Choice
In this context, choice (or autonomy) is the condition
or quality of being self-governing or having personal
control—a person-state or mindset related to one’s
propensity to actively care for the safety, health, and
well-being of others (Geller, 2016c). Autonomous
behavior is self-initiated, self-endorsed, and authentic.
It reflects one’s true values and intentions. Geller and
Veazie (2017b) refer to this attribute as “choice,” and
research has shown consistently that people are more
self-motivated (or self-directed) when they have
opportunities to choose among action alternatives
(Geller, 2016c).
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The language used in interpersonal communication (e.g.,
compliance vs. commitment, mandate vs. expectation,
and requirement vs. opportunity) affects this disposition,
as well as the ongoing contributions of participants in
AC4P interventions designed to achieve an injury-free
workplace (Geller, 2016a, Geller & Geller, 2021).

Competence
“People are not successful because they are motivated;
they are motivated because they are successful” (Chance,
2008, p. 95). This provocative quotation reflects the
powerful role of perceived competence (or self-efficacy)
in motivating people to do the right thing for safety when
no one is watching. Much behavioral-science research has
demonstrated that people become more self-motivated
when they feel competent at performing worthwhile
work (e.g., Deci, 1975; Deci & Flaste, 1975; Deci & Ryan,
1995). Genuine behavior-based praise for a job well done
can make that happen. Such recognition is considered a
“now-that” reward—“Now that you have shown such
competence you deserve this positive recognition” as
opposed to an “if-then” incentive/reward—“If you do this
behavior, you will receive this positive consequence”
(Geller, 2016c).

Several researchers of human motivation have proposed
that people naturally enjoy being able to solve problems
and successfully complete worthwhile tasks (White,
1959). In their view, people are self-motivated to learn, to
explore possibilities, to understand what is going on, and
to participate in achieving worthwhile goals. The label for
this fundamental human motive is “competence.” In the
words of Deci and Flaste (1995), “All of us are striving for
mastery, for affirmations of our own competence” (p.9).

Researchers of self-motivation assume the desire for
competence is self-initiating and self-reinforcing. Behavior
that increases feelings of competence is self-directed and
does not need extrinsic or extra rewards to keep it going.
In this case, feeling competent at doing worthwhile work
motivates continued effort. When people feel more
successful or competent at work-related behavior, their
self-motivation increases.

Developing Competence
Behavior-based training increases one’s competence at a
particular task. This involves: a) describing and
demonstrating a desirable behavior or skill set, b) giving
specific behavior-based feedback during a participant’s
role-playing of the target behavior(s), c) practicing the
desirable behavior(s) with both corrective and supportive
feedback, and d) implementing the new competency in
real-world situations. Subsequently, when learners have
opportunities to teach their skill-set to others, their
perception of personal competence increases further,
along with their personal commitment.

Community
An interdependent community perspective reflects
systems thinking and interdependence beyond the
confines of family, social groups, and work teams, as
explicated by Peter Block (2008) and M. Scott Peck (1987).
In other words, “community” is an AC4P mindset for
humankind in general—an interconnectedness with others
that transcends political differences and prejudices, and
profoundly respects and appreciates diversity.

How to Increase Self-Motivation
Geller and Veazie (2017b) use the C-words: Choice,
Competence, and Community as labels for the three
evidence-based dispositions or person-states that
determine self-motivation. Interpersonal and
environmental conditions that enhance these propensities
increase self-motivation. Researchers of human motivation
have offered the following ten guidelines for increasing
self-motivation by influencing one or more of the three
person-states (i.e., C-words) defined above. Readers will
likely be able to connect these recommendations to policy,
procedures, or specific interventions they could implement
to make these guidelines a reality in their work,
educational, or home cultures.

 Provide a rationale for behavior not naturally
reinforcing. Thus, you should accompany rules and
regulations with meaningful explanations.

 Show empathy by acknowledging that people
might not want to do what you are asking them to
do. For example, admit the required safe behaviors
are relatively inconvenient and uncomfortable, but
given the reasonable rationale provided, the
potential benefits are worth the personal response
cost.
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 Use language that suggests minimal external pressure.
When leaders activate the initiation of an action plan
with expectations rather than mandates, they enable
feelings of personal control or choice. For example, the
common phrase “Click it or Ticket,” verbalized to
promote use of vehicle safety belts in the U.S., reduces
autonomy; whereas the slogan “Please buckle up—I
care” implies personal authenticity and interpersonal
relatedness.

 Provide opportunities for choice. The term
“participative management” implies employees have
choice throughout the planning, execution, and
evaluation of their jobs. Deci and Flaste (1995)
concede that some management decisions cannot
include choice from subordinates and maintain that
“people adapt to being controlled and act as if they
don’t want the very thing that is integral to their
nature—namely, the opportunity to be autonomous”
(p. 148).

 Set autonomy-supportive limits. Even safety
regulations can be autonomy supportive. In other
words, it is often possible to incorporate some choice
within some safety rules. The author once consulted
with a company that required all employees to wear
safety glasses and steel-toed shoes all day, regardless
of their work area or assignment. The management
rationale for this all-inclusive gate-to-gate PPE
regulation was that it eliminated the possibility of
misplacing or forgetting to use the proper PPE.

 Many employees objected vociferously, complaining
that they were being treated like children. The
administrative staff was particularly put off by this
mandate, because their work site never called for that
PPE. The company mitigated the employee outrage by
purchasing two pairs of comfortable safety shoes and
glasses for each of the 600 employees. Thus, the
culture accepted this lack of autonomy, while the
company endured significant financial and
implementation costs. It is likely that substantial self-
motivation among the workers was also sacrificed.

 Customize individualized performance goals with
individuals and teams. The most effective goals are
SMARTS, as defined above.  When participants are
involved in selecting a SMARTS goal, they are more
likely to be self-motivated to achieve that goal.

 Administer “now-that” rewards and recognition
programs to express

appreciation and gratitude for demonstrations of
competence but limit the use of “if-then” incentive/reward
programs (Geller, 1. 2016c).

 Communicate to boost a sense of 1. competence,
and correct behavior with empathic coaching. When
offering corrective feedback, allow the person to
make excuses and do not argue about these. Be
nondirective (as explained earlier) and emphasize the
positive (e.g., safe behavior) over the negative (e.g.,
at-risk  behavior).

 To increase a sense of community, increase team-
building discussions, group goal-setting and feedback
sessions, as well as group celebrations for both
process and outcome achievements.

 Implement strategies for increasing interpersonal
trust throughout the workplace. The following C-
words capture the essence of building AC4P trust and
a community perspective: Communication, Caring,
Candor, Consistency, Commitment, Consensus, and
Character (Geller, 2002).

A Paradigm Shift
This discussion of self-motivation as enhanced by
perceptions of choice, competence, and community calls
for a paradigm shift—a change in perspective about AC4P
behavior. Instead of calling on guilt or sacrifice to get
people involved in procedures for improving the health,
welfare, and/or safety of other people, assume that people
are naturally self-motivated to help others. Indeed, this is
the highest need level of Maslow’s Hierarchy of Needs—
self-transcendence (Maslow, 1971) or AC4P behavior.

Moreover, people hate feeling incompetent or helpless.
They want to learn, to discover, to become more proficient
at worthwhile tasks. People want opportunities to ask
questions, to study pertinent material, to work with people
who know more than they do, and to receive feedback that
can increase their competence and subsequent self-
motivation.
Thus, AC4P behavior for OSH is not a thankless job requiring self-sacrifice
or a special degree of altruism. Participation in an AC4P process provides
an opportunity to satisfy two basic human needs. The need for
relatedness and competence (Deci, 1975, Deci & Flaste, 1995, Deci &
Ryan, 1995), while reaching the top of Maslow’s Hierarchy of Needs. The
effective application of the C-words defined and illustrated here will
certainly improve the quality of an AC4P brother /sister’s keeper
process, as well as cultivate feelings of self-motivated commitment to
achieve and sustain an injury-free workplace.
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Compassion
Compassion follows from empathy (Covey, 1989). In other
words, compassion (“the inclination to give aid or support,
“The American Heritage Dictionary, 1991, p. 300) requires
empathy (“the identification with and understanding of
other’s situations, feelings, and motives,” The American
Heritage Dictionary, 1991, p.449.). So let’s understand the
meaning of empathy and consider how to acquire it.

Whether the topic is empathic listening, empathic
leadership, or empathic performance appraisals and
corrective action, the focus is on the other person’s
feelings, needs, or perceptions. Starting with this
viewpoint makes every other management strategy more
effective. It is more than the Golden Rule: “Treat others as
you would like to be treated.” It is the Platinum Rule:
“Treat others as they want to be treated” (Alessandra &
O’Connor, 1998). We sympathize when we express
concern or understanding for another individual’s
situation, but we empathize when we identify with
another person’s situation and realize what it is like to be
in the other person’s shoes.

The Compassionate Coach
Compassionate coaching reflects the highest level of
interpersonal AC4P behavior, and it can do wonders to
facilitate mutual learning and behavioral improvement. It
starts with empathy—sincere understanding and
appreciation for other people’s circumstances—and leads
to optimal AC4P behavior. For example, directives based
on an empathic diagnosis of the situation are most
effective.

Compassionate conversations are not efficient, but they
are effective. They require patience. It takes time to learn,
mostly through questioning and listening, what it is like to
be in the other person’s situation. Then the objective
shifts to designing an action plan that fits the
circumstances. This requires mutual understanding, which
is easier said than done. However, the pay-off can be
great.

When we show more empathy and compassion in our
conversations, we have more impact on improving
attitude and behavior. When we show others through
empathic listening that we truly understand their position,
we maximize the chance that our compassionate AC4P
support will be effective.

Achieving Empathic Compassion
Let’s consider some basic strategies for achieving an
empathic level of awareness and appreciation, leading to
compassionate AC4P behavior:

Take off your blinders. Minimize the reactive filters that bias
interpersonal conversations. These are barriers to listening
with empathy to another person and finding the best plan
for your compassion.

Ask more questions. This is how you truly understand the
other person’s position, diagnose the problem, and design
an optimal action plan.

Listen for more than words.  Not only must we hear every
word in a conversation, we must be sensitive to personal
feelings, passion, and commitment. This comes across as
much in body language and manner of expression as in the
words themselves. For example, listen for more than words
when workers give an evaluation of their at-risk behavior
and offer a recommendation for self-improvement. Listen
for feelings or emotions that reflect concern for their errors
and personal commitment to improve.

Use your imagination.  When observing another person’s
work practices, try to view the situation from that
individual’s perspective. When listening to someone explain
why s/he took a risk or was injured—try to see yourself in
the same predicament. Imagine what defense mechanisms
you might use to protect your ego or self-esteem. This will
activate your compassion to improve the situation.

Weigh alternatives. When considering action plans for
improvement, try to view various alternatives by putting
yourself in the same “steel-toed shoes” of the other person.
Use your empathy to fuel compassion and AC4P behavior.

Bottom Line: Approach AC4P safety conversations with an
empathic mindset. Learn what motivates someone to risk
his or her safety; put yourself in the other person’s place.
From that understanding, derive an action plan you would
be willing to follow. You do this by bringing empathy to
your safety conversations. With more empathy, more
compassion is energized, and more beneficial impact will
result from an AC4P plan to achieve and maintain an injury-
free workplace.



18
SHE Culture (ISSN: 2736-0350) Special Issue: Vol. 3. No.5. November/December, 2023

In Conclusion

The seven C’s reflect humanistic behaviorism—a strategic
integration of applied behavioral science and select principles
from humanism in order to make behavior-improvement
techniques accepted, owned, and applied effectively on a large
scale and over the long term. Each C-word reflects evidence-based
techniques for addressing the human dynamics of occupational
health and safety, and sustaining an injury-free work culture.

Figure 1 depicts the seven C’s for safety success as discussed here.
Communication is the focal point, influencing each of the other C-
words. Several connections are given as bidirectional, with
communication affected by the other C’s. It is intuitive, of course,
that the presenter’s Courage, Compassion, and Commitment
determine the style and content of the communication.
Communication directly affects an individual’s perception of
Choice, Competence, and Community, and these C’s determine a
person’s self-motivation. In turn, self-motivation fuels Courage
and Commitment.

Let’s conclude with a practical suggestion for engaging workers in
proactive injury prevention that illustrates applications of the
safety C’s. With courage and compassion, ask a group of
wageworkers or line operators to write down their prediction of
where the next workplace injury or close call will occur, and to
recommend a prevention intervention. Then ask the participants
to explain why they chose their prediction and their prevention
suggestions for injury prevention. As you listen with empathy, you
may be surprised in the consistency among the participants’
reports, including a need for compassionate corrective action.

A variety of injury predictions in diverse situations can be quite
disconcerting, perhaps challenging the perceived competence of
the company safety professionals and/or the commitment of
management to put safety above production priorities. Several
suggestions will likely imply realistic possibilities for injury
prevention and implicate the need for action planning and follow-
up communication.

One benefit is certain. This exercise will demonstrate the value of
including conversations among wageworkers in diagnosing safety-
related issues and soliciting ways to remove “an injury waiting to
happen.” In addition, when these employees see safety-related
change follow from their suggestions, they will become more self-
motivated and committed to participating in AC4P communication
about proactive ways to improve the OHS of their workplace. They
have chosen to help cultivate a brother /sister’s keeper AC4P
workplace.

Figure 1. An organization of the seven C’s for safety success, depicting a
focus on communication and indicating how certain C-words influence of C’s.
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Abstract
This research aims to evaluate the relevance and
effectiveness of the ISM code among Nigerian Offshore
Service Vessel (OSV) operators. The work, therefore, seeks to
understand the extent to which Nigerian OSV operators
accept the ISM Code, its cost and benefits as well as the
impact of its implementation on safe and efficient maritime
operations. The growing perception among most oil and gas
stakeholders regarding the poor performance of Nigerian
OSVs in the areas of safety and quality policy implementation
further necessitated the need for this work. This thesis first
explored the responses of experienced seafarers, ship
operators and stakeholders to selected elements of the ISM
code. Secondly, it considered factors influencing the Code’s
implementation. It also ascertained the degree of compliance
and the level of commitment to ISM Code implementation by
Nigerian OSV operators. In providing an understanding of the
Code’s implementation in Nigerian OSVs, this work identified
its weaknesses and exposed practices affecting successful
implementation of the Code. A qualitative research
methodology was adopted for this research work, and this
brought to light solutions and recommendations enabling
effective implementation and regulation of the Code in
Nigerian OSVs. A subjective assessment and evaluation of all
data collected about the effective implementation of the
Code in two Nigerian shipping companies operating at Onne
Port were done using semi-structured interview approach.
Collected data was analyzed using a content analysis method
that gave useful answers to the research questions. Findings
showed a substantial level of compliance to the ISM code by
Nigerian owners which however did not translate to an
effective implementation of the Code. This ineffectiveness
was directly linked to inadequate ISM Code appreciation. A
sustained educational platform on the ISM Code is deemed
necessary to ensure a departure from noted compliance
culture to that of self-regulation.
Keywords: OSV’s, ISM Code, compliance, Onne free zone

Editor’s Note & Commentary:
In this paper, the author has attempted to make a case to provide
important information and facts on the relevance and effectiveness
of the ISM code among Nigerian Offshore Service Vessel (OSV)
operators. This paper creates a new opportunity to investigate
further into the safety of maritime operations in Nigeria.

Disclaimer: The data and figures presented here were not subjected to
any verification by the SHE Culture team and as such are purely research-
based findings by the author within the study area.

Effectiveness of the international safety management code on safe ship operations in Nigerian offshore
service vessels at Onne Port
*THEOPHILUS CHINWIKE EZEONODO
MSc SHIP SUPERINTENDENCY
MIDDLESEX UNIVERSITY BUSINESS SCHOOL LONDON

INTRODUCTION
In an attempt to encourage local participation in
offshore oil and gas service market sector of the
economy, the Nigerian Government enacted the Local
Content Bill otherwise known as Nigerian Oil and Gas
Industry Content Development Bill 2010 as amended.
The Local Content Bill reserves exclusive rights to
Nigerians and Nigerian companies in the award of oil
and gas contracts, including the right to ownership of oil
blocks. (Ihua et al. 2009)
The Cabotage Act of 2003 envisaged an exclusive right of
operation of vessels within Nigerian coastal waters to
Nigerian ship owners and operators. The Act accords
priority to the award of contracts to ships registered in
Nigerian Special Cabotage Register. These vessels must
be Nigerian owned, manned by Nigerian seafarers and
built in Nigeria (Ajiye, 2013).
Prompted by both instruments, many Nigerian investors
were attracted to various vessel acquisitions, top among
them are the OSVs. Among these businessmen were
investors without much knowledge or prior experience
on maritime issues driven mainly by the juicy oil and gas
market opportunities.
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Anderson (2003) stated that most ship owners are
driven more by short- term profits than of maritime
safety.
The Nigerian maritime sector in the past seventeen
years has experienced increasing demand for OSVs
from the oil and gas field operators. This has driven
many would be ship owners into procuring readily
available second handed ships. Some of these used
vessels were usually acquired without the
involvement of marine professionals especially in
the areas of vessel condition and pre-purchase
surveys. This action results in acquisitions that
lacked requisite safety gadgets to deal with unusual
maritime situations in Nigeria. Only a few Nigerian
owners acquired new builds.
Ajiye (2013) reported that the inability of Nigerian
owners to meet the demand for OSVs as well as the
inadequate supply of competent, qualified and
medically fit seafarers coupled with the poor safety
standards as perceived by Stakeholders were among
the conditions that forced Nigerian government to
issue waivers on the Cabotage Act. This waiver policy
allowed foreign vessel and crew participation at a
stipulated fee.
Observation shows that surge in militancy activities
involving kidnapping, pipeline explosion, piracy and
the likes within the Niger Delta region of the country
compounded the already complex OSV market with
many foreign vessels and expatriate seafarers exiting
the country in their numbers. This surge created a
huge vacuum both in the number of available vessels
for oil and gas services and qualified crew to man
these ships. To keep up with increasing demand for
services, many operators overlooked safety for
profit as they strove to ensure vessel operations at
all cost. Okoroji (2013) argued that weak
enforcement of safety policies by Nigerian Maritime
Administration and Safety Agency (NIMASA) aided
this poor safety culture by ship owners and
operators.
Nigerian OSV owners faced with the same global problem
of sourcing and employing qualified, skilled and
competent seafarers are now expected to implement one
of the most relevant instruments of the International
Maritime Organization (IMO), called the International
Management Code for the Safe Operation of Ships and
Pollution Prevention.

This Code is generally referred to as the International
Safety Management (ISM) Code. While IMO (2013)
argues that each ship must be manned with qualified,
certified and medically fit seafarers to maintain safe
shipboard operations, Clay (2009) paints a gloomy
picture of a shortage of skilled and competent
seafarers as a great concern to a successful
implementation of the ISM Code. The ISM Code, which
was adopted in 1994 and incorporated into Chapter IX
of SOLAS in 1998, became fully implemented on July
1st, 2002 and dates back to late 1980s when several
investigations into accidents involving the shipping
industries pointed towards poor management
standards (IMO 2005).
While providing an international standard for the safe
management and operation of ships and pollution
prevention, the ISM Code requires that shipping
companies establish safety objectives and that they
develop, implement and maintain effective Safety
Management System (SMS) in line with applicable
guidelines (IMO 2013).
There is a general agreement that the ISM Code has
been very effective in achieving its set objectives most
notably where it has been embraced (IMO, 2005;
Anderson, 2003; Lappalainen, 2008). However, there
are views that the ISM Code is yet to live up to its
expectation due mainly to issues of implementation
and practicability. The Code's excessive
documentation and paperwork place undesired
burdens and distraction on ship operators and
seafarers (Lappalainen, 2008; Tunidau and Thai, 2010;
IMO, 2005).
Tunidau and Thai (2010) found that most of these notable
works were carried out in most developed countries and
that though developing countries endorsed this same
instrument of IMO, not much have been done in these
parts of the world, even as these developing countries still
find it difficult to implement the ISM Code successfully.
It has been argued that the primary reasons for ISM code
seeming failure in developing countries are due mainly to
lack of knowledge, skills, awareness, inadequate financial
resources, lack of expertise and training (Tunidau and Thai,
2010). Anderson (2015) in sharing this view considered
lack of education both for the seafarers and shore
staff into the concepts of the SMS as being responsible
for the failure of the ISM code.
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The problems and critical concerns include the rate of
OSV acquisition by Nigerians which will not only
increase vessel traffics en route most oil fields and
facilities within Nigeria waterways, but also the risk of
maritime accidents. Middleton (2003) rightly observed
that shipping is the second most dangerous
occupation in the world with a mortality rate from
world fleet put at 2,500deaths per annum. OSVs are
therefore expected not just to be fully compliant with
safety policies, but to imbibe safety culture and
achieve self-regulation.
Okpara (2013) observes that poor safety standards
exist in the Nigerian offshore oil and gas fields, noting
that this was made worse by poor accident reporting
system as well as the secrecy of oil and gas activities,
especially from the public.
This growing perception among most oil and gas
stakeholders regarding the poor performance of
Nigerian OSVs in the areas of safety and quality policy
implementation, calls for a need to evaluate the
relevance and effectiveness of the ISM Code among
OSV operators in Nigeria. This evaluation is necessary
to ascertain its impact on safe and efficient OSV
operations in Nigeria with particular reference to
Onne Port.
This study therefore aims to evaluate the challenges facing
Nigerian OSV operators in implementing the ISM Code and
the study objectives are to:
 Understand the extent to which Nigerian OSV

operators accept the ISM Code as regards selected
elements of the Code

 Ascertain the level of commitment to ISM Code
implementation by Nigerian OSV operators and the
regulatory bodies.

 Determine the degree of compliance of Nigerian
OSV operators with the ISM Code

 Identify the impact of the ISM Code implementation
on safe and efficient maritime operation.

 Discern the costs and benefits of the ISM Code for
Nigerian OSV operators.

By the many issues facing Nigerian offshore service vessel
operators, this research work, therefore, sought to answers
these questions;
 To what extent has the ISM Code influenced

Nigerian owned Offshore Service Vessel Safety
Management?

 What is stakeholders’ perception of safety culture
in Nigerian owned offshore service vessels?

In line with the recommendation by IMO (2006)
that there is still need for in-depth qualitative
research into how ships and company offices
implement the ISM Code as evident in their safety
performance; this research work becomes
necessary to apply this recommendation in the
Nigerian OSV segment.
The importance of this research work is embedded
in the fact that it provides a clear understanding of
the ISM Code implementation in Nigerian OSVs,
identifies its weaknesses, and exposes practices
affecting successful implementation of the Code.
The work brings to light analytical solutions and
recommendations to enable effective enforcement
and regulation of the Code in Nigerian OSVs.
It is expected to sensitize ship owners and other
stakeholders on the benefits that come with a
proper implementation of the ISM Code. These
advantages, ranging from a positive change in
perception of Nigerian OSVs to a safer vessel
management practice.
This work, therefore, presents the need for
NIMASA to step up her enforcement and
monitoring policies towards an effective ISM Code
implementation in Nigerian OSVs.
Noting that one of the cornerstones of the ISM
Code is that of continuous improvement, this
research work indicates the need for a timely and
proper incident reporting practice which aids the
ISM Code improvement.
Notable among the constraints to this study is the
difficulty of data access, because the ISM Code is seen
as key to securing offshore service contracts and so
bears enormous economic implications. This constraint
was also aided by the lack of general literature on ISM
Code implementation in Nigeria. However, regardless of
these limitations, my choice of direct interviews and
interactions with experienced OSV operators gave
valued information regarding current realities on the
Code which may not have been sourced from any
literature.
Time constraint posed a limitation to this study because
this research work was carried out while on active duty.
More time is required to visit and board these vessels
for a period lasting at least one change of command or
crew change so as to observe actual execution of the
company's SMS on board.
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The office documentation is also expected to have
been studied to come out with onshore appreciation
and implementation of the Code. The study was
conducted across selected OSV operators from Onne
free zone in Nigeria.
It has always been a matter of contract performance
between the OSV owners and the IOCs, who, though
recognized the need for the ISM code, have also
several other vessel safety monitoring audits, a
pointer to either the inadequacy or non-effectiveness
of the ISM code in addressing their safety concerns.
Mejia (2001) found that several OSVs are off hired as
a result of being unfit for service, caused by hull and
machinery breakdown, accident investigation,
incidents of environmental pollution and Port State
Control (PSC) detention; observing that these are
indicators of poor safety performance.
Findings by Pun et al. (2002) reveal a low level of
education, pressure for ISM certifications, insufficient
knowledge of procedures, poor human resource and
resistance to change as constituting obstacles to
successful implementation of the SMS. Batalden
(2015) viewed the failure of ISM Code as shift of
attention from self-regulation to fulfilling audit
documentation requirements.
Indeed, following the rise in maritime safety incidents
and mistrust among stakeholders, it becomes
necessary to provide answers to issues surrounding
the effectiveness of the ISM Code in aiding Nigerian
OSV operators to better ship operation and
management. Anderson (2015) rightly observed that
the ISM Code is an embodiment of all other IMO
conventions, rules and regulations and as such assists
ship operators in a safe and efficient management of
their ships.
The ISM Code
Stade (2010) noted that the preliminary inquiry report
about the sinking of a Ro-Ro ferry; ‘’Herald of Free
Enterprise’’ off the breakwaters of Zeebrugge that
caused significant loss of life and property, prompted
the IMO to critically look inwards into how the safety
standards in shipping operations are handled.
The immediate cause of this accident that claimed
over 193 lives was attributed to the negligent act of a
fatigued boatswain.

In summing up the report on the Herald of Free
Enterprise accident, Sheen (1987) reported serious
negligence on the ship and ashore management,
famously describing it as ‘’the disease of sloppiness’’.
In using these words, an attempt was made to show a
near total absence of safety practices and
environmental prevention competence on the side of
the shoreline management and shipboard operations.
IMO (2005) and Lappalainen (2008) observed that this
report, coupled with a series of far-reaching maritime
incidents of the 1980’s adjudged to have been due to
human errors as well as management faults,
prompted IMO in October 1989 to adopt Resolution
A.647 (16). This Resolution was aimed at setting
guidelines for the management for the Safe operation
of ships and for pollution prevention.
The objective of these guidelines was to promote
sound management and operating practices as to
minimize loss of life and property with improved
marine environmental practices within the maritime
industry. This guideline also provided a framework
that aids proper development, effective
implementation and timely assessment of safety and
pollution prevention management. In supporting this
view, Anderson (2003) observed that one of the most
significant developments in Maritime safety was the
adoption of the ISM Code.
It was further pointed out that years after the use of
the guidelines and having acquired some experience,
IMO in 1993 adopted International Management Code
for the Safe Operation of Ships and Pollution
Prevention (ISM Code), five years after this adoption;
it became a mandatory policy instrument of the IMO
in 1998. This view has been shared and supported by
many prominent ISM Code researchers.
Each shipping company, to comply with this Code,
must develop a functional and efficient SMS tailored
to the nature of their operations and trade, which is
expected to enable company personnel to implement
the policies therein effectively (Anderson, 2002; IMO
2008).
IMO (2015), clarified the 16 elements of the ISM Code,
designed in two parts with Part A (Implementation)
covering elements 1 to 12 and Part B (Certification
and Verification) comprising elements 13 to 16.



6
SHE Culture (ISSN: 2736-0350) Special Issue: Vol-3, No.5, November/December, 2022

In line with continuous improvement policy of the IMO,
Anderson (2015) noted that the ISM Code had
undergone several amendments to accommodate
shortfalls as to enhance effective implementation of
the policy. Such amendments occurred in December
2000 by resolution Msc.104 (73) which entered into
force on 1st July 2002. Resolution MSC.195 (80) which
took place in May 2005 came into force on 1st January
2009. In December 2008, the ISM Code underwent
another amendment by resolution MSC.273 (85) which
was adopted on 1st January 2010 and entered into
force 1st July 2010. Further need for change arose in
June 2013, and by resolution MSC.353 (92) the ISM
Code was amended and the amendment entered into
force on 1st January 2015.
While the ISM Code was undergoing a series of
amendments, Anderson (2015) noted that the
guidelines which provided the framework for
development, implementation and practical
assessment of the code were also being reformed to
meet conventional standards.
In this regard, Resolution A.788 (19); the guidelines on
the implementation of the ISM Code by
Administrations were replaced by Resolution A.913
(22) in November 2001. In December 2009, Resolution
A.913 (22) was revised and the amendments adopted
by Resolution A.1022(26) that took effect on 1st July
2010. However, in December 2013 a revised guideline
on the implementation of the ISM Code by
Administrations were adopted by Resolution A.1071
(28) revoking former Resolution A.1022 (26), with
effect from 1st July 2014.
Considering the dynamic and evolving nature of the
ISM Code, IMO (2013) noted that the International
Maritime Organization through resolution A.1071 (2)
urged Administrations to report any known difficulties
in the use of the guidelines. This report enables the
Maritime Safety Committee (MSC) and the Marine
Environment Protection Committee (MEPC) keep these
guidelines under continuous review and amendment. It
recognizes that a Government is obliged on acceptance
of any IMO Convention to make a national law as to
enforce these conventions in their ships, with penalties
for non-compliance.

Anderson (2015) noted that the ISM Code was
incorporated into Chapter IX of the International
Convention for the Safety of Life at Sea (SOLAS),
using the tacit acceptance procedure, due to is
critical roles in the safe management and operation
of ships and for pollution prevention. SOLAS is a
convention that was already in force. This tacit
acceptance procedure ensures that amendments
are facilitated and adopted without much delay by
member states before such amendments enter into
force.

Overview of Nigerian OSV Business
Nigeria boasts of expansive coastal waters and
remains the hub of maritime activities in West and
Central African regions. Greg (2015) argued that
Nigeria remains the largest markets as well as the
biggest economy in sub-Saharan Africa with 65% of
all sea-borne traffic in West and Central Africa
emanating from Nigeria.
It is noted that Nigerian market for OSVs is not just
very tight but tensely competitive, over 72 oil
companies operate in Nigerian Oil and Gas
Exploration and Production Market. Six major IOCs
run joint venture partnership with Nigerian National
Petroleum Corporation (NNPC), namely;
ExxonMobil, Royal Dutch Shell, Total, Chevron, Agip
and Addax. Then there are 30 Independent and
Local Operators and 36 Marginal Field Operators. As
of October 2015, about six hundred OSVs are
operating within Nigerian oil and gas market, over
70% of these vessels belong to foreign owners.
However Greg (2015) argued that Nigerians
currently own and operate thousands of various
types of ships, this view is supported by Director of
NIMASA in his presentation that as at 2016,
Nigerians now own and operate 1,227 vessels.
Greg (2015) observed an apparent increase in shipping
traffic within Nigerian ports. This observation referenced
a report from Nigerian Ports Authority (NPA) that puts
the traffic volume of ocean-going vessels within the first
quarter of 2015 as 5,139 to a total Gross Tonnage of
61,990,999, while the GT (Gross Tonnage) recorded in
2014 stood at 57,034,338.
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It is noted that OSVs are of crucial importance for oil
and gas exploration and production in Nigeria; they
are categorised based on the fleet size, the age of the
vessel, engine type and capacity and trade type of
the ship.
With about three hundred and thirty-five offshore
installations both in Green and Brownfield, the
demand for OSVs are on the increase, and as new
technology emerges in oil gas exploration and
production activities, the demand for vessels meeting
these criteria has also increased. Demand also
fluctuates with the performance of the offshore
sector as well as the global economic conditions. It is
also seen to vary according to company capability
and resource capacity.
All OSV operators require Document of Compliance (DOC) and

their vessels issued with Safety Management Certificate (SMC)
by any of the Recognised Organisations (RO) as authorised by
the Administration before they are allowed to operate and
trade. This requirement limits the number of vessels available in
the OSV market and adds pressure on owners to obtain
certification by all means possible. Sollien et al., (2014)
observed that oil companies and charterers are aware of the
very importance of the ISM Code and as such pressured all ship
owners to implement the Code.
There are still several other factors specific to OICs and
NOC (National Oil Companies) that affect their
demand for OSVs in their respective fields. Such
factors stated Bhattacharya (2009) included the
‘surrogate’ regulatory function of the IOCs in
ensuring effective implementation of the ISM code
on OSVs; seen by many industry players as being
more stringent and efficient than the main regulatory
body, the Flag and Port State.
Effectiveness of the ISM Code Implementation in
Maritime Industry
Notable works by (IMO, 2005; Tunidau and Thai, 2010;
Anderson, 2015; Lappalainen et.al, 2014; Lappalainen,
2008) have been carried out on the ISM Code effective
implementation and impacts. These works evaluated the
Code's effectiveness in ensuring safe and efficient
maritime operations.
Many administrations reported that the ISM Code had
been a useful tool in the reduction of maritime accidents
as well as a decrease in the number of vessel detention by
Port State Control (PSC) since its inception in 1998 (IMO
2005).

However Tunidau and Thai, (2010) pointed out that
these successes are limited to developed nations,
arguing that developing countries are yet to witness
any such success in introduction and implementation
of the policy instrument.

Bhattacharya (2011) doubtful of the effectiveness of
the ISM code, however, observed that the Code
provides a platform for the facilitation of shipboard
safety and pollution prevention through a system of
audits and assessments, which ensures control of
risks, argued that excessive focus on these checks and
monitoring measures as evident in the extensive use
of checklists and tick-boxes have turned the tool into
a burden for the seafarers, noting that this results in a
systematic bypass of the policy instrument
requirements by shipboard management.

Most OSV operators reported Batalden (2015) pay
considerable attention to maintaining
documentations with little or no regard to the
assessment of their maritime operations. The report
concluded that, contrary to what is expected of a self-
regulatory industry, which is one of the fundamental
aims of the ISM Code, most shipping companies
adjust their SMS to fit with auditing standards,
thereby undermining the very concept of the ISM
Code. Indeed, Middleton (2003) noted that the
shipping industry is fraught with a culture of achieving
compliance and coping with situations as against a
culture that encourages the development and
implementation of an effective SMS. A view shared by
Sagen (1999) who observed that compliance to a
safety instrument does not translate to its effective
implementation.
Dunlop (2011) argued that record-keeping and paperwork
aspects of the ISM code has become a source of
distractions, stating that the need for frequent reporting
and duplications constitute a burdensome bureaucratic
process that tends to frustrate the objectives of the ISM
Code. In contrast, IMO (2005) observed that where the
code was accepted and acknowledged as an efficient safety
instrument, visible and measurable benefits were
recorded.
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As observed by Brindle (2015), lack of effective
implementation of the ISM code was not as a
result of lack of action on the part of the
seafarers, insisting that company’s SMS should
be holistic in the application, covering both ship
and shore based.
Hanzu-Pazara (2007) concluded that for an SMS
to be effective, companies need to set up
specialised departments to deal with the
recruitment of seafarers, comprising competent
and professionally skilled people capable of
making informed decisions on seafarer’s
competency and skill. This view was shared by
Osterman (2010) observing that for the ISM
Code to be seen as a useful instrument, the
ashore management must possess sufficient
knowledge of shipboard operations. Rasmussen
(2010) admitted that the ISM Code has had
many negative critics, stating that the code was
not designed to solve all problems in shipping,
but that with the notion of keeping it simple, its
benefits will become evident.

Challenges of the ISM Code
Anderson (2015) identified a common challenge
in the implementation of the ISM code as the
widespread failure by those concerned to
enlighten both seafarers and shore staff on the
very concept of system management, resulting
in many companies setting off their SMS on the
wrong footing. Anderson (2015) further
observed that such enterprises operating on
mere luck rather than robust and sound SMS are
often alerted only when serious incidents reveal
the obvious weakness in their SMS.

In affirmation, Tunidau and Thai (2010) reported that
lack of maritime safety awareness among others is a
major challenge to an efficient and successful
implementation of the ISM Code. As greatest
challenges to a successful implementation of the ISM
Code, Tunidau and Thai (2010) listed lack of
knowledge, skill and competence on the side of
shipboard management mostly on how to implement
the Code, lack of competent auditors and auditing
skill on the side of the Administrations and the
inability of the shore based management to
formulate effective and efficient SMS for their
vessels.

In sharing this view, Listewnik, and Wiewiora, (2007)
listed low levels of knowledge and skills associated
with seafarers from nations with poor maritime
standards, poor level of education, lack of
competence, poor experience, fatigue, poor working
conditions among others as major contributors to
maritime accidents. Stressing that achieving safe and
efficient ship operation will always be dependent on
human factors.

Tunidau and Thai (2010) also observed that crew
fatigue and overwork which could be as a result of
the deficiency in manning levels on ships, most
especially those with busy schedules like the OSVs,
contribute to the challenges affecting successful
implementation of the ISM Code. In their opinion,
Listewnik and Wiewiora, (2007) noted that such
issues with manning levels are linked to a shortage of
suitably qualified seafarers which in turn has links
with the provision of adequate and well-suited
training for the Seafarers.

In submission Listewnik, and Wiewiora (2007) stated
that such training must not just be what the market
provides, but will have an element of a personalized
training involving feedback from shipboard
management; lessons learnt from accidents as well
as company systems and internal workings.
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Methodology
This study adopted a combination of descriptive and
analytical research designs. The descriptive design
described the characteristics of a particular group, in this
case, the OSV operators. The analytical research design
enabled the use of available information in making critical
evaluation on the key objectives and the subject of this
study.
Through this design, the frequency with which a variable
like safe maritime operations and its relationship with
selected elements of ISM code was determined. Since this
study focused on the phenomena bothering the
implementation, effectiveness and acceptability of the
ISM code by Nigerian OSV’s, this design also was helpful
in describing how the ISM code is being implemented and
enforced in OSVs at the Onne Port.

Data Collection
Data for this research was collected using a semi-
structured interview in receiving direct information from
respondents drawn from two OSV companies operating
off Onne Port Complex. Another set of data was
generated through a Focus Group Interview approach
conducted among five maritime professionals, as well as a
desktop review of previous work done through available
works of literature.
Dawson (2002) observed that structured interviews are
easy and quick to conduct with better data reliability.
However, due to the nature of its closed-ended
questions, it does not allow for flexibility with implication
for lack of details as respondents are not probed for more
information. The report also observes that unstructured
interview delves more into history, allowing respondents
the liberty to discuss the subject matter without
interjection from the interviewer freely. These data
collection methods were not found suitable for this
research as most respondents in this peculiar study
needed further probing to reveal greater details critical to
the research question.
A semi-structured interview, therefore, was found
appropriate for this study because of its flexibility and
ability to allow the interviewer probe respondents further
on emerging subjects of interest during sessions. Dawson
(2002) observed that semi-structured interview allows a
better control of the interview session, ensuring that
respondents are rightly steered towards the course of the
research questions.

Although semi-structured interviews are time-
consuming, costly to conduct and generates a large
volume of data that pose difficulty during
interpretation, its ability to allow for flexibility and
validity of data makes it a better choice. Cohen
(2006) agrees that a semi-structured interview
provides reliable qualitative data.
In supporting this view, Yin (2009) argued that one
of the strengths of the semi-structured interview is
its ability to directly address the topic while
providing clear explanations and casual influences.
This approach elicits occasions where participants
are at liberty to pick answers that come to mind
without justification as obtains in the use of
questionnaires.
The semi-structured interviews were carried out on
a face-to-face basis except for some of the
participants on active duty offshore. Working on the
same port complex as the sample population made
it easier for the face-to-face interview, costing less
and affording ample of time as most interview
sessions were held at the port.
The setting was informal to encourage the
respondents a free expression of thoughts,
emotions and feelings that promote rapport. A view
shared by Braun Clarke (2016), observing the
necessity of conducting interviews with good
interactional skills, putting the people at ease with
the aim of establishing a conducive atmosphere of
rapport and trust.
Interview sessions lasted for up to 45mins or more
depending on the disposition of the respondent.
Sessions were audio- recorded with a Samsung S6
handset equipped with state-of-the-art voice and
call recording applications. The participants were
assured that the data collected will be treated with
confidentiality and handled anonymously before
commencing the interview session, intending to
avoid issues of anxiety and bias.
In few cases, a follow-up interview was conducted
using phone conversation to clarify certain matters
that were not well treated during the main
interview session.
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As the discussion progresses, leads are introduced by
subsequent participants that impact the research
questions and objectives, necessitating the need to
revert to past participants for their views and
opinions. Participants are presented with the option
of having the transcribed version of their interview
on request.

Participants to study
Nineteen persons were interviewed in total; this
sampled selection of interviewees offers a fair
representation of data within the study. The
interviewed persons had the competence,
experience and qualification required to make real
opinions and responses in respect to questions
posed, covering all areas of needed evaluation
criteria and still provide the opportunity to cross
check data obtained from each. This validity was the
reason two companies operating off same port
complex were selected.
Voluntary participants were drawn from personnel
with varying degrees of experience, competencies,
background and professional work positions within
the maritime industry, and they include a selection
of;

ii. Eight very experienced seafarers working on
OSVs with the least possessing eight years of
experience. Most of the seafarers have
worked with more than three companies in
their years of experience and so were
detailed in their experience of ISM Code
implementation.

These seafarers were interviewed to determine their
view of the implementation of the ISM Code on their
respective vessels, since the Code is a day to day
activity, as virtually every shipboard activity is
covered by an SMS checklists, forms and procedures.
It then becomes fair enough to state that any crew
member who had worked effectively on a functional
OSV for more than four years and had participated in
not less than six SMS audits, both internal and
external audits was qualified to supply quality data
for this research work

The seafarers comprised of two Chief Engineers,
Three Masters, 2nd Mate, an Able Seaman, two
Officers of the Watch (OOW) Engine room. Three out
of the eight seafarers interviewed worked on
security/crew vessels; the rest worked on an anchor
handling supply vessels. All these ships were ISM
Code compliant as the time of the interview.

i. Four Shore based operators with not less
than five years’ experience on OSVs with
running contracts from two companies were
interviewed, out of the four, one was an
operations manager who was an ex-seafarer
and has attained the rank of Master Mariner
Class 1 with many experiences on OSVs
especially PSVs before commencing shore
work. Next was a technical Superintendent
who had been employed as a Chief Engineer
on board several ISM Code-certified vessels,
especially AHTS (Anchor Handling Tug Supply)
and Security vessels. The DPA was a former
Master Mariner and has had experiences on
Supply and security vessels. Document
controller has no sailing experience but has
worked for over nine years in a Safety Quality
Assurance Group (SQUAG), a department set
up by one of the companies to oversee the
implementation of the ISM code.

These individual maintain a day to day line of
communication with the seafarers, in coordinating
shipboard activities especially during emergency
situations. Persons appointed to such positions are
required to have the requisite knowledge of the ISM
Code, guidelines and applications.  IMO (2007) in her
marine safety committee Circular number 6 of
October 19th, 2007 stated clearly the requisite
knowledge and skill necessary for a DPA.
Consequently, it will be right to assert that data
secured from such persons for the purpose of this
research will be of required quality
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iii. Two stakeholders were interviewed; An IACS
Class surveyor who is also ISM certified auditor,
with more than nine years’ experience in the
survey of Nigerian OSVs within Onne port
complex. The other is a non-exclusive surveyor
for NIMASA the Flag Administration; a Lloyds
trained and certified ISM auditor, an ex-seafarer
with an experience of over 30years in maritime
operations and more than 10years as an ISM
auditor.
This set of participants possesses specialized
training as well as substantial knowledge, skill and
experience as certified ISM Code auditors. Therefore
as certified ISM auditors, they are in a position to
supply quality data as regards the code’s effective
implementation.

iv. The Focus group comprised of an Operations
Manager who was an ex-master mariner with a
total of 12 years’ experience working on OSVs
above 500grt, a Port Engineer who had worked
as a Chief Engineer with more than 35 years’
experience in shipping and eight years’
experience in an ISM certified OSV, a Chief
Electrician with 14years of maritime experience
in OSVs and two Able Seamen with 12 and
15years experience respectively in OSV
operations.
The location of the focus group discussion was
onboard one of the vessels at the port; the crew
were all in a very relaxed state. After the
introduction of members of the group, stories
were allowed to flow freely before the
questions were thrown open for discussion.

This sampling method is supported by Dawson (2002)
in her justification that qualitative researchers could
use a smaller group of people in explaining behaviour
within such smaller group of individuals and that
finding from such data could provide insights to a wider
population.
Therefore to ensure quality data are obtained, transcribed
and analyzed on time, nineteen participants with such
broader representation suffices for this research work, given
the scope of time. Dawson (2002) argues that depending on
the type and purpose of research, due considerations should
be given to both budget and time scale in choosing the size
of sample selection.

Structure of the Interview Questions
The interview questions were structured from
Anderson's questionnaire used in his work
‘managing Safety at Sea’ (Anderson 2002) as was
adopted by Stade (2010). These interview
questions used as a guide during the interview
session addressed the research questions and
objectives directly. Questions were asked as
dictated by the way the interviewee responded
to issues and not in a particular sequence.
However, in all, the same questions were fielded to all
respondents.
These areas were adopted;
A. Interview Questions for Masters and Seafarers
B. Interview Questions for Ship Operators
C. Interview Questions for Stakeholders in the
shipping industry
An interview summary form adapted from
Dawson (2002) composed of time and place of
the interview, the participants, interview
duration and specific content was completed
immediately after each interview session to aid
the analysis of data. This summary was to avoid
issues of complexity during the interpretation
and analysis of large volumes of qualitative data
Sources of Data
The data for this work was collected from OSVs
operating at Onne Port Complex. The port is
situated alongside Ogu Creek and Bonny River
that is estimated to be about 25 kilometres south
of Port Harcourt City, Rivers State of Nigeria. The
Port complex occupies a land mass of
approximately 2,500 Hectares, positioned in the
Eleme Local Government Area. The channel to
the port complex, which originating from Buoy 9
Bonny Fairway measures about 33 Nautical miles
and lies along Bonny river and Ogu creek.
Okudo (2013) noted that Onne port complex has
two distinct terminals; Federal Ocean Terminal
(FOT) and Federal Lighter Terminal (FLT) which
were established since March 1996, by decree
number 8 of the Federal Republic of Nigeria. This
establishment was to facilitate activities of oil
and gas exploration and production within the
country's Niger Delta region.
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According to Abubakar (2014), the port has been seen
as the main base for offshore activities in Nigeria, one
of the largest oil and gas free zones in the world.
Almost all the key oil and gas industry players are
operating from the port supporting most upstream
and downstream oil and gas activities within the Niger
Delta region of the country.
Ayodele (2014) noted that about 150 oil and gas
servicing companies are licensed to operate from
Onne port complex; most of these businesses are
involved in construction and maritime activities.
Limitations to the study
1.    Fluctuating literacy levels among the respondents

posed a challenge as most interview questions
seemed difficult to comprehend especially to the
ratings.

2. As a new researcher and new to qualitative
research method there were limitations to the
interview skills, however; this became better
polished with progressive interviews.

3.    Observation showed that most respondents
noting that the session was tape recorded were
not so comfortable when certain questions
related to ISM certifications were raised, despite
the assurance of confidentiality; this may have
affected their response to these questions.

4.    Time constraint posed a significant limitation to
this study because this research work was carried
while on active duty.

Despite these limitations, use of simple language,
detailed explanations of intents, friendly tactics,
cross-referencing of data as well as approved short
leave proved useful in overcoming above limitations.
Ethical Considerations
All intended participants were reached in person with
clear explanations on the research aims and
objectives, the benefits and need for the work to be
performed at this time, seeking their assistance by
way of voluntary participation in the interview
sessions.
All recorded data were entirely erased after
transcription as was assured the respondents during
the interview sessions. Transcribed data had no direct
link to the respondents thereby protecting their
identity.

The interview consent and request forms as
designed and used by Bhattacharya (2009) in his
Doctorate Thesis work, “the impact of the ISM
Code on the management of occupational health
and safety in the maritime industry” were adopted
to secure a written consent of the respondents.
The interview questions were not in particular
about the in-depth identity of the individuals as
they were fully assured of the anonymity and
confidentiality of their answers. The participants
were not under any obligation to partake in the
interview sessions, persons who opted out were
timely replaced.
Data Analysis
The descriptive and inferential statistical analyses
were used for this work due to the nature of the
research problem and that of data collected.
During the data analysis, responses were cross-
matched and correlated with the research
objectives and the research questions.  This
correlation was necessary to understand how
much the data collected was able to proffer
answers to the research questions and how much
of these data meets the needs of this research as
expressed in the research objectives.
In this regard, the analysis is expected to provide a
clear understanding of the ISM Code
implementation in Nigerian OSVs, identify its
weaknesses and expose practices affecting
successful implementation of the ISM Code. The
work will bring to light analytical solutions and
recommendations to enable effective
implementation as well as better regulation of the
Code in Nigerian OSVs.   Based on the interview
questions which were adapted from a
questionnaire used in past related study, the
transcribed data were coded into categories.
Records of keywords, statement and phrases which
reoccur in the interview summary form were noted
and categorised as they relate to the major themes
of interest generated from the theory, such as
Management Commitment, Enforcement and
Continuous Improvement of the ISM Code, as well
as Acceptability, Effectiveness, Compliance, Impact
and Benefits of the ISM code which were
generated from related past works.
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Utilizing properly aligned properties of these themes
that directly addressed the research objectives;
conclusions were drawn from the coded data.  The
result obtained was compared with existing pieces of
literature as well as past reports and works.
Hsieh et al. (2005) while observing strong bias and
limitations of an existing theory as major weaknesses of
directed content analysis approach noted that its main
strength lies in the ability to support or extend and
existing theory. Use of an auditing process was
advocated as a means to achieve neutrality.

Results and Discussions
Acceptability of the ISM code by Nigerian OSV
Operators
To comprehend the extent to which the ISM code is
accepted by Nigerian OSV operators, it will be important
to consider the implementation of some elements of the
ISM code such as  ISM Code Certifications; SMC, DOC
and SMS as well as documentation. These elements will
be used to evaluate the degree of the Code’s
acceptance. When asked questions relating to ISM Code
acceptability, all eight seafarers, four shore-based
operators, five members of the focus group responded
to the positive, while the stakeholders differ in their
view with one person supporting and the other
opposing. This shows a significant acceptance level of
the ISM code among Nigerian OSVs.

Figure 1: Response on ISM Code Acceptability in Nigerian OSVs

Acceptability of the ISM Code by
Nigerian OSV Operators

Supporting

Non-Supporting

Comments from respondents on the major
elements considered, such as ISM certifications,
documentations and formulation of SMS manuals
show that the management and operators of
Nigerian OSVs accepted the ISM Code but
misconstrued its objective. The need to bid for
offshore contracts and intent to partake in the
provisions of Cabotage Act were the primary drive
for the acceptance of the ISM code by Nigerian OSV
operators. All the seafarers responded that their
ships have valid SMC certification, issued by IACS
member on behalf of the Flag. This was confirmed
by the shore base participants, admitting that their
companies hold valid Document of Compliance
(DOC). One stakeholder stated that some of the
Nigerian OSVs especially those yet to secure
running contract do not border to certify their
vessels. However, the other agreed that over 70%
of the Nigerian OSVs are all ISM certified. Members
of the focus group in their view admitted that all
their vessels hold valid SMC, affirming the view of
the shore based operators.

Previous researchers like Lappalainen et al. (2014)
aptly recognized that for a policy instrument to be
productive and fruitful, such a policy instrument
must be accepted by all stakeholders, ensuring
commitment by all levels. Pfeffer (2013) supporting
this view argued that dumping technology on a
problem is rarely seen as effective.
In suggesting means of easing acceptance through
knowledge, El Ashmawy (2007) observed that the
use of illustrations where appropriate significantly
improves shipboard safety practices, noting that
illustrated checklists especially in areas relating to
warnings and reference to safety equipment, aids
comprehension.
Horck (2009) pointed out that most major accidents
occur on ships as a result of crew failure to abide by
the correct procedure as well as speak with a
professional language. Further observations
indicated that such difficulties extend to the
inability of the crew to familiarize themselves with
company operations manuals as well as equipment
manuals.
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Indeed suggesting that company could assist such
crew by substituting such manuals with an improved
question and answer type of textbooks, for an
adequate appreciation and improved ISM code
implementation.

Sharing this view, that adequate knowledge aids
acceptance, Pfeffer (2013) argued that the acquisition
of knowledge through doing is of much more valuable
than that acquired by reading, listening or thinking. In
his view, most companies have widened the knowing
–doing gap by misconstruing what they ought to
know in the first place.

Many research works have consistently proven that
knowledge proceeds skill, Dunlop (2011) confirmed
that in a review of academic and industry literature
combination of both knowledge and skill future
prominently as elements that promote quality
performance. Noting the while knowledge can be
transferred in a variety of ways; skill can only be
developed through proper application of knowledge.

Tunidau and Thai (2010) posited that the connection
between safety awareness, concern for human safety
and responsible social behaviour encourages safety
culture, which in turn facilitates an effective
implementation of the ISM Code. Horck (2009) in
supporting this view argued that without social
responsibility such as proper communication, safety
will be at stake.

Top Management Commitment to Implementation
of the ISM Code
This element was evaluated on the scale of active
promotion of safety culture within the system seen in
from of; favourable actions and decisions of
management as they affect safety initiatives, vessel
maintenance, training, motivation and staff support
as well as employment policies. Also the ability of top
management to ensure continuous improvement of
the code was considered as a factor. In their mixed
view, few of the respondents spoke in support that
their top management is committed to the ISM Code
implementation

However, an overwhelming majority of the
respondents were non-supportive in their response.
“Ship owners are forced to implement the ISM code
by the IOCs to secure contracts, on the other hand,
some ship owners without maritime background,
procure vessels without professional advice, such
ships that are out of contract do not bother
implementing the ISM Code”, noted a stakeholder.

Figure 2: Response on top Management Commitment in
Nigerian owned OSVs

Comments from respondents portrayed inactions on
the side of the management as they affect safety
initiatives, vessel maintenance practices, training,
motivation and staff support as well as employment
policies. These inactions resulted in the nonchalant
attitude of company staff towards the study and
review of the SMS manuals. This lack of interest is
directly linked to lack of participation in the
formulation of the SMS manuals and its subsequent
review. The view by top management of the ISM
code as a commercial tool negates the objectives of
self-regulation which is the primary goal of the Code.
Earlier studies by Tunidau and Thai (2010) espoused
that without top management commitment as well
as the commitment of entire organization the ISM
Code implementation will be a failure. Notably,
Sollien et al. (2014) stated that with the
appointment of a competent and efficient
Designated Person Ashore (DPA), facilitation of
management commitment would be enhanced. IMO
(2005) affirmed commitment as the key to a
successful implementation of the ISM Code.

Management Commitment to the
ISM Code Implementation

Supporting

Non-Supporting
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Anderson (2003) recognized that some shipping
companies in an array of misplaced priorities prefer short-
term profits at the expense of maritime safety, noting that
machines cannot entirely replace humans. Horck (2009)
recommends that ship owners should adopt crew
motivating policies as well as training as these contribute
to commitment.
Crew motivation encourages mutual trust between the
shore-based and the shipboard management, which
according to Bhattacharya (2011) is a necessary tool
required to achieve employee participation which in turn
enhances commitment that drives the effective
implementation of the ISM Code.  In the shipping industry,
senior management leadership is a critical and necessary
criterion in developing a safety culture; it also aids training
and development of personnel. (Tunidau and Thai, 2010).
This view is shared by IMO (2005) observing that staff
culture should encourage a safety culture as it aids
successful implementation of the ISM code and must be
supported by management.
Anand (2015) observed that organizations view safety as a
necessary evil that needs to be overcome in the face of
scarce resources and different goals. However, Anderson
(2002) posited that leadership of the top management and
the commitment of the entire organization are critical for
the ISM code to yield positive results.
SMS tailored along the internal workings of an
organization noted Brindle (2015) reflects the culture of
the companies that developed it, observing, therefore,
that SMS only reflects the qualities of those that
implement it. In supporting this view, Etman et al. (2007)
reporting a Port State Control data, observed that 50% of
seafarers working in OSVs accepted having compromised
safety standards due to commercial pressure from clients
and senior company management, 80% of the seafarers
confirmed that under the same conditions, they would
compromise safety.
In demonstrating the effect of the attitude of leaders on
operational personnel, Dunlop (2011) drew a contrast
between two identical vessels with different performance
ratings as being a direct cause of leadership attitude and
culture within a company and shipboard management.
Butalia (2011) opined that the handling of blame and
punishment by an organization affects its reporting culture
and by extension impacts the element of continuous
improvement.

While observing one of the factors that impact trust
between managers and seafarers, Hanzu-Pazara (2007)
argued that blame culture which is the act of
criminalizing those who make mistakes encourages
staff turnover. Stressing that an open culture where
seafarers can report and discuss incidents will
tremendously improve the safety culture of the
company.
Daley (2011) in sharing this view, observed that at the
core of the human factor is the departure from blame
culture, such that individuals whose actions or inactions
were the immediate or the root cause of incidents are
not blamed, punished or fired. Such action which may
seem the quickest, efficient and convenient solution
suppresses the reasons for the incident, preparing the
way for a reoccurrence.

Etman et al., (2007) believe that a safety culture must
transverse the realm of compliance to external rules to
the culture of self-regulation which is the spirit of the
ISM Code. Observing that companies must begin to
adopt the attitude of wanting to do what is right and
appropriate noting the importance of a well-trained
and motivated crew for an efficient and safe ship
operation.

Nigerian OSV compliance to the ISM Code
Data show that an overwhelming number of Nigerian
OSVs comply with the ISM Code; majority of the
respondents sixteen out of the nineteen were in
support that the OSVs are relatively compliant with the
ISM Code. Further probe reveals that this compliance is
more of commercial benefits than of implementation of
safety practices. Therefore, an effective
implementation which is discussed in the next section
becomes the major factor in determining sufficient
compliance.

Figure3: Responses on the ISM Code Compliance level in
Nigerian OSVs

Complinace Level of Nigerian
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Findings showed a significant level of compliance with the
Code by Nigerian OSV operators; however, Sagen (1999)
observed that compliance to a safety instrument does not
translate to its effective implementation. Owing to the
perception that the code requires lots of paperwork, the
seafarers on their part are mainly committed to submission
of routine reports in fulfilment of the company’s
instruction. On their part, the need to keep proper
documentation and submission of timely reports fulfils the
objective of the Code.

The company on other hand views maintenance of valid
ISM certifications as core compliance to the Code. This,
therefore, informs the reason why safety culture and issues
of continuous improvement like incident reporting and
close out of non-conformities were relegated to the
background. In practice, therefore, ISM code is seen mainly
as paperwork and not safety in action. This agrees with the
findings of

The ineffectiveness of the Flag State as commented by
respondents is considered to be a contributing factor to the
poor implementation of the Code. Okoji (2013) reported
that weak enforcement of safety policies by NIMASA aided
poor safety culture by ship owners and operators
It is seen that the IOCs, probably to protect their facilities
and maintain zero LTI, exhibit a more rigorous audit and
inspection function than the Flag State and their designated
(Recognised Organisations) ROs, therefore subjecting the
effectiveness of the ISM code to doubt. This finding in a
way attempted to provide good answers to the third
objective of this paper.

Anderson (2015) argued that the ISM code is yet a perfect
instrument, suggesting that the level and type of impact a
ship operator could get from the ISM Code will be
dependent on the development level of their SMS as well as
the implementation and operating strategy the company
employs.  An important part of the ISM Code is the
Continuous Improvement that encourages enhanced and
safe ship operation; Anderson (2003) discovered that due
to weak corrective action on reported incidents and non-
conformities some shipping companies fail in their bid to
implement this essential part of the ISM Code.

Effective Implementation of the ISM Code on
Nigerian OSVs
Opinion in this regard was sought based on;
knowing-doing gap, the ability to read and interpret
the SMS manuals, staff competency, the level of
training, audit and SMS review participation and
vessel maintenance. Selected elements of the code
were used as a yardstick to measure the
effectiveness of the implementation strategy.
Responses show a considerable gap in the effective
application of the ISM Code by Nigerian OSVs
operators. Greater number of participants sixteen
out of the nineteen admitted that the ISM Code is
not effectively implemented; only few of the
respondents claimed that the Code is effectively
implemented in their ships.

Figure 4: Response on the Effective Implementation of the ISM
Code in Nigerian OSVs

Knowledge of the ISM Code
Participants were asked if they have read the SMS
manuals, how often they have participated in the
review of the manuals as well as their active
participation in both internal and external audit
sessions. A greater number of the seafarers seven
out of the eight admitted that they have not been
able to read the SMS manual. They claim to know
what to do at all time because that has been their job
for years. Just one seafarer admitted having read
through the manual. None of the seafarers admitted
neither having taken part in the preparation of the
manuals nor in their reviews, stressing that it is the
responsibility of the shore based staff.

Effectiveness of the ISM Code in
Nigerian OSVs

Supporting
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The views of the focus group were not different; “the
SMS manuals are too bulky and boring, there is no
time too to go through them. They need to be handy
so that crew can go through them during time off
periods. If possible, it should be designed in the form
of a phone application that can be downloaded for
ease of accessibility”, responded a member of the
group. The stakeholders confirmed above views,
noting that during audits and surveys on Nigerian
OSVs there are evident show of inadequate
knowledge of the SMS manual.

The Impact of the ISM Code on Nigerian OSVs
In view that Nigeria is among the developing
countries and that safety is a work in progress, the
impact of the ISM Code would be evaluated on a
relative basis. With an evident lack of statistical
record to measure the incidence of the Code on OSVs,
the evaluation was based on noted improvements in
areas such as; safety awareness through drills, tool
box and safety meetings, the ability to plan activities,
and improved record keeping and documentation
practices. Responses indicate that majority of the
respondents fifteen out of the nineteen admitted the
ISM code had had a reasonable impact in above-listed
areas. However, few of the seafarers commented
negatively in this area.
All participants were unanimous in stating that the
code has impacted the way maritime activities are
carried out. One of the stakeholders pointed out that
the increase in the number of non-conformities and
rate of hazard identification is proof of safety
awareness occasioned by the ISM code
implementation.
Drills, safety and tool-box meetings were
acknowledged by all participants to have been very
useful in preparing ship crew on emergency
responses. Despite the many complaints by the
participants on the ISM Code documentation, a
majority of the participants admitted that such
practices had aided the way jobs and activities are
organized and executed on board.

Figure 5: Response showing the Impact of the ISM code on
Nigerian OSVs

According to Anderson (2003), most ship owners in a bid
to use the ISM Code as policy instrument fail in their
attempt to formulate an effective, efficient and self-
tailored SMS. Such ship owners, it was noted go after an
‘off-the-self’ SMS (adopting a system already in use by
another company), making it difficult for review,
monitoring and improvement. This view is supported by
IMO (2005) as one of the reasons ISM Code impact is yet
to be felt. Bulkiness and complication of the SMS were
observed by IMO (2005) as part of the challenges facing
effective implementation of the ISM code. However,
Anderson (2015) while admitting that human factors are a
challenge to safe and efficient ship operations argues that
the ISM is a necessary tool in raising safety standards,
observing that since the Code was introduced in 1998
there has been a significant reduction in maritime
accidents. Such impact noted Tunidau and Thai (2010) is
yet to be felt in developing countries due mainly to lack of
knowledge, skills, awareness, inadequate financial
resources, lack of expertise and training.

Effective Enforcement of the ISM Code on Nigerian OSVs
Most OSVs spend a greater part of their time offshore,
making it difficult in the face of complicated logistics for
enforcement officers to board and monitor compliance.
Therefore, in this evaluation, participants’ opinions were
sampled on the effect of PSC, audits and other vessel
performance monitoring systems as well as corrective
actions and feedback mechanisms.
Both company and Flag state enforcement of the ISM
code on Nigerian OSVs according to the responses show
weak policy enforcement. Greater number of respondents
thirteen out of nineteen claimed the enforcement system
was ineffective, while only a few admitted its
effectiveness.

The Impact of the ISM Code
on Nigerian OSVs

Supporting

Non-
Supporting
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Figure 6: Responses on Effective Enforcement of the ISM Code in
Nigerian OSVs

i. Port State Control
Majority of the seafarers and members of the
focus group stated that they had witnessed a very
limited visit from Port State Control Officers (PSCO)
and that was only on occasions when their vessel
visited the Port. The rest admitted that the PSCOs
visit to their ships when at Port has been useful.
In sharing this view, the focus group was
unanimous in stating that enforcement of the ISM
code by the PSCO has not been effective.
In a different view, one of the stakeholders in
referring to the effort of the Administration noted
that; “NIMASA enforces the code by use of Port
State Control officers, one of the recent
improvements is the employment of more
professional officers. They are now able to board
more vessels than ever before. Nigeria now has
overtaken South Africa regarding port state
control”.
The other stakeholder was mainly of the opinion
that the Administration is more focused on
revenue generation through imposed fines on
defaulting vessels than enforcing the ISM Code.
The shore-based staff shared this same view.

ii. Audit and Vessel Performance Monitoring
All nineteen participants agreed that mostly all
their OSVs undergo both internal and external
audits, excerpts for those vessels on a cold stack.
There were, however, diverse opinions on the
effectiveness of the audits as one respondent puts
it; “ audits are seen as vessel examinations, so ship
staff get well prepared to ensure vessel scales
through the audit, this sometimes will involve
some cover-ups where necessary.”

Effective Enforcement of the ISM
Code in Nigerian OSVs

Supporting

Non-Supporting

Five of the seafarers and all members of the
focus group noted that close out of non-
conformities from audits often take a long time
due to non-availability of materials. On the issue
of a flow up audit to confirm the status of closed-
out audit recommendations, the response was,”
depending on the type of non-conformity, close
out could take months, but for those directly
affecting operations. Closeout is usually faster. It
all depends on the company finance and how the
ship owner wants to manage his ship”. There is a
general concession that the ISM audits are not as
much effective as the audits performed by the
IOCs while a vessel is under a charter.

In his research, Lappalainen et al., (2014) asserts
that an indication of how effectively a policy
instrument could be enforced is an apt
description of enforcement, arguing, however,
that the difficulty in implementation does not
translate directly to the ineffectiveness of a
policy instrument. Many governments who are
vested with the responsibility of effectively
implementing the ISM Code observed Tunidau
and Thai (2010), lack the necessary resources to
undertake this obligation. In support of this view,
Horck (2009) recommended that the flag and
port state surveyors should receive a quality
education as that will improve the quality of
audit and inspection and by extension, ensure
better safety standards. Tuper (2008) believed
that for an effective ISM Code implementation,
stakeholders must exhibit attentiveness and
thoroughness, recommending that the Code
must not be seen as a paper exercise; else the
objective of continuous improvement will be
defeated. Etman (2007) in supporting this view
observed that building safety culture through
acts of enforcement of rules and regulations
often results in shipping companies imbibing the
attitude of compliance rather than self-
regulation.
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Benefits of the ISM Code Implementation to
Nigerian OSVs
The visible gains of the ISM code in Nigerian OSVs could
not be quantified for lack of available records. However,
the opinion of participants was sought on areas related
to improved standards of vessel management and
operations.
The areas focused are; improved safety awareness due
to safety meetings, improved record keeping practice,
improved hazard identification,  better emergency
response through drill exercises, improved
communication due to reporting, defined roles and
responsibilities as well as improved maintenance system
through regular audits. Responses lend credence to the
fact that those who implemented the policy derive
tangible benefits.
A good number the seafarers and three out of five
members of the focus group agreed that they had
seen definite improvements in the areas mentioned
above, most especially in emergency response, hazard
identification and defined roles and responsibilities.
However, the other members of the group maintained
that the ISM has made the mode of their operations
much more complicated than before, citing demand for
several reports by the office, resort to forms and
checklists and several other documentation processes.
Majority of the shore based participants; three out of
four viewed the benefits of the ISM code on improved
vessel maintenance monitoring, based on vessel audits,
documentation and report processes of the planned
maintenance system.
One stakeholder observed that only few OSV
operators that practised the ISM Code had reaped
tangible benefits, while majority that merely
complies with the Code would not boast of such
benefits.

Figure 7: Responses on the benefits of the ISM Code
implementation to Nigerian OSVs

Benefits of the ISM Code to Nigerian
OSVs

Supporting

Non-Supporting

Relative benefits were seen in areas of, increased safety
awareness through safety and toolbox meetings,
improved hazard identification, better emergency
response through drill exercises documentation and
record keeping practices, defined roles and
responsibilities. These benefits though tangible are not
substantial.
No records were seen depicting the ISM Code
implementation costs, and so this work would not be
able to state the expenditures incurred by the
companies in implementing the code. However, there
was a view that company’s significant costs to the ISM
code lie in vessel maintenance, especially in the areas of
hull and machinery, safety and navigation equipment as
well as survey and certification.
From above key findings generated from collected data,
it becomes apparent that poor performance of Nigerian
OSVs in the areas of maritime safety is due to the low
organizational commitment, inadequate finance and
control to support the implementation of the ISM Code
and poor knowledge of the ISM code leading to the
ineffective implementation of the Code. These are
directly linked to the research objectives and questions
which are geared to explore the extent to which the
ISM code is accepted by Nigerian OSV operators as well
as its benefits, the level of commitment and compliance
to ISM Code implementation by Nigerian OSV owners,
operators and the regulatory bodies.
From these findings, therefore, the extent the ISM Code
has influenced Nigerian owned OSV management, as
well as stakeholders' perception of safety culture in
Nigerian OSVs becomes evident.
According to IMO (2005), few companies was yet to be
convinced of any benefits from the ISM code due
mainly to the high cost of compliance. However,
Anderson (2007) acknowledging the high cost of
compliance with the ISM Code noted it as a minimal
factor, since the benefits of complying with the code
would outweigh the cost, as safety should not be
compromised. Lappalainen et al. (2014) however,
opined that for a policy instrument to be seen as
efficient and effective, the cost versus benefits of
implementing such policy tool should be in the balance.
Tunidau and Thai (2010) observed that costs attached
to ISM code implementation are mainly from
documentations, training, auditing and human
resources, noting that without strong financial stand,
ship owners and operators would find it tough to
implement the ISM Code effectively. The study argued
that developing countries owing to poor economic
status would need collaboration and assistance from
their governments to achieve the goal of the code.
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Many notable works (Anderson, 2015; IMO, 2005;
Tunidau and Thai, 2010) have, however, opined that
cost reduction, which has a direct effect on the
successful implementation of the ISM Code, could be
achieved through reduction of large paper works by
streamlining administrative processes. Integrating
similar requirements between the ISM Code and ISPS
Code will also have similar effect.
Listewnik, And Wiewiora, (2007) opined that reducing
seafarer’s service contracts and increasing onboard
recreational facilities would minimise human errors,
though may increase operational costs while stating at
the time that the indirect cost saving through a
reduction in accidents and incidents would far
outweigh any additional operational cost incurred.
This view is also shared by Tunidau and Thai (2010)
In the view of Anderson (2015), cost cutting through
the use of a flag of convenience, use of cheap crew
from certain nationalities, reduction in the number of
shore staff and limiting equipment maintenance to
only critical ones, may seem a quick shortcut but
could result in quite a significant financial loss.
Continuous Improvement of the ISM Code by

Nigerian OSV Operators
Effective and efficient incident reporting system,
devoid of blame culture where staff is encouraged to
report incidents using appropriate procedures, was
the evaluating measure used. Also focused was an
effective incident or accident investigation system,
effective corrective actions and dissemination of
findings to sister vessels for the purpose of preventing
a reoccurrence.  It is, therefore, evident from the
responses that an overwhelming number of
respondents do not see signs of ISM code continuous
improvement in Nigerian OSVs.

Continous Improvement of the ISM
Code on Nigerian OSVs

Supporting

Non-Supporting

i. Incident Reporting
Most of the seafarers, seven out of eight admitted
to not reporting all incidents on board, except for
those seen as severe and that cannot be covered
up. In their view, one stated, “Crew feel that they
are reporting themselves when they report
incidents and that the statements may be used
against them”.
Some of the seafarers attributed this practice of
not reporting incidents to the attitude of the IOCs
who off-hire vessels during incident investigation,
“The attitude of the IOCs by off-hiring vessels
during incident investigations with its attendant
loss of revenue to owners is one of the major
factors why incidents are covered up.”
While the stakeholders and members of the focus
group share this view, they also added that often
when incidents, are reported, they are doctored to
suit the company’s objective. The shore-based staff
shared opposing view on the matter, with one side
claiming that all incidents are duly reported and
investigated.

ii. Incident Investigation and Corrective Actions
There was a consensus that all incidents reported
are investigated; however, there were diverse
views on corrective action plans and follow-up
audit. Members of the focus group could not agree
on follow-up audit after corrective measures have
been issued. None of the participants could give
statistics of reported incidents, claiming the
information is not handy.

iii. No Blame Culture
The greatest obstacle to incident reporting and
accident investigation is the ‘blame culture’; it also
affects the concept of continuous improvement
and endangers free communication line between
the shipboard crew and office staff.
Apart from one seafarer, with a different opinion,
the rest participants admitted that clear evident of
blame culture exists in their companies. In his
response, one of the stakeholders noted; “there is
a lack of trust between the office and offshore
staff. There will always be a blame culture, as far
as ship owners keep employing office staff without
any maritime experience or training. Nobody wants
to take responsibility for actions gone wrong; it
must be somebody else’s fault.”
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The seafarers and members of the focus group
admitted that fear of losing their jobs tops the
reason why incident are not reported. This view
was supported by one of the stakeholders who
stated that; “Some ship owners behave erratically
by sacking crew involved in accidents. This,
however, does not help the industry’s growth, as it
eludes the principle of learning from mistakes.” The
evidently overwhelming majority of the participants
are of the opinion that Nigerian OSV operators do
not practice effective ‘No Blame Culture’.

CONCLUSION AND RECOMMENDATIONS
Conclusion
In consideration to the primary aim of this research,
which is to evaluate the challenges facing Nigerian OSV
operators in implementing the ISM Code, it can be
concluded that existing perceptions as observed by
Okoroji (2013) that weak enforcement of safety policies
by Nigerian Maritime Administration and Safety Agency
(NIMASA) aided poor safety culture by Nigerian ship
operators.
Hence following key findings and observations made
during this research a sound basis has been created to
confirm the facts and issues stated by Okpara (2013)
where he observed that poor safety standards exist in
the Nigerian offshore oil and gas fields, noting that this
was made worse by poor accident reporting system as
well as the secrecy of oil and gas activities. Such key
findings and observations as; low awareness of the ISM
core objectives, lack of top management commitment,
poor knowledge of the Safety Management System due
to lack of interest, lack of staff motivation,
documentation and reporting bottlenecks, poor Staff
training as well as issues bothering communication gap
between shipboard and shore management were key
facts of the problem at hand.
Therefore, in conclusion, this work confirms that there
is inadequate knowledge of the primary objectives of
the ISM Code by Nigerian OSV operators at Onne port,
making it difficult to implement the Code effectively.
It is on this basis that this work makes several

recommendations that will provide solutions to
identified problems and to already existing
problems that necessitated the need for this
research. It is expected that these
recommendations will provide answers and
solutions to the research objectives and questions.

Recommendations
This section provides thought through recommendations
necessary for an efficient and beneficial implementation
of the ISM Code in Nigerian owned OSVs. Table 5.1 shows
the recommendation and Implementation Strategy.
To ensure a departure from compliance culture to that of
self-regulation, there is need to create a consistent
platform for a continuous educational system, given the
already high acceptance of the code among OSV
operators. This platform could be in the form of a town
hall meeting jointly organized by the DPA and Safety
Manager that will enable clarification of issues and
crossbreed of ideas towards improving the Code’s
implementation. Added to this, it will be necessary for
every ship manager and owner, mainly private and family
run businesses, to undergo an ISM Code basic
appreciation course before the company is issued with a
DOC. In order to ensure proper comprehension of the
SMS manuals, companies should institute a short quiz
session overseen by the DPA as a condition for joining a
ship. This quiz session should form part of the pre-briefing
activities and must be so designed that on an annual basis
every seafarer must have gone through all the necessary
elements of the manuals. To aid this, flyers or soft copies
of the areas to be tested could be issued to crew during
their debriefing session as they proceed on time off.
Masters and Chief Engineers to attend company tailored
basic administrative training to ease bottlenecks on the
SMS reports and documentations. Also since the OSVs
mainly trade within the coastal regions, it will be
necessary to create a form of IT software that will
facilitate and simplify the SMS reports.
The Flag or Port State should create and dynamic
interface with the OICs who have assumed the surrogate
duty of ISM regulation on OSVs and are in more direct
relation with the OSV operators. This interface will
provide credible means of evaluating the activities of the
ROs who have been empowered by the Administration to
audit and issue certifications to OSVs.
Although the government through NIMASA has created a
Cabotage funding platform, evidence has shown that
none of the indigenous ship owners has benefited from
this fund. Noting that ISM Code implantations albeit
shipping activities are capital intensive, these funds needs
to get to verified companies to ease the burden of ISM
code implementation.
Advantages of above recommendation will be seen in
areas of improved reputation, which will translate to
increased vessel demand, extended contracts, reduced
vessel breakdown, minimal off-hire periods, increased
revenue and low staff turnover.
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These recommendations will further enhance the
chances to gain better answers to the research
questions especially as it relates finding out the extent
the ISM Code has influenced Nigerian OSV Safety
Management and associated perception of
stakeholders on the perceived safety culture and
performance of Nigerian OSVs.
One key limitation of this study is that it did not
expand on the impact of the ISM Code in the
prevention of environmental pollution. This research
focused more on safe maritime operations. There is a
need therefore for future research to focus on the
effectiveness of the ISM Code in preventing
environmental pollution. Such research should cover
Onne and Lagos ports which are the central hub of
Nigerian economic activities.
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Abstract
This study examined the impact of Safety Climate on Safe
Behaviour as well as the relationship between safety climate and
safe behaviours of workers in Onne oil and gas free zone, Nigeria.
The study adopted a descriptive and cross sectional research
design. The companies that constituted the study population were
categorized as good safety performing firms or bad safety
performing firms based on an annual HSE report from Onne OGFZ.
A total of 10 companies were selected within the category of good
safety performing firms using the researcher’s defined inclusion
criteria to select out of 170 companies with 6400 workers
population. The purposive sampling technique was used to select
400 respondents or workers to whom copies of study survey
questionnaire titled “Safety Climate and Safety Behaviour
Questionnaire (SCSBQs were administered to. The survey
questionnaire was designed using a 5-point Likert scale. Data
analysis was done using descriptive and inferential statistics such
as regression analysis and correlation to check for impact and
relationship respectively. The results of descriptive analysis
showed that the respondents agree that safety climate of the
sampled firms was good (4.66 > 3) and based on their perception
over selected criteria related to worker behaviour like safety
participation is good (4.74>3) and safety compliance is good
(4.65>3). The results of the regression analysis revealed that
safety climate which was also defined based on perception related
to safety management commitments, safety communication and
safety training, significantly and positively influenced safety
behaviour of the workers which was defined on the basis of safety
participation (0.025 < 0.05) and safety compliance (0.020 < 0.05)
while correlation analysis showed significant relationship at P-
value less than 0.05. It was therefore concluded that safety
climate of the good performing companies within Onne OGFZ in
Nigeria is good and has significant relationship and positive
impact on the safe behaviour of the workers. It was therefore
recommended that the management of the companies should
improve more on their commitment towards safety related issues
because it is the only safety climate indicator that had no
significant impact on safety behaviour of the workers within Onne
OGFZ in Nigeria.
Key words: Safety Climate, Safety Behaviour, Onne OGFZ
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Editor’s Note & Commentary:
In this paper, the authors have attempted to make a case to
provide valid evidences and facts on the impact safety
climate makes on the safe behaviour of workers and to
ascertain if there is any relationship between safety climate
and the participation of workers to safety issues or their
compliance to safety rules and standards. In this paper, the
authors have also considered participation and compliance
as key indicators that depict behaviour.

Disclaimer: The data and figures presented here were
not subjected to any verification or validation by the
SHE Culture team and as such are purely the
authors/researchers findings based on their study
design.

Introduction
The fact that two million people die every year
because of poor and very often unsafe working
conditions is a cause for concern and threat to the
global labour force (Bureau of Labour Statistics,
2018). For every fatal injury at work, some 2,000
non-fatal injuries occur in hazardous sectors. As
noted by Barker (2007), the number of people
around the world who die prematurely from work
related ill health situations is on the increase. In
the construction and other related sector alone,
around one hundred thousand workers are killed
in accidents on sites every year. That is one
person every five minutes. Workers are killed,
injured and made sick whilst carrying out routine
jobs. Workers are killed, injured and made sick whilst
carrying out routine jobs. In 2016 alone, more than
four million non-fatal injuries and 5600 fatalities from
workplace accidents were recorded (Bureau of Labour
Statistics, 2018)
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Fray et al., (2015) noted that safety climate
describes the overall attitudes to safety
concerns within an organization, and differs
from other safety concepts such as safety
culture, which denotes a strong conviction or
dogma that underlies safety attitudes. However,
despite the lack of consistent distinctions
between organizational safety culture and
organizational safety climate in the literature,
there is evidence of concordance that safety
climate and safety culture are related but
different terms (Hecker & Goldenhar, 2013).
According to Ojanen, et al. (1998) safety
measurement should be carried out on multiple
levels, and changes in organizational safety
behaviour can be determined by measuring
safety climate. Petitta et al. (2017) identified
safety management commitment, safety
training, safety communication, employee
involvement, workmate’s influence; safety rules
and safety procedures as possible safety climate
parameter or variables.

Safety behaviours are actual behaviours that
people or individual exhibit at their workplace.
According to Neal et al. (2000) safety behaviour
can be differentiated into safety participation
and safety compliance. These two dimensions
have been adopted by scholars in safety
behaviour related studies as parameter to
capture safety behaviour of workers (Lu and
Yang (2010) and Vinodkumar and Bhasi (2010).
Safety performance or outcomes are tangible
and organizational measurements which include
near-misses, injuries, and fatalities (Christian et
al., 2009).

The study area which is Onne Oil and Gas Free
Zone (OGFZ) is an area in Eleme local
government area of River state, Nigeria.

In an effort to identify and characterize the major
and minor indicators and factors of workplace
accidents and injuries, safety researchers have
turned to the organizational science research
literature for constructs that capture various
aspects of the workplace such as organizational
safety behaviour and organizational safety climate

In Nigeria, though there is no published statistical
report on the quantification of the economical and
health impact of workplace related injuries and
fatalities, however, the International Labour
Organization (ILO, 2006) estimated that over 2.2
million people die every year from workplace
related accidents and diseases, while some 270
million suffer serious non-fatal injuries, another 160
million fall ill for short or long period from work-
related causes, emanating from problems and
challenges associated with unsafe working
environment or condition.

This represents an enormous toll of suffering for
workers and their families. Also study by the
European Commission estimates that the costs of
workplace related accidents in the EU15 (15
European Union Member States) in the year 2000
was €55 billion a year (ILO, 2006).

Workplace safety performance is determined by
various intervening broad concepts which includes
safety behaviour and safety climate, on which this
study is based. Thus, safety climate is the concept
that concerns with the description of the collective
perception of workers as regards to the value they
place on safety, safety practices and level of
commitment to safety concerns by their respective
organizations.

Bjerkan (2010) stated that a good level of safety
climate is important in achieving positive safety
performance at work place.
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It was mapped out by the Nigerian government as
free access zone for conglomerate of companies that
directly or indirectly deals in oil and gas related
businesses. This area is made up of over 170 different
oil and gas related firms that operate and function on
daily basis. The operation and activities of the
workers in these firms are extremely risky and
hazardous which is evidenced by several cases of
accidents leading to injuries and fatalities in this area.
This situation has triggered questions as regards to
the safety climate of the zone and how the safety
climate of this zone is affecting the safety behaviour
of the workers operating in this area. This is the
background and the problem that necessitated the
conduct of this current study. Therefore, this study is
conducted to determine the condition of safety
climate across selected good safety performing
companies in Onne Oil and gas free zone. The
objectives were to determine the relationship
between safety climate (through employees
perception on safety management commitment,
safety communication, safety training) and safety
behaviour measured through workers participation
to safety concerns and workers compliance to safety
rules. Hence the study seeks to validate the null
hypothesis which stated that there is no significant
relationship between safety climate and workers safe
behaviour and the alternate hypothesis which stated
that there was a significant relationship.

Methodology
Descriptive and cross sectional design were adopted
in this study. The descriptive study was used to
determine the perception of the workers on safety
climate across the selected companies while
regression and correlation analysis were used to
ascertain impact and relationship between safety
climate and safety behaviour respectively. Employees
of selected companies from the study area formed
the sample of the study.

There are 170 companies within the Onne OGFZ with
6400 employees. Thus the population of this study
was from the ten selected companies’ operating
within the Onne Oil and Gas Free Zone which
comprised 6400 personnel including male and female
workers irrespective of their level of education and
job specialty. The sampled respondents were selected
through purposive sampling from which employees
were selected to participate in the safety climate
questionnaire survey because the researcher
adjudged them capable of providing correct answers
and responses. These companies were identified and
selected using the Onne OGFZ Annual Health, Safety
and Environment (AHSE) safety performance
assessment reports for 2013-2018. Sample size was
determined (or calculated) using a scientifically
recognized equation - the Taro Yamane mathematical
equation illustrated as:

= (1 + )( ) ) (1)
Where, n = Sample size, N = Population under
study, = Margin error .Thus, for an estimated
total population of 6,400 employees, the sample
size for this study, assessed at a margin error of
0.05 level of significance was 400. Hence a total
of 400 employees formed the basic sample size
for this study by selecting 40 employees from
each of the ten companies sampled.

As indicated in Table 1, ten (10) companies were
selected for this study using the Onne OGFZA HSE
performance scores. Thus, companies with
comparatively higher safety scores related to
number of safety incidents for a period of three
years under review were considered bad safety
performing companies. On the other hand,
companies with safety indicator scores of zero (0)
for the three-year period were considered as
good safety performing companies.
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S/N Company name Performance Indicators Score Average Score

2016 2017 2018

A. Good Safety Performing Companies

1 Company A1 0 0 0 0

2 Company A2 0 0 0 0

3 Company A3 0 0 0 0

4 Company A4 0 0 0 0

5 Company A5 0 0 0 0

6 Company A6 0 0 0 0

7 Company A7 0 0 0 0

8 Company A8 0 0 0 0

9 Company A9 0 0 0 0

10 Company A10 0 0 0 0

Zero safety score means that the company recorded no safety related incident (accident/near miss) under
the eight safety indicators assessed. Based on these criteria, the following companies were selected for the
study, as presented in Table 1 below.

Table 1 Distribution of Companies based on HSE Performance Scores from Total Recordable and Undesirable
Incidents (2016 – 2018) at Onne OGFZ

Source: Computed from OGFZA HSE Consultative Committee Report, 2018. Note: Alphanumeric pseudonyms were
used for company names as the OGFZA HSE report 2018 was published in the public domain.
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Variables Dimensions/Measures No. of items Alpha Coefficients

Safety Climate

Safety Management
Commitment

4 0.790

Safety Communication 3 0.796
Safety Training 4 0.725

Safety Behavior Safety Participation 9 0.718
Safety compliance 9 0.861

Source: Author’s computation (2022)

The study used primary data which was collected through administration of copies of survey
questionnaires during a field survey. This study focused on safety management commitment, safety
training and safety communication as safety climate criteria variables, whereas safety compliance and
safety participation were used as criteria variable for safety behaviour. Thus, these important safety
criteria variables were used to construct the Safety Climate and safety Behaviour Questionnaires
(SCSBQs) for the field sampling study.

The SCSPQs comprises of items to be rated on a 5-point Likert scale with emphasis on the study
objectives and as such depicts face and content validity to ensure that the study instrument measured
what was expected by researchers by using a 5 point Likert scale in which 1 is strongly disagree, 2 is
disagree, 3 is undecided 4 is agree and 5 is strongly agree to obtain the descriptive statistics data where a
threshold value for acceptance is 3.00.

The self-administered SCSBQ was pre-tested among workers of the two good safety performing
companies who were not selected for the study. The pre-test was carried out with a sample size of 10%
of the original sample size which is 10% of 400 which is 40 participants for a reliability testing using
Cronbach’s alpha reliability test. A Cronbach’s alpha coefficient of a scale above 0.70 was considered to
be “suitable” for the research (Nunnally & Bernstein, 1994). See Table 2.  A total of 400 questionnaires
were administered and 376 were properly filled and used in the analysis.

Table 2 Summary of Cronbach's Alpha Reliability Result

In any event because positive reinforcement always increases
safe behaviours, data showing slow improvement and
plateaus tells us that we are doing something wrong. What it
is not telling us is that people are careless, don’t concentrate,
don’t think or don’t care. The antidote to slow or flat
improvement lies primarily in the culture that managers and
executives create in which employees need to work safely. A
culture of negative reinforcement and punishment will never
be able create or sustain good safety results. Dr. Aubrey
Daniels
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Source: Author’s Computation 2022
SA-Strongly Agreed, A-Agreed, UN-Undecided, D - Disagreed and SD - Strongly Disagreed WA- Weighted Average R- Remark

Finally the study employed standard statistical tools and methods to analyze data that was collected. The
descriptive statistics which include means, percentages and weight average were used for analysis related
to condition of safety climate. The inferential statistics was used to answer research questions and to test
hypothesis on relationship between variables which are safety climate and safety behaviour. The Statistical
Package for Social Sciences (SPSS) application tool was used to carry out the analyses. Results of findings
were presented on tables and charts.

Results
The descriptive analysis was conducted to ascertain the condition of safety climate in the companies while
regression and correlation analysis was used to determine the impact and relationship between safety
climate and safety behaviour of respondent in this study, the descriptive variable assessed were mean,
percentage and weight average which helped to answer the research question. Table 3 reveals the safety
climate construct for the three safety climate variables used in this study which includes safety
management commitment, safety communication and safety training. Construct 1 to 4 in these tables
captured safety management commitment, construct 5 to 7 captured safety communication, while 8 to 11
captured safety training.

Result on the safety climate condition across the selected companies within Onne Oil and Gas Free Zone (OGFZ)
Table 3 Safety Climate Condition for Good Performing Companies
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The descriptive statistics presented above considered a
threshold value for acceptance as 3.00. Based on this
scale and considering the average value of the
construct in Table 3 for good safety performing firms, it
was revealed that weighed average value for the first
four constructs (1-4) that captured safety management
commitments were 4.72, 4.21, 4.56, and 4.80. These
results revealed that the management’s commitment
on safety issues are highly encouraging, This means that
workers in all the good safety performing firms strongly
agree that the management commitment on key safety
concerns are considerably high and encouraging. These
results could trigger better safety behaviour.

For the second safety climate variable (safety
communication) which was captured by three
constructs 5 to 7, it was observed that the mean values
for the three constructs are 4.79, 4.57 and 4.72. These
results, based on the scale, revealed that the workers in
the good performing companies strongly agree that the
safety communication between them and their
superiors are at an appreciably very high acceptable
level.

For the third and last safety climate variable (safety
training) which was captured by four constructs 8 to 11,
it was observed that the mean values for the four
constructs are 4.72, 4.66, 4.73 and 4.80 for the selected
firms. These results, based on the scale, revealed that
the workers in the good performing companies strongly
agree that the safety training concerns of the workers
are handled very well which suggest a very high and
acceptable level. By combining the three safety climate
variables considered based on the eleven constructs;
for the good safety performing firms, the overall
average mean value is 4.66, which was based on the
scale, implied that safety climate level at the good
performing firms are at an excellent level and also are
positive.

Thus having confirmed that the safety climate levels at
these companies are excellent or good, the relationship
with safety behaviour and impact on safety behaviour
was investigated across the selected firms.

Table 4 show the relationship between safety
participation and safety climate for good safety
performing firms. It was revealed that weighed average
value for the first three constructs (1-3) that captured
relationship between safety management
commitments and safety participation were 4.87, 4.66,
4.64 for the good safety performing firms These results
means that the management’s commitment on safety
issues affected participation of the workers to safety
relation activities positively for the firms since the
weight average for all the construct is above 3.00

For the next three constructs (4-6) that captured
relationship between safety management
communications and safety participation, the weight
averages are 4.80. 4.73 5.25. These results revealed
that the respondents agree that the management’s
level of communication and interaction with their
workers on safety issues positively affects willingness of
the workers to participate in safety related activities in
their firms since the weight average for all the three
construct is above 3.00.

The last three construct (7-9) captured relationship
between safety training and safety participation of
workers and the weight averages are 4.72. 4.86 4.87 for
the firms. These results revealed that the respondents
agree that the safety training offered by both the
selected companies positively affected and increased
their level of participation to safety related activities
since the weight average for all the three construct is
above 3.00

Finally, the overall relationship between safety climate
and safety participation which is captured by overall
weight average for the selected firms is 4.84.
These results means that the respondents agree
that relationship between safety climate and the
safety participation of the companies is positive
which means that the safety climate of the
companies is encouraging and that has motivated
the workers to participate in safety related
activities
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Source: Author’s Computation 2022
SA-Strongly Agreed, A-Agreed, UN-Undecided, D - Disagreed and SD - Strongly Disagreed WA- Weighted Average R- Remark

The relationship between safety climate and safety behaviour (safety participation and safety compliance) of the
workers across the selected companies within Onne Oil and Gas Free Zone (OGFZ)

Table 4 Safety Participation for Good Performing Companies

Table 5 Safety Compliance for Good Performing Companies

SA-Strongly Agreed, A-Agreed, UN-Undecided, D - Disagreed and SD - Strongly Disagreed WA- Weighted Average R- Remark
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Table 5 shows the relationship between safety climate and safety compliance. It was revealed that
weighed average value for the first three constructs (1-3) that captured relationship between safety
management commitments and safety compliance were 4.94, 4.52, 4.60 for the good safety
performing firms These results revealed that the management’s commitment on safety issues
affected compliance of the workers to safety rules and regulation positively for the firms since the
weight average for all the construct is above 3.00.

For the next three constructs (4-6) that captured relationship between safety management
communications and safety compliance, the weight averages are 4.45, 4.65, 4.64 These results
revealed that the respondents agree that the management’s level of communication and interaction
with their workers on safety issues positively affects workers compliance in safety rules and
regulation in their firms since the weight average for all the three construct is above 3.00.

The last three construct (7-9) captured relationship between safety training and safety compliance of
workers and the weight averages are 4.58, 4.74, 4.73for the firms. These results revealed that the
respondents agree that the safety training offered by the selected companies positively affected and
increased their level of compliance to safety related rules since the weight average for all the three
construct is above 3.00

Finally, the overall relationship between safety climate and safety compliance which is captured by
overall weight average for the selected firms is 4.65. These results implied that the respondents
agree that relationship between safety climate and the safety compliance of the companies is
positive which means that the safety climate of the companies is encouraging and that has motivated
the workers to comply with safety rules and procedure.

Table 6. The Ordinal statistical analysis for the impact of safety climate on safety participation for the Good Safety
performing companies in Onne Oil and Gas Free Zone (OGFZ)

Variables Safety
Participation

N. Degree
of
Freedom

Pseudo R-
Square

Significant
level (0.05)

Decision

Safety
Management
Committeemen

376 1 0.660 0.137
Not
Significant

Safety
communication 376 1 0.660 0.000

Significant

Safety Training 376 1 0.660 0.036 Significant
Safety Climate 376 1 0.660 0.025 Significant
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Table 6 revealed that the Pseudo R-square value for the safety climate variables captured using safety
management commitment, safety communication and safety training is 0.660. This means that 66%
change in safety participation of workers in the good safety performing companies within this
researched areas is due to change in the safety climate level; captured by safety management
commitment, safety communication and safety training; implying that the remaining 34% change is
due to other factors or variables that were not captured in this present model.

Table 7 The Ordinal statistical analysis for the impact of safety climate and safety compliance for the Good Safety performing
companies in Onne Oil and Gas Free Zone (OGFZ)

Variables Safety
Compliance

N. Degree
of
Freedom

Pseudo R-
Square

Significant
level (0.05)

Decision

Safety
Management
Committeemen

376 1 0.970 0.410
Not
Significant

Safety
communication 376 1 0.970 0.000

Significant

Safety Training 376 1 0.970 0.042 Significant
Safety Climate 376 1 0.970 0.020 Significant

Table 7 below revealed that the Pseudo R-square value for the safety climate variables captured using safety
management commitment, safety communication and safety training is 0.970. This means that 97% change in
safety compliance of workers in the good safety performing companies within this researched areas is due to
change in the safety climate level; captured by safety management commitment, safety communication and
safety training; implying that the remaining 3% change is due to other factors or variables that were not
captured in this present model.

From above,  considering P-values below 0.05 implied that the null hypothesis which stated that there was no
significant relationship between safety climate and safety behaviour (participation and compliance) of workers
in selected companies in Onne Oil and Gas Free Zone (OGFZ) was rejected while the alternate hypothesis was
accepted implying that there was a strong relationship.
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Discussions
The results of this study has revealed that the level of
safety climate of the companies and safety behaviour of
the workers in the selected companies in the Onne oil
and gas free zone is very good, It was expressed in the
literatures that Workplace safety outcome is
determined by various intervening broad concepts that
includes safety climate this result agree with Bjena
(2010) who stated that Safety climate is the concept
that concerns with the description of the collective
perception of workers as regards to the safety value,
safety practices and safety commitment of their
organization or firm, The result also aligned with
empirical work conducted by Bobby & Satnam (2015)
titled “Impact of Constructive Safety Climate on
Worker’s Safety” which was aimed at discovering
impact of positive safety climate on worker’s safety in
the organization and to ascertain association between
constructs of safety climate and worker’s safety. They
confirmed that positive Safety climate is a leading
indicator of the state and condition of safety in an
organization being that it is the shared perceptions of
employees about the policies, procedures and practices
of an organization about safety.

They concurred that constructive and positive safety
climate assist in many ways to improve the safety of an
organization like by reducing the risk taking behaviour
of the workers, by improving safety performance of the
workers, by reducing the underreporting of injuries and
accidents. On  the relationship between Safety
climate and safety participation, as one of the
indicators of safety behaviour in Onne oil and gas
free zone, the results of this study revealed that
there is positive and significant relationship
between safety climate and safety participation for
the good safety performing companies in Onne Oil
and gas free zone. This result aligned with
outcome of empirical work by Lyu et al (2018) who
in a work titled “Relationship among Safety
Climate, Safety Behavior and Safety Outcome for
Ethnic Minority Construction Workers”
investigated the relationships among safety
climate, safety behavior, and safety performance
for EM construction workers” and their results
showed that that there were significant positive
relationships between safety climate and safety
behaviours, for EM construction workers

Selahattin (2013) in another empirical research
titled “The Relationships among Working
Conditions, Safety Climate, Safe Behaviors and
Occupational Accidents, An Empirical Research on
the Marble Workers” investigated the
relationships among safety climate, working
conditions safety behaviours, occupational
accidents and injuries, and it was found that
there are significant relations among the
variables. Based on the findings, significant
relationships have been observed between safety
climate and safety behaviours and these results
concurred with results of this present study.

As concerns the relationship between Safety climate
and safety compliance; as another criteria variable of
safety behaviour in Onne oil and gas free zone, the
results of this study revealed that Safety climate
positively and significantly affected safety compliance
of worker in good safety performing companies in
Onne Oil and gas free zone, and this outcome
confirmed that increasing the value of construct that
would improve the perception of workers on the
safety level of their working place like improving
management commitment to safety, encouraging
positive interaction between workers and
management on safety issues and improving nature
and frequency of safety training to the workers, would
results to improve compliance of the workers on
safety related activities.  This finding as reported
above concurred with finding of empirical work by Lyu
et al (2018) who in a work titled “Relationship among
Safety Climate, Safety Behaviour and Safety Outcome
for Ethnic Minority Construction Workers”
investigated the relationships among safety
climate, safety behaviour, and safety
performance for EM construction workers” and
their results showed that that there were
significant positive relationships between safety
climate and safety behaviours; captured using
safety compliance; for EM construction workers.
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The finding of this current study is also aligned with
finding of Carol et al (2014) who conducted empirical
studies on “Relationships between safety climate,
safety performance and safety behaviour for building
Repair, Maintenance, Minor Alteration, and Addition in
building services contractors and trade unions in Hong
Kong and their findings revealed significant positive
relationships between RMAA safety climate and safety
compliance.

Conclusions
Based on the findings of this study, it was concluded
that; one, the safety climate within the good safety
performing companies in Onne OGFZ Nigeria is very
good, two, the safety climate improves the safety
behaviour of the workers appreciably in terms of both
safety compliance and safety participation.

Recommendation
It was recommended that the management of the
companies should improve more on their commitment
towards safety related issues because it is the only
safety climate indicator that has insignificant impact on
the safety behaviour of the workers within Onne OGFZ
in Nigeria
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This paper reviews the Actively Caring for People (AC4P) Movement, initiated in 2007 to increase
occurrences of interpersonal acts of kindness worldwide. Resources to support the AC4P Movement,
including research-based training manuals and AC4P wristbands for adults and children, are available at
www.ac4p.org. This prosocial movement incorporates principles from three diverse disciplines of
psychological science: humanism, positive psychology, and applied behavioral science (ABS). With this
article, I explicate seven evidence-based “life lessons” that operationalize select principles from
humanism and ABS, and rejuvenate a seemingly forgotten applied psychology concept from the 1970s:
humanistic behaviorism. Whenever and wherever practiced, these life lessons benefit human well-being
and quality of life. Certain life lessons reflect the essence of empowerment and self-motivation, and
thereby illustrate critical distinctions between management and leadership. Next, I exemplify synergistic
connections between positive psychology and ABS, highlighting practical techniques for promoting and
supporting human welfare and personal happiness. Previous and ongoing research by my students and
colleagues demonstrate how ABS can apply findings from positive psychology to promote subjective well-
being (SWB) on a large scale. The need for worldwide application and dissemination of practical
procedures to increase occurrences of AC4P behavior is strikingly obvious, perhaps more so now than
ever before in our contentious, fractured, and polarized society. This article explores evidence-based
strategies for increasing occurrences of AC4P behavior in various settings, with the mission to cultivate an
AC4P culture in families, educational settings, corporations, and communities throughout the world.
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I coined the term “actively caring” in 1990 when working with a team of safety leaders at Exxon
Chemical. Our mission was to cultivate an actively-caring-for-people (AC4P) culture in the
workplace. A culture that fosters interpersonal and intrapersonal accountability for occupational
health and safety (Geller, 1991). Following the Virginia Tech (VT) tragedy on April 16, 2007,
when an armed student took the lives of 32 classmates and faculty and injured 17 more (Geller,
2008), my students and I founded the AC4P Movement. In a time of extreme anxiety, grief, and
introspection, we developed a socially-engaging process for spreading prosocial behaviour and
interpersonal gratitude across campus and beyond.

We took the green silicone wristband engraved with “Actively Caring for People” that I had been
distributing at safety conferences since 1990 and added a numbering system. This enabled online
tracking of participation in the AC4P Movement with a See, Thank, Enter, Pass (STEP) process
(K. Geller, 2019). When AC4P participants See an interpersonal act of kindness, they Thank the
performer with an AC4P wristband. Wristband recipients Enter their positive AC4P interactions,
including a unique wristband number, at the designated website: www.ac4p.org. Subsequently,
wristband recipients look for AC4P behaviour from others and Pass on their AC4P wristband.

By encouraging and tracking reports of sincere appreciation for interpersonal acts of kindness, the
STEP process promotes the occurrence of a behaviour - an expression of gratitude that has been
shown to significantly increase self-reports of happiness and decrease symptoms of depression
(Emmons, 2007; Seligman et al., 2005). Thus, the AC4P Movement connects directly with the
burgeoning discipline of positive psychology (cf. Twohig et al., 2016), which develops, applies,
and evaluates interventions to boost individual happiness (Seligman & Csikszentmihalyi, 2000).

To date, more than 10,000 AC4P acts of kindness have been posted online, with several positive
exchanges printed in AC4P education and training manuals customized for police officers (Geller
& Kipper, 2017), school personnel (Geller, 2017), safety professionals (Geller & Geller, 2017),
college students (Geller, 2018), and for parents and caregivers (Geller & Fournier, 2021).
Elementary schools in Northern Virginia and in Northeastern Ohio have customized this AC4P
process to significantly reduce interpersonal bullying (McCarty et al., 2016). Additionally, police
departments in Arizona, Florida, Illinois, and Virginia have applied the STEP process for
community policing, using blue AC4P wristbands and their own website to acknowledge and
report citizens’ prosocial behaviour at www.ac4ppolicing.org.
A special issue of the Journal of Prevention & Intervention in the Community included six AC4P-
focused research studies, as well as an introduction to the AC4P Movement by the guest editor
(Geller, 2016b). Moreover, a 700-page applied psychology textbook published by Cambridge
University Press (CUP) is subtitled “Actively Caring for People,” and teaches research-supported
principles and procedures for increasing occurrences of AC4P behavior and improving quality of
life in various domains (Geller, 2016a). Nevertheless, the evidence-based AC4P principles and
applications have not yet achieved the public dissemination that self-serving individualistic
cultures desperately need. This article explains how the AC4P Movement incorporates concepts
from behaviorism, humanism, and positive psychology, and explores strategies for augmenting the
appeal, dissemination, and large-scale positive impact of the AC4P Movement.
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Humanistic Behaviorism
More than 45 years ago, Dinwiddie (1975) proposed humanistic behaviorism as "a working model
for modern, dynamic, and successful treatment centers for children because behaviorism
modulated by traditional humanistic approaches helps in the molding of an efficient helping
environment for children" (p. 259).  Similarly, Thoresen (1972) claimed that "... humanistic
psychology offers directions for the kind of behavior that individuals should be able to engage in;
contemporary behaviorism offers principles and procedures to help individuals increase their
humanistic actions" In the early 1970s, a number of eminent behavioral scientists considered
themselves humanists (Day, 1971; Hosford & Zimmer, 1972; Kanfer & Phillips, 1970; Lazarus,
1971; MacCorquodale, 1971; Staats, 1971; Thoresen & Mahoney, 1974; Ullman & Krasner, 1969).
Why? These behavioral researchers, scholars, and practitioners: a) focused on individual behavior
under current circumstances; b) emphasized the role of learning in explaining and resolving human
problems; c) examined how environments could be altered to prevent or alleviate human problems;
and d) used the scientific method to develop, evaluate, and improve intervention techniques
(Thoresen, 1972). With these criteria, B. F. Skinner could be considered a humanist. In fact, the
American Humanists Association founded in 1941 to be a clear and democratic voice for
humanism in the U.S., and to develop and advance humanistic thought and action (American
Humanistic Association, 2008) honored B. F. Skinner with “Humanist of the Year” in 1972.

Although several scholars have promoted a combination of principles from humanism and
behaviourism, this strategic integration for a more effective and synergistic intervention impact
has received limited attention and consideration, especially for improving human behaviour
beyond the clinic. Indeed, few, if any, students in introductory psychology courses read or hear
the term “humanistic behaviourism.” Instead, most introductory psychology textbooks emphasize
distinct differences between humanistic and behavioral approaches to clinical therapy.

The integration of humanism and behaviorism advocated here incorporates select fundamentals
from humanism in order to enhance the beneficial influence of a behaviour improvement
intervention. Each of the AC4P training manuals referenced above, as well as the 20 chapters of
the CUP textbook, incorporate fundamentals of behaviorism with select principles from humanism
to improve behaviors and attitudes in particular societal domains. The AC4P training manuals
define and illustrate seven evidence-based principles of life lessons to increase the frequency and
improve the quality of AC4P behavior in the targeted context and among the relevant participants.
The first four life lessons reflect the ABS principles of positive reinforcement, observational
learning, and behavior-based feedback. The subsequent three life lessons are derived from
humanism, empathy, self-determinism, and self-transcendence. When applied effectively, these
humanistic principles augment the beneficial impact of any intervention process that involves
interpersonal engagement between people. These seven life lessons are elucidated in the research
literature (Geller, 2015), and they are also illustrated in education/training manuals customized for
particular situations, populations, and issues in order to a) cultivate positive police/citizen relations
(Geller & Kipper, 2017); b) increase acts of kindness and decrease interpersonal bullying in
educational settings (Geller, 2017, 2018); c) prevent personal injuries in the workplace (Geller &
Geller, 2017); and d) optimize parenting and caregiving (Geller & Fournier, 2021). The following
brief summary of the seven life lessons exemplifies a strategic assimilation of behaviorism and
humanism.
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Life Lesson 1: Employ the Power of Positive Consequences: B. F. Skinner, the founder of the
research and scholarship domain of ABS, communicated and validated a basic but profound
principle of behavioral science: selection by consequences (Skinner, 1938, 1981). Indeed, Skinner
and his followers have demonstrated consistently that behaviour occurs when it results in a positive
consequence or the avoidance of a negative consequence, and behaviour can be modified by
changing the consequences that follow it. Moreover, behavioural scientists have demonstrated
consistently that positive consequences are more effective than negative consequences at
improving behaviour (e.g., Chance, 2008; Reed et al., 2016; Thorndike, 1931). People can often
view the same situation as either performing to gain a pleasant consequence or avoid an aversive
consequence. Some students, for example, are driven to achieve success (e.g., a good grade or
increased knowledge), while other students are motivated to avoid failure (e.g., a poor grade).
Which students feel more positive and optimistic about their education—“success seekers” or
“failure avoiders?” Which students have a better attitude toward their classes? The answers to
these rhetorical questions are obvious. The application of soon, certain, and positive consequences
is the most efficient and effective way to improve both behaviour and attitude. However, applying
this life lesson on a daily basis can be challenging. Why, because we seem to live in a “click-it-or-
ticket” culture that relies more on negative than positive consequences to manage behaviour. The
typical government approach to controlling behaviour is to pass a law and enforce it, and people
mimic this seemingly efficient negative reinforcement process in industry, educational settings,
and in their homes. Furthermore, the behaviour of delivering a negative consequence is often
reinforced, because negative consequences are usually more convenient and less expensive to
apply than positive consequences; they generally include a monetary fine that supports the
enforcement agency; and they often get an immediate desirable result, even though the long-term
effects can be detrimental (Sidman, 1989).

Life Lesson 2: Benefit from Observational Learning: If you want to be better at what you do,
watch someone who performs that behaviour better than you do. The influential power of
observational learning is profound. A large body of research in psychological science indicates
that this type of learning is involved to some degree in almost all human behaviour (Bandura,
1969). Our action patterns influence others more than we realize. Children learn by watching
adults, and the behavior of employees is often influenced by the actions of their coworkers and
supervisors. Consider, for example, how much children learn by watching the driving behaviour
of their parents, including the driver’s verbal behavior, which can reflect the frustration and anger
that incites road rage. Observational learning is likely the key to the dramatic worldwide success
of behaviour-based safety (BBS) at preventing workplace injuries (e.g., Geller, 1996; Geller &
Williams, 2001; Krause et al., 1996). Consider the basic BBS process:

1. Coworkers develop a checklist of critical safe and at-risk behaviors on their job.

2. They use this behavioral checklist to observe each other while working, and
systematically record the safe and at-risk behaviours they observe.

3. The observer shows the completed checklist to the worker observed, and they discuss
the results. Where is the observational learning? The observers document safe work practices, and
in the process they might learn new ways to work safely. They also observe and document at-risk
behaviours to avoid, perhaps behaviours they have performed themselves. This process can be
considered observational learning if the BBS observers subsequently work more safely on similar
work tasks. Indeed, researchers have demonstrated such observational learning empirically from
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the BBS observation-and-feedback process (Alvero & Austin, 2004; Alvero et al., 2008). A critical
component of the BBS peer-to-peer observation process is behavioural feedback which is the third
life lesson.

Life Lesson 3: Improve with Behavioral Feedback: Substantial ABS research has demonstrated
the instrumental role of behavior-based feedback at improving behavior. Practice does not make
perfect; only with relevant behavioral consequences can performance improve. These behavior-
improvement consequences can be intrinsic (e.g., when an athlete sees the results of swinging a
baseball bat, golf club, or tennis racket) or extrinsic (e.g., when a teacher or coach provides
behavior-focused feedback).

When feedback acknowledges desirable behavior, it is considered “supportive feedback”; when
behavioral feedback pinpoints specific room for improvement, it is labeled “corrective feedback.”
Although ABS researchers have demonstrated substantial motivational and performance
advantages of using supportive over corrective feedback, correction for undesirable behavior
generally occurs more often than does support for desirable behavior.

Interpersonal verbal support for desirable behavior and corrective feedback for undesirable
behavior is crucial for optimal success of any behavior-improvement process. However, many
parents, teachers, coaches, and work supervisors have not learned why it is critical to be
nondirective or humanistic when giving corrective feedback (Geller, 2018; Geller & Fournier,
2021). Nor have many of these AC4P agents for behaviour improvement been instructed to give
more supportive than corrective feedback which is the next life lesson.

Life Lesson 4: Use More Supportive than Corrective Feedback
"We can't learn unless we make mistakes." This popular belief might enable people to feel better
about the errors of their ways, and provide an excuse for focusing more on failure than success.
However, behavioral scientists have shown convincingly that success rather than failure produces
the most effective learning (e.g., Chance, 2008; Reed et al., 2016). At the start of the 20th century,
psychologist Edward Lee Thorndike put chickens, cats, dogs, fish, monkeys, and humans in
experimental conditions that called for problem solving; then he systematically observed how
these organisms learned. From these studies, Thorndike derived the "Law of Effect," which
accounts for the fact that behavioral learning is contingent on consequences (Thorndike, 1898,
1931). His key conclusion: Markedly more learning occurs following positive consequences
(successes) than following negative consequences (failures).

Given this finding, does an error need to occur in order for a problem to be solved? Although a
negative consequence might inform us about a behaviour to avoid repeating, it provides minimal
or no specific direction for solving a problem. Moreover, emphasis on a mistake can be frustrating
and demotivating. When education or training results in no errors, learning is a smooth and
enjoyable process (Chance, 2008; Reed et al., 2016). Errors can disrupt the teaching/learning
progression and lead to an adverse mindset, especially if negative social consequences accentuate
the mistake. Supportive feedback is the most powerful consequence for initiating and sustaining a
successful learning process.
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Life Lesson 5: Embrace and Practice Empathy: When selecting an intervention method and
refining an implementation process, a behaviour-improvement agent (e.g., coworker, supervisor,
counselor, coach, teacher, law-enforcement officer, or parent) should consider subjective
evaluations of the recipient’s perceptions and person-states, in addition to the behavioural
observations. Effective evaluations beyond observable behaviour require empathy to assess the
indirect internal influence of a behaviour-improvement intervention. Through questioning and
empathic listening, the change agent attempts to learn what it is like to be in the same situation as
the client (e.g., employee, protégé, athlete, student, child, or vehicle driver pulled over by a police
officer). The mission then shifts to developing a corrective intervention plan that fits the
circumstances as mutually understood by everyone involved in the conversation. Clients validate
the value of this humanistic life lesson whenever they articulate a personal commitment to follow
through with an action plan derived from an empathic conversation with a change agent.

Life Lesson 6: Manage Behaviour and Lead People: Managers hold people accountable; leaders
inspire people to be self-accountable. Whereas managers control behaviour with extrinsic
consequences, leaders facilitate self-motivation by activating and supporting perceptions of
autonomy (or choice), competence, and relatedness (or community). Dispositional, interpersonal,
and environmental conditions that enhance these person-states, presumed to be innate needs by the
researchers of the humanistic theory of self-determinism (Deci, 1975; Deci & Flaste, 1995; Deci
& Ryan, 1995; Ryan & Deci, 2000), increase an individual’s self-motivation.

Guidelines for enhancing perceptions of choice, competence, and community are provided
elsewhere (Geller, 2016c, 2018; Geller & Veazie, 2017), and many of these recommendations are
consistent with the seven life lessons reviewed here. For example, proper application of positive
consequences (Life Lesson 1) and supportive feedback (Life Lesson 4) can increase one's
perception of competence and empowerment and thereby fuel self-motivation. This is a primary
and practical example of a beneficial integration of ABS and humanism—humanistic
behaviourism. The concepts of self-motivation and empowerment take us beyond the standard
principles and applications of behaviour management.

Empowerment. In the management literature, empowerment typically refers to delegating
authority or responsibility (Conger & Kanungo, 1988). When managers say "I empower you," they
usually mean "Just get it done." In contrast, empathic leaders first assess whether the "empowered"
person feels empowered—"Can you handle the additional responsibility?" This reflects humanism,
of course, and might involve asking the three questions depicted in Figure 1, derived from social
learning theory (Bandura, 1997).
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Fig. 1. Three beliefs that determine empowerment (adapted from Bandura, 1997)

For the first question—"Can I do it?"—leaders ask an individual or a group whether they have the
resources, time, knowledge, and skill to handle the assignment. People acquire knowledge and
skill through training that includes behavioural feedback (Life Lesson 4), and a "yes" answer
implies a personal belief in possessing the competence to complete the job effectively.

The response-efficacy question asks whether an empowered person believes that pursuing and
accomplishing the assignment (i.e., performing the requested behaviors) will contribute to a valued
outcome for an individual, group, or organization. Students studying for an exam would answer
"yes" to the response-efficacy question if they believe their study strategy will contribute to earning
a higher exam grade. A sports team would answer "yes" to this question if the athletes believe their
new workout routine will increase the probability of winning a competition. Projected behavioural
outcomes for these two examples could be more delayed and substantive, like earning a college
degree or having a winning season, respectively.

The third empowerment-assessment question targets motivation. Is the expected outcome worth
the effort? People are motivated to perform an empowerment-relevant behavior when they
anticipate achieving a positive outcome or avoiding a negative outcome. In reference to Life
Lesson 1, people perceive more choice and are more likely to be self-motivated when they are
working to achieve a positive consequence than when they are responding to avoid a negative
consequence (Geller, 2016c, 2018).

Empowerment vs. self-motivation. It is instructive to consider a critical distinction between
empowerment and self-motivation. Empowerment is a behavioral antecedent or establishing
operation (Michael, 1982); self-motivation reflects the impact of one or more consequences. In
other words, feeling empowered means an individual is ready (or activated) to work toward
achieving a given goal. On the other hand, a self-motivated person is anticipating or has received
a consequence that supports self-directed behaviour rather than other-directed behaviour (Watson
& Tharp, 1997). Although the initial proponents of self-determinism (Deci, 1975; Deci & Ryan,
1995, Ryan & Deci, 2000) did not connect their theory of motivation with behavioural
consequences, behavioural scientists naturally associate consequences with motivation (Life
Lesson 1). Positive consequences that reflect autonomy, competence, and/or a sense of relatedness
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enhance self-motivation and increase the durability of a behaviour-improvement intervention.
Therefore, an intervention that applies positive consequences to increase the occurrence of a target
behaviour will have longer-term effects if the intervention inspires self-motivation by linking the
behavioural consequence(s) to a perception of choice, competence, and/or community (cf. Geller
& Veazie, 2017).

Behavioural scientists demonstrated the advantage of integrating the humanistic theory of self-
determinism with behaviorism when they observed significantly more compliance with behavioral
self-monitoring when participants chose their target behaviour (Olsen et al., 2011; Winkler &
Wipfli, 2011). Relatedly, Ludwig and Geller (1997) only observed response generalization among
those pizza-delivery drivers who were involved in selecting a percent-safe goal for complete
stopping at intersections. More specifically, while all drivers achieved the 75% complete-stopping
goal, only drivers in the intervention group that had selected that goal evidenced a significant
increase in buckling their safety belts and signaling a right turn when leaving the store’s parking
lot.

Life Lesson 7: Progress from Self-Actualization to Self-Transcendence: The Hierarchy of
Needs proposed by humanist Abraham Maslow (1943) is likely the most recognized theory of
human motivation. Maslow presumed that categories of needs are arranged hierarchically, and
individuals do not attempt to satisfy needs at one stage or level until the needs at the lower stages
are satisfied.

People first attempt to fulfill their physiological needs—to have enough food, water, shelter, and
sleep for basic survival. After satisfying these needs, people desire to feel safe and secure. The
need for social-acceptance is next—the aspiration to have friends and feel a sense of interpersonal
belonging. When these needs are gratified, human concern shifts to self-esteem—the conviction
of worthiness or personal success, typically resulting from the approval of others. At the top of the
hierarchy is the need for self-actualization which is the belief that one has reached his or her full
potential. However, Maslow revised this renowned hierarchy shortly before his death in 1970, and
placed self-transcendence above self-actualization (Maslow, 1971), as illustrated in Figure 2.
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Self-transcendence implies going beyond self-interest to actively care for others. It may seem
intuitive that various self-needs require satisfaction before self-transcendent or AC4P behavior is
likely to occur. However, individuals do perform various AC4P behaviours before gratifying all
of their personal needs. Mahatma Gandhi, Nelson Mandela, and Mother Teresa are notable
examples.

Fig. 2. Maslow’s revised Hierarchy of Needs
When climbing Maslow’s hierarchy, individuals reach need states that implicate consequences
linked to self-motivation. For example, consequences that boost one's sense of interdependent
relatedness with others fulfill the need for acceptance or social support, and consequences that

certify a person's belief in competence to perform worthwhile work are associated with the self-
esteem and self-actualization needs. In other words, behavioral consequences that foster
perceptions of intrapersonal competence, interpersonal belongingness, and/or perceived choice
also facilitate self-motivation, and thus are likely to have a longer-term impact than consequences
unrelated to these personal beliefs. Moreover, it is intuitive that reaching beyond self-needs to help
others through AC4P behavior can contribute to satisfying the needs for social acceptance and self-
esteem, and even self-actualization.

This seventh life lesson connects most obviously to humanism; however, without ABS, self-
transcendence is just a theory or vision with limited practical utility. Indeed, a transition to self-
transcendence and a significant large-scale increase in occurrences of AC4P behavior could be key
to saving the world from itself (Skinner, 1971). In other words, solutions to the multitude of
worldwide environmental and interpersonal problems require large-scale transitions from self-
serving behavior for soon, certain, positive consequences for personal gain to selfless AC4P
behavior supported by delayed, uncertain, hopeful or imagined positive consequences for others.
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Summary
After introducing the AC4P Movement, I explained and illustrated seven evidence-based life
lessons presumed to benefit human well-being and quality of life whenever and wherever they are
practiced. ABS practitioners employ the first four life lessons in almost every successful
intervention they implement. The next three life lessons connect directly to humanism, and some
readers might consider these to be beyond the empirical, behavior-based domain of ABS.
However, operational definitions were included with each of these humanistic lessons, making it
possible to bring them to life with a behavior-focused intervention.

The humanistic principles of empathy and empowerment were defined with reference to specific
verbal behavior—questions to ask and answers to interpret. The humanistic theory of self-
determinism was explained with reference to specific applications of ABS that can activate and
support the perceptions or person-states that determine self-motivation. Finally, I defined the
crucial concept of self-transcendence in terms of interpersonal AC4P behavior, and illustrated
practical applications of Life Lessons 1 and 3 to increase self-motivated occurrences of AC4P
behaviour.

Gratitude and Positive Psychology: The use of positive consequences reflects an intersection
of AC4P and positive psychology (Twohig et al., 2016). ABS practitioners use positive
consequences to increase occurrences of desirable behavior, whereas positive psychologists apply
positive consequences to boost subjective well-being (SWB). Consider, for example, the power of
interpersonal gratitude. Substantial research has demonstrated that gratitude—the person-state of
feeling grateful—significantly increases SWB or life satisfaction (e.g., Emmons & Crumpler,
2000; Wood et al., 2010). More specifically, research has shown that gratitude enhances positive
emotions and activates a sense of interpersonal belonging, while decreasing distress and depression
(Emmons, 2007; Emmons & McCullough, 2003; Seligman et al., 2005). In fact, people are more
likely to help others to perform AC4P behaviour when they feel grateful (Emmons & Mishra,
2011), and when they receive gratitude (Grant & Gino, 2010).
So, how can we increase perceptions of gratitude and experience the beneficial effects of this
person-state? Offer a sincere statement of personal appreciation for another individual’s desirable
behaviour (Life Lesson 1). Indeed, when you thank someone for the performance of AC4P
behaviour, you boost SWB and increase the probability of that behavior recurring.
Unfortunately, expressions of interpersonal gratitude are relatively uncommon beyond immediate
family members. People are less likely to express gratitude at work than in any other place. In fact,
60% of more than 2,000 respondents of online interviews reported that they never or very rarely
thank anyone at work; only 10% said they express interpersonal gratitude at work on a given day;
and 74% said they never or rarely express gratitude to their boss or supervisor (Kaplan, 2012).
More recently, Krista Geller (K. S. Geller & E. S. Geller, 2020) administered a safety-culture
survey and conducted several focus-group discussions at four facilities of a major manufacturing
company. A key conclusion from 615 survey respondents and 198 focus-group participants:
Positive recognition for safety-related behavior was rare at the four plants, and the employees
stated a sincere desire to receive positive recognition for their safety-relevant efforts.

A Reciprocal Benefit: When one person thanks another person for performing a desirable
behavior, who experiences a boost in SWB? Obviously, the individual who receives recognition
appreciates the positive interpersonal exchange and likely experiences an increase in SWB,
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competence, and self-motivation, while also feeling a positive connection with the benefactor—
the one who expressed gratitude.
How does an expression of gratitude affect the benefactor? You know the answer because you
have been there, and experienced the reality of the expression, “It’s better to give than to receive.”
Giving recognition or showing appreciation enhances one’s person-state of gratefulness and his or
her SWB. For example, seminal research by Seligman et al. (2005) demonstrated a potent way to
increase personal gratitude and SWB: Write someone a thank-you letter and then read it to that
individual.

Recently, my students and I studied the motivational effects of writing a gratitude letter after
Virginia Tech, VT discontinued in-person instruction halfway through Spring Semester 2020.
While sheltering at home in response to the COVID-19 pandemic, VT students in two of my
classes—a first-time course in positive psychology and a routine experiential-learning research
course—completed a 15-item mood-assessment survey (MAS) every morning and afternoon for
34 consecutive weekdays. Each Wednesday, students in the positive psychology class (N=21)
wrote a gratitude letter to thank someone for AC4P behavior; the students in the research course
(N=12) did not receive this assignment. The students in both groups evidenced a consistent
decrease in motivation as their quarantine progressed, but the students who wrote a weekly
gratitude letter reported significantly higher motivation than those who did not write that letter,
with the greatest group difference in motivation occurring on Wednesdays (Browning & Geller,
2021).

Diverse Domains of Psychological Science: Two prominent disciplines within psychological
science have researched the power of positive consequences, but each promotes the use of positive
consequences for a different purpose. As reviewed above, ABS researchers and practitioners apply
a positive consequence (e.g., a tangible reward or interpersonal supportive feedback) following a
target behavior in order to increase occurrences of that behavior. In contrast, the initiators of
research in positive-psychology (Seligman & Csikszentmihalyi, 2000) recommend applying
positive consequences to enhance SWB, not to influence behavior. Thus, two domains of
psychological science promote the delivery of a positive consequence like gratitude—one to
improve behavior and the other to benefit attitude or mood state. It is noteworthy that the concept
of positive psychology actually originated with William James. His presidential address to the
American Psychological Association in 1906 challenged psychologists to consider the subjective
experience of an individual, and he advocated a combination of positivistic and phenomenological
methodology to study relationships between optimal human functioning and actual experience
(Froh, 2004; Rathunde, 2001). Furthermore, the last chapter of Abraham Maslow’s text on
motivation and personality (1954) is entitled, “Toward a Positive Psychology.” Thus, there are
obvious historical, theoretical, and operational connections between positive psychology and
humanism.

Let’s consider some insights from ABS and positive psychology to improve safety, health, and
human welfare. Given the behavioral and mood-state benefits of expressing interpersonal
gratitude, it would be advantageous if the delivery of a positive consequence to increase
occurrences of a desired behavior also included an expression of gratitude. For example,
supportive feedback that acknowledges an individual’s safe behavior could incorporate a statement
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of gratitude—“Your PPE use on that job is perfect, including the wearing of a COVID-prevention
mask. Thank you so much for setting the safe and healthy example for others.”

Similarly, a communication of sincere appreciation to boost SWB can have a behavioral effect on
both the benefactor and the beneficiary—depending on how the gratitude is delivered and received.
Does the verbal expression of gratitude specify the behavior for which the beneficiary is grateful?
Is the beneficiary’s “Thank you” followed by an appreciative “You’re very welcome,” or by the
more common reply “No problem?” “No problem” implies the AC4P behavior required minimal
effort and is not worthy of reciprocal AC4P behavior. To promote AC4P reciprocity or pay-it-
forward behavior (Furrow & Geller, 2016; Gouldner, 1960), I suggest following “You’re
welcome” with “You would do the same for me.”

Increasing Gratitude with ABS: Over the years, my students and I have evaluated systematic
applications of behavioral science to increase overt expressions of interpersonal gratitude. For
example, Roberts and Geller (1995) implemented an AC4P thank-you card (TYC) process to
inspire certain employees at a manufacturing plant to express gratitude for the safety-related
behavior of their coworkers. At “tool-box” meetings, area superintendents provided the work
group an overview of the AC4P Movement, offered examples of AC4P behavior for occupational
safety, emphasized the importance of increasing such behavior, and then distributed five TYCs to
each employee. After observing AC4P behavior, participants wrote a description of the behavior
on a TYC and then hand-delivered the TYC to the AC4P coworker. The back of the TYC included
examples of AC4P behavior, and the bottom of the TYC was perforated so it could be removed
and redeemed by the recipient for food in the factory cafeteria (value=55 cents). Of the 65
employees, 12% delivered a total of 23 TYCs to coworkers for observed safe work behavior.

Boyce and Geller (2001) conducted two studies to examine the effectiveness of a TYC process for
increasing pro-environmental and prosocial behavior among undergraduate psychology students.
The TYC deliverers gave beneficiaries the top portion of the TYC depicted in Figure 3—
customized with the VT logo and relevant colors—to reward AC4P behavior. The gratitude
benefactors removed and retained the bottom portion of the TYC, which included some questions
for the TYC deliverers to answer after the gratitude interaction (i.e., some demographic questions
and reactions of the TYC benefactor and beneficiary). Each study included an intervention to
evaluate the impact of indirect or antecedent rewards (for pledging to hand out TYCs) versus direct
response-contingent rewards (for fulfilling pledges to deliver TYCs). The results of the initial
investigation showed that both indirect and direct rewards increased the number of TYC deliveries
per participant from Baseline, and both groups demonstrated a decrease in TYC deliveries when
the intervention was withdrawn. While the number of participants who delivered one or more
TYCs was higher for the indirect-reward intervention in the second study, the number of TYCs
delivered per participant was greater with direct response-contingent rewards.
TYC’s at Virginia Military Institute (VMI). Keith Kline and his students customized the TYC
for VMI, and applied an ABA-reversal design to evaluate the impact of an ABS intervention
process designed to increase the delivery of TYCs throughout the campus (Kline et al., 2019).
Professor Kline distributed the TYCs to the 59 cadets enrolled in one or more of his four
psychology classes during Fall Semester 2018, and he implemented an intervention to encourage
TYC deliveries that included behavioral prompting, modeling, and feedback. The cadets delivered
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133 TYCs during the Intervention phase, compared to 46 and 47 TYCs delivered during the
Baseline and Withdrawal phases, respectively.

Front Back
Fig. 3. The front and back of the TYC

Student-to-professor gratitude. My research students and I have been promoting and evaluating
the explicit expression of gratitude from VT students to their class instructors. These students take
two TYCs to a class, and before the class begins, they give one of these TYCs to another student
in the class. Then, both students complete the MAS. When the class ends, the two students
approach the instructor independently and give him or her a TYC, along with a sincere statement
of gratitude for their positive learning experiences in the course. Immediately after delivering a
TYC, the students return to a seat in the classroom and independently complete the MAS again.
The research student collects the two mood surveys and the lower portion of the TYC from the
other student, and returns all four surveys and the bottom halves of the two TYCs to our university
research center—Center for Applied Behavior Systems (CABS).

From Fall Semester 2018 until the first half of Spring Semester 2020, 125 different students
delivered 188 TYCs to 94 different class instructors. As hypothesized, the positive mood state or
SWB of the TYC benefactors increased consistently after delivering a TYC, and the average
increase in SWB for the research students and the other students who delivered a TYC were not
statistically different (Callahan et al., 2019a, 2019b).
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As depicted in Figure 3, there is a place on the TYC to record the reaction of the TYC recipient
and deliverer. As expected, every instructor who received a TYC expressed sincere appreciation,
with many displaying positive surprise (or “shock”). Although some students reported nervousness
or stress when delivering a TYC to their instructors, every student reported positive SWB (e.g., “It
made my day so much better;” “Made me feel good and lifted my spirits;” “It made me feel
thankful;” “Feels good to make someone smile”).

Pedestrian-to-driver gratitude. From Fall Semester 2018 until the COVID-19 pandemic
influenced the termination of in-person VT classes in March 2020, the CABS research students
systematically observed and recorded whether pedestrians crossing two explicitly-marked campus
crosswalks signaled a sign of gratitude to the vehicle drivers who had stopped for them. We
employed ABA-reversal and multiple-baseline designs to assess the impact of a simple prompting
intervention. As depicted in Figure 4, this intervention was a 2 x 3-foot sign placed prominently at
the pedestrian crosswalk with the message, “Please Thank Drivers with a Wave.”

Each research design demonstrated functional control of the prompting intervention, although the
overall increase in expressions of gratitude during the intervention phase was not impressive.
Specifically, the mean percentage of thank-you waves per 679 one-hour observation sessions was
15% of 127,728 pedestrians during Baseline and 21% of 93,430 pedestrians crossing the street
when the behavioral prompt was in place (Takemoto-Jennings et al., 2019a, 2019b). When the VT
students return for in-person classes, we plan to conduct follow-up research to determine whether
modelling the desired behavior will increase occurrences of thank-you waves. However, a
confederate waving a “Thank You” in proximity to other pedestrians might actually decrease the
probability of a thank-you wave from those observers, given the potential perception that one
“Thank You” is sufficient.
Fig. 4. A research student recording pedestrian behavior during the prompting phase
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Summary
A beneficial integration of ABS and positive psychology was exemplified by reviewing the
reciprocal benefits of performing a simple AC4P behavior—expressing sincere gratitude for an
observed desirable act. Whether the purpose is to improve behavior or SWB, positive
consequences accompanied with an expression of sincere gratitude benefit both behavior and
mood state. Research from these two diverse domains of psychological science informs us how to
enhance SWB and simultaneously increase occurrences of a relatively low-frequency behavior—
simply acknowledge other people’s desirable behavior with a statement of sincere appreciation or
gratitude. Such verbal behavior is quite common between parents and their young children, but
comparatively rare among adults.

As reviewed here, my students, colleagues, and I have been exploring ways to enhance expressions
of interpersonal gratitude on a college and university campus. From this ongoing applied research,
three findings are notable: 1) Explicit expressions of gratitude from students to their instructors
and from pedestrians to vehicle drivers who stop for them are infrequent; 2) An ABS intervention
can increase the frequency of such desirable behavior; and 3) An expression of gratitude increases
the SWB of both the benefactor and the beneficiary.

A significant increase in reciprocal expressions of gratitude between supervisors and employees,
teachers and students, parents and their adult offspring, police officers and citizens, and between
safety/health professionals and their clients would be a “game changer”—a significant step toward
achieving an Actively Caring for People culture.
Putting It All Together: We are besieged by daunting societal problems. Thanks to the 24/7 news
cycle, we probably know more than we would like to know about the nation’s obesity and opioid
epidemics, environmental damage from climate change, thousands if not millions of medical
errors, Wall-Street financial greed, online scams, cyberbullying, interpersonal bullying and drugs
in schools, excessive gun violence, alcohol abuse, bankrupt cities, a deteriorating national
infrastructure, political gridlock, and a worldwide deadly pandemic. This is obviously a time of
significant adversity to our physical and mental health. Human behavior contributes to each of
these societal issues and must be part of the solutions.

What if people were more empathic to the circumstances, opinions, and behaviors of others?
Imagine the beneficial impact of a world with more interpersonal compassion and interdependent
collaboration. This article addressed this possibility by introducing the Actively Caring for People
(AC4P) Movement as a practical integration of behaviorism, humanism, and positive psychology
aimed at improving interpersonal behavior related to the health, safety, and well-being of people
worldwide (www.ac4p.org).
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B. F. Skinner (1971) reminded us, “Our culture has provided the science and technology to save
itself” (p. 181). Inspired by this assertion, I have collaborated with my graduate and undergraduate
students for 50 years, exploring, implementing, and evaluating techniques to empower individuals
in families, schools, corporations, communities, and government agencies to apply basic behavior-
based interventions for promoting environmental sustainability (Geller et al., 1982), water
conservation (Geller et al., 1983a), health care (Geller & Johnson, 2008; Johnson & Geller, 2016),
vehicle safety-belt use (Geller, 1989; Geller et al., 1985, 1989), occupational health and safety
(Geller, 1996, 2001; Geller & Geller, 2021), pay-it-forward behavior (Furrow et al.,  2016), and
transportation safety (Geller, 1988; Ludwig, & Geller, 2001); as well as for preventing
interpersonal conflict and bullying (Geller, 2020; McCarty & Geller, 2016; McCarty et al., 2016),
alcohol abuse (Smith & Geller, 2016; Smith et al., 2016), credit-card fraud (Downing & Geller,
2009, 2012), and community theft (Geller et al., 1983b). This and related research from other
behavioral scientists have led to the development of practical evidence-based procedures to
address the human dynamics of each of these problem domains. However, large-scale adoptions
of ABS technology to improve public behavior have been rare.

It seems we need a unifying theme to connect diverse behavior-improvement interventions with
the variety of societal concerns in order to achieve global dissemination and citizen engagement.
The AC4P Movement provides a potential solution that activates and supports the self-reinforcing
achievement of self-transcendence. How? It empowers individuals to be self-motivated to perform
AC4P behavior, and to increase occurrences of AC4P behavior from others as well. As they do
this in their homes, schools, and work environments, AC4P cultures will evolve and mature in
organizations and communities worldwide. A strategic integration of humanism and positive
psychology with ABS would most certainly enhance the acceptance, dissemination, application,
and benefits of interventions designed to increase the frequency of prosocial behavior, as well as
boost individual happiness and well-being. With the vision of an AC4P culture, our mission is to
make interpersonal acts of kindness and sincere expressions of gratitude a descriptive social
norm—the new normal.
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Safety Leadership for a Positive Safety, Health and Environment Culture:
Practical evidence-based lessons from psychological science

E. Scot Geller

For best practices in occupational health and safety (OHS), it is beneficial to distinguish
between safety management and safety leadership - managing behavior vs. leading
people. This paper reveals 17 evidence-based leadership lessons from psychological
science that can bring the best out of a talented and committed workforce. Managers
are assigned their position and influence safe productivity by holding people accountable
for their behaviors and performance outcomes. On the other hand, any employee can be
a leader, including managers, by inspiring others to be self-accountable for OHS and to
go beyond the call of duty for human welfare and well-being. These employees enjoy
their work, as do the members of their work team, and they try to do their very best for
the OHS of the organization that employs them. They work in an empowering and
enriching culture that activates and supports the best qualities of themselves and others.
How can such a work culture be cultivated? The answer: self-motivated OHS leadership
from everyone in the work culture, as this article explains.

Leadership vs. Management
Although many safety professionals use the terms leadership and management
interchangeably, the author has distinguished between management and leadership in
several publications (Geller, 1998, 2000, 2001c, 2002, 2016a, 2020). Simply put,
managers hold people accountable while leaders inspire people to be self-accountable.
In other words, managers motivate other-directed behavior, typically with monetary
rewards for desirable behavior and penalties for undesirable behavior, whereas leaders
establish interpersonal relations that enable or facilitate self-accountability or self-
directed behavior. This could involve the personal application of positive or negative
consequences, which have been shown to be effective in self-management (Watson &
Tharp, 1997).
Leaders also help people interpret instructions that direct behavior and consequences
that motivate behavior in ways that activate perceptions of choice, personal control,
ownership, and empowerment. The 17 leadership lessons explicated in this article
operationalize these critical person-states and suggest ways to achieve and support
them.
Behavior-based safety (BBS) is essentially a behavior management process, whereby
workers develop a checklist of safe behaviors to perform and at-risk behaviors to avoid
performing on a particular job (e.g., Geller, 1997, 2001a, b; Krause, Hidley, & Hodson,
1996). Subsequently, the workers use this behavioral checklist to observe and record
their coworkers’ safe and at-risk behaviors during brief peer-to-peer observation
sessions. Later, the results of these behavioral observations are entered into a data
analysis program for objective evaluation and group comparisons.
When the BBS process includes the recommended one-to-one behavioral feedback
conversation between the observer and the worker who was observed—the observee—
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some of the leadership qualities identified here are needed for optimal impact. In other
words, BBS interventions that omit this interpersonal feedback component are simply
managing behavior, whereas an effective peer-to-peer feedback/coaching process
benefits human dynamics beyond behavior. The author has termed this process people-
based safety (Geller, 2005, 2008), which involves the leadership qualities reviewed in
this article.
The following distinctions between managers and leaders are not intended to belittle
management, nor to suggest we need less management. We perform many of our daily
behaviors because someone—a manager or a supervisor—is holding us accountable,
often by controlling relevant and meaningful consequences. However, we are often in
situations where no one but ourselves can control the relevant consequences. In
addition, some readily-available motivating consequences are linked to undesirable
behavior, like when recreational and risky behavior offers more soon, certain, and
positive consequences than the more productive and safer alternative.
By applying the following 17 evidence-based leadership principles, safety leaders can
help people delay immediate and certain behavioral consequences for more remote and
more important outcomes. These leadership lessons are relevant for employees at all
levels of an organization. In fact, most people have opportunities to lead others, even if
their direct or indirect control of motivating contingencies is minimal. Managers become
leaders whenever they use more than extrinsic consequences, such as rewards or
penalties, to bring out the best in people.

Lesson 1. Leaders Help People Appreciate Intrinsic Consequences
The magnitude, frequency, quality, and immediacy of extrinsic—external or extra—
consequences under managers’ control determine their potential impact on employees’
work behavior and performance outcomes (Goltz & Hietaperto, 2003). On the other
hand, leaders help people appreciate the intrinsic consequences of a task. What are
intrinsic consequences?
There has been much confusion in the literature and in public discourse with regard to
the term “intrinsic.”  Many authors discuss “intrinsic motivation” as if it comes from
inside a person as some kind of cognitive mechanism or person-state (e.g., Deci, 1975;
Deci & Ryan, 1985). In contrast, behavioral scientists do not put “intrinsic” inside people
where it cannot be observed, measured, and directly influenced. Instead, they define
intrinsic as “inherent to the ongoing task.” Intrinsically motivated behavior leads
naturally to external consequences that support the behavior (as supportive feedback)
or provide information useful for improving the behavior (as corrective feedback).
Most athletic behavior, for example, is followed by natural or intrinsic consequences
that provide supportive or corrective behavioral feedback. These consequences,
intrinsic to the task, inform athletes immediately about their current skill at swinging a
golf club, shooting a basketball, or throwing a football. The performers see the effect or
outcome of their behavior. Such intrinsic consequences can motivate participants to
keep trying, often without receiving an additional extrinsic consequence.
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Extrinsic consequences are extra consequences—rewards or penalties—added to the
situation to direct, support, or redirect a target behavior. For example, when professors
offer their students extra credit points for “volunteering” to participate in an
experiment, they are using extrinsic consequences to motivate behavior. While there is
no disagreement in the research literature on the meaning of “extrinsic,” there has been
substantial confusion with regard to whether such consequences help or hinder self-
motivation and related performance (e.g., Cameron & Pierce, 1994; Carr, Mawhinney,
Dickinson, & Pearlstein, 1995; Flora, 1990; Kohn, 1993).
While managers are quick to motivate with the extrinsic consequences under their
control, leaders focus first on consequences that are intrinsic to a task and under the
participants’ personal control. Sometimes people do not see the intrinsic positive
consequences of their work behavior; or if they do perceive those natural
consequences, they might not appreciate them. Leaders help people believe their
particular job assignment is important, which makes intrinsic consequences invaluable
as indicators of personal success and directives for continuous improvement. Thus,
before giving employees an extrinsic financial bonus for achieving a certain level of
excellence, leaders point out the beneficial consequences that resulted naturally from
the desirable behavior observed: “Thank you. Your daily actively-caring reminders to use
appropriate PPE will someday save someone from a serious injury.”

Lesson 2. Leaders Focus on the Process: Managers for OHS are typically held
accountable for outcome numbers; in turn, they use those outcome numbers to
motivate others. The outcome numbers for OHS are based on the relatively rare
occurrence of an injury. Such numbers are reactive, target the avoidance of failure, and
are not diagnostic for injury prevention. In contrast, safety leaders recognize employees
for performing proactive process activities that can prevent harm and lower injury rates.
When employees feel appreciated for the proactive safety-related behaviors they
perform in a work process, they develop a sense of personal responsibility to contribute
to the ongoing improvement of OHS.
Our culture seemingly promotes and supports an outcome perspective. Starting in
kindergarten, the focal point of our schooling is often on the final result rather than on
the process by which the students achieve that outcome. For example, students in the
author’s university classes appear obsessed with their grades, and they apparently lose
sight of the important long-term purpose of their "higher" education. Rather than
attending to the critical thinking and problem-solving processes related to a particular
theory or research method and results, students memorize the facts and formulae
needed to perform well on a multiple-choice exam. Moreover, rather than helping
students think creatively about a set of circumstances and explore various solutions to a
problem, many teachers just lecture the facts. Final grades are calculated and received;
students receive the short-term outcome/consequence.
Safety leaders hold people accountable for performing process-related behaviors that
contribute to preventing personal harm and lowering injury rates. When people see



4

SHE Culture (ISSN: 2736-0350) Special Issue: Vol-3, No.5, November/December, 2022

improvement in the process numbers, they feel rewarded for their efforts and develop a
sense of personal responsibility for continued contribution and never-ending
improvement. By focusing on the process, leaders help people perceive the personal
control they have over the ongoing, intrinsic consequences of their jobs.
A process-focused leader asks, "How did they do that?" rather than, "What did they
do?" It is not about an organization’s total recordable injury rate (TRIR), but about what
employees are doing or not doing every day to keep people safe from an unintentional
injury. When an outcome such as removing an environmental hazard or substituting at-
risk behavior with safe behavior is viewed as an achievement of a successful process
activity or "small win" (Weick, 1984), people's sense of personal control is enhanced.
They see the outcome as hard-won through their ongoing involvement in the OHS
process.
With continued support of people's attention to the process, leaders can continuously
improve the quality and the safety of production. Thus, while managers track outcomes,
leaders activate and support discussions of the ongoing processes needed to reach
optimal results. Conversations about an ongoing process keep people aware of what
they need to continue doing in order to maintain control of the intrinsic and extrinsic
consequences within their “Circle of Influence” (Covey, 1991).

Lesson 3. Leaders Rely on the Competence Motive
Humans are naturally motivated to learn, to discover, to explore possibilities, to
understand what is going on, and to be in personal control of worthwhile
consequences (Kaplan, 2000; White, 1959). In other words, people want to
participate competently at achieving worthwhile goals.
How can competence be improved? Does practice make perfect?  Practice increases
fluency, but without appropriate feedback, simply repeating a behavior does not
improve it. The most powerful feedback is that which is intrinsic or natural to the
task. Such feedback is most immediate and most valid. Leaders help people see the
power of natural/intrinsic consequences for increasing their competence
(Leadership Lesson 1).
Of course, intrinsic consequences are often not readily available nor sufficient,
especially for safety-related behavior. Therefore, behavior-based feedback needs to
be delivered extrinsically through: a) one-on-one coaching conversations (Geller,
1995, 2001c, 2020); b) periodic performance appraisals that focus on behavior
(Drake, 1997; Geller, 2002); and c) group data graphs that display a work team’s
level of safe performance, sometimes comparing the injury-prevention behaviors of
one work group with those of another (Williams & Geller, 2000).

Lesson 4. Leaders Make Feedback a Positive Experience
Sometimes BBS consultants discuss behavioral feedback as if it were naturally accepted
and applied. They seem to imply that involving employees in the development of a
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behavioral checklist and posting safe behavior percentages are all that is needed to
maintain an effective BBS feedback process. It is presumed that people look forward to
receiving feedback about their performance. This might be the case with the posting of
group percentages of safe-behavior, but posting such percentages for individuals can
promote a win/lose mindset and stifle teamwork or win/win interdependence.
Relatedly, many companies avoid the critical one-to-one feedback conversation
component of BBS.
How do you feel when someone asks, “Can I give you some feedback?” Do you expect a
positive experience? Most people do not expect to enjoy an interpersonal feedback
session. Based on a lifetime of experience, people often link feedback with criticism or a
reprimand rather than praise. Therefore, leaders do not expect people to look forward
to receiving one-to-one behavioral feedback. Leaders understand the importance of the
context of a feedback conversation. The nature of the interpersonal conversation or
group discussion regarding the results of a behavioral observation session determines
whether this process is appreciated, supported, and sustained. Leaders also consider
that many people will not look forward to their initial feedback meeting because they
expect to be corrected, perhaps even criticized. They realize that “constructive criticism”
is an oxymoron (i.e., criticism is neither appreciated nor informative and is rarely
constructive). Therefore, leaders try to make their first feedback session with an
individual positive and constructive. They might give only positive or supportive
feedback, without any reference to a behavioral deficiency or a need for improvement.

Lesson 5. Leaders Educate Before Training: A college or university class is considered
“education,” even “higher education,” but consultants who teach are usually considered
“trainers.” Colleges and universities have “Centers for Educational Excellence”;
industries have “Training Centers.” Thus, it seems colleges and universities educate,
while industries train. What is the difference?
Actually, many people use these terms interchangeably, as if they have the same
meaning. However, if you think about it, education and training are not the same. Do
you want your teenager to receive “sex education” or “sex training?” Are you satisfied if
your teenager receives only “driver education,” or do you prefer some “training” with
that education?
A focus on training reflects the mission to teach participants exactly what they need to
do in order to complete a particular task effectively and safely. Behavior-based feedback
is usually necessary for effective training. With a "training" mindset, however, managers
can come across as demanding a certain activity because "I say so," rather than because
"It's the best way to do it."
Education involves explaining the principles or the rationale behind a particular set of
procedures, thereby enabling listeners to understand why they need to follow a
particular protocol. With proper education, people can develop personal commitment
and responsibility for an action plan, rather than doing something a certain way because
a manager is holding them accountable.
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Pertinent education of principles can also inspire creative customization and ownership.
In other words, when leaders offer a reasonable rationale and relevant examples rather
than only a policy directive, individuals or work teams can select procedures that best fit
their situation. In the process of refining a set of procedures, people assume ownership
and follow through from a self-motivated or personal-responsibility perspective.

This is obviously a powerful way to increase worker satisfaction, enrich an organizational
culture, and inspire engagement in achieving and sustaining an injury-free workplace.

Lesson 6. Leaders Elevate Self-Efficacy and Response-Efficacy
Two belief-states influence the impact of a training session. Specifically, self-efficacy
refers to the belief that the individual can handle the procedures taught in a training
session. Having response-efficacy means the person believes that learning and following
the training protocol or process are useful in accomplishing a particular objective or
purpose (Bandura, 1997). This usually requires education: an explanation of the relevant
theory or rationale and perhaps the presentation of pertinent outcome data.
These two belief-states have applications and ramifications beyond training. For
example, both of these belief-states need to be addressed and enhanced for goal setting
to be most effective (Geller, 2002, 2018, 2020), as well as for scare tactics to motivate
appropriate behavior change (Hale & Dillard, 1995; Witte & Allen, 2000). Actually,
whenever you want to persuade an individual or group to participate in a certain
activity, it is critical to develop sufficient self-efficacy and response-efficacy.
How much efficacy is enough? Only the recipients of an assignment can answer this
crucial question. Therefore, leaders ask, “Do you believe you can do this?” and “Do you
believe this assignment is relevant to our mission to prevent injuries and will help to
achieve our vision of an injury-free workplace?” A “No” response to either of these
questions leads to the open-ended question, “What would it take to elevate your belief
that you can perform this task effectively and safely (self-efficacy), and that your
performance will help to cultivate an injury-free workplace (response-efficacy)?”

Lesson 7. Leaders Inspire Empowerment: In the management literature, empowerment
typically refers to delegating authority or responsibility (Conger & Kanungo, 1988).
When managers say, "I empower you," they ordinarily mean, "Get 'er done."  In
contrast, leaders first determine whether the "empowered" person feels empowered—
"Can you handle the additional responsibility?" This involves asking three questions to
assess self-efficacy, response-efficacy, and outcome expectancy.
As introduced in the prior leadership lesson, answering “Yes” to the empowerment
question, “Can you do it?” reflects self-efficacy—acquired through training. A “Yes”
answer to the empowerment question, “Will it work?” reflects response-efficacy
obtained through education. The third empowerment-assessment question—“Is it
worth it?”—targets motivation. In other words, this question asks whether the expected
outcome is worth the effort. People are motivated to perform an empowerment-
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relevant behavior when they believe their behavior will achieve a positive consequence
and/or avoid a negative consequence.

Lesson 8. Leaders Set SMARTS Goals
To make goal setting empowering, the author proposes the following SMARTS acronym:
S for Specific; M for Motivational; A for Attainable; R for Relevant; T for Trackable; and S
for Shared. The last “S” is added because sharing a behavioral goal with others enlists
social support. Friends and colleagues can provide interpersonal reminders and
behavioral support to facilitate goal achievement. Related to the previous leadership
lesson, a SMARTS goal is empowering because it is Motivational (“It’s worth it”),
Attainable (“I can do it”), and Relevant (“It will work”).
Although goal setting and empowerment precede the occurrence of goal-directed
behavior, each reflects the impact of motivational consequences. Feeling empowered
means the individual has answered “Yes” to the motivation question, “Is it worth it?”
and is activated to work toward achieving a given goal. If the goal setting was SMARTS,
the “M” for “Motivational” implicates one or more consequences. Feeling empowered
implies the individual is ready or activated to work toward achieving a designated goal,
which reflects the potential achievement of a particular consequence. Similarly, a self-
motivated individual is anticipating or has received a consequence (e.g., recognition or
supportive feedback) that supports self-directed rather than other-directed behavior.

Lesson 9. Leaders Listen First
Under pressure to get a job done, managers often speak first and listen to concerns or
complaints later. This is a reasonable strategy for efficient action. Managers are
challenged to make things happen according to an established plan, and this requires
specific directives and a method of consequence control to motivate compliance. After
describing an action plan and an accountability system, managers answer questions
from workers who want to accomplish their assignment correctly.
In contrast, safety leaders take time to learn the other person's perspective before
offering direction, advice, or support. Empathic listening is key to diagnosing a situation
from the participant’s perspective before promoting change for continuous
improvement. Although this approach to getting a job done is not most efficient, it is
usually most effective. It requires patience and a communication approach that asks
pertinent questions before giving advice. In this way, an individual or work team can
personalize an action plan or process for achieving a particular goal or outcome, and
thereby feel a sense of ownership.

Lesson 10. Leaders Promote Ownership: When managers direct by edict, they might get
efficient transfer of an action plan, but they might also stifle internal motivation or self-
accountability (Aronson, 1999). Behaviors performed to comply with a prescribed
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standard, policy, or mandate are other-directed (Watson & Tharp, 1997). Such behaviors
are performed to satisfy someone else, and they are likely to cease when compliance
cannot be monitored. This happens, for example, when employees use personal
protective equipment (PPE) at work but not at home for similar or even riskier tasks.
When the development of an action plan involves those who are expected to carry out
that plan, ownership for both the process and the outcome can develop. In other words,
when leaders give a reasonable rationale for a desired outcome and then offer
opportunities for participants to customize methods for achieving that outcome, they
facilitate a special kind of motivation. This motivation comes from within the individual,
and it is commonly referred to as internal or self-directed motivation. In this person-
state, people participate because they want to, not because they have to. They feel
empowered to do the best they can for their work team and their organization (Barling,
2014; Geller, 2016b, 2020).

Lesson 11. Leaders Encourage Choice
The advantages of giving people choices are well documented (e.g., Geller, 2001b,
2016b; Langer, 1989; Steiner, 1970). Having more opportunities for personal choice
increases both self-motivation and a sense of personal control. Moreover, the greater
people's sense of personal control, the more likely they are to participate in efforts to
improve OHS and the overall welfare of others. In other words, people who perceive
personal control are more likely to actively care for the safety and well-being of other
people (Geller, 2001a, b; 2018).
Langer (1989) reported a series of field studies that support the value of giving people
opportunities to make choices. In one seminal research project, Langer and Rodin (1976,
1977) gave one group of elderly nursery-home opportunity to care for a houseplant and
to make a number of minor decisions about their daily routines. A year and a half later,
these residents were more cheerful, alert, and active than a similar group of residents
who were not given those choices. These residents were also given a houseplant, but
the nurses took care of it. The most remarkable result of this choice manipulation was
that after a year and a half, less than half as many of the residents in the Choice group
had died as those in the other group.
Similarly, Olsen, Schmidt, Winkler, and Wipfli (2011) observed significantly more
compliance with behavioral self-monitoring when the participants chose their target
behavior. Moreover, Ludwig and Geller (1997) only observed response generalization
(or a spillover effect) among pizza deliverers who had selected their percent-safe goal
for complete stopping at a particular intersection. Specifically, while all drivers achieved
the 75% complete-stopping goal, only those drivers who had participated in selecting
that goal evidenced an increase in both buckling their vehicle safety belt and signaling a
right turn when leaving the store parking lot.
Langer (1989) suggests we can become more aware of personal control and enhance
our self-motivation by becoming more mindful of our numerous choices during ordinary
activities.  For example, we choose when to get up in the morning, what to wear, what
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to eat for breakfast, and how to travel to work. The routine might seem very familiar
and similar every morning, and therefore it is easy to become mindless about personal
control. Langer advises us to consider that there are many alternatives for each set of
behaviors, and we willingly select an option. This mindset can increase our sense of
personal choice, personal control, and self-motivation.
Thus, besides actually giving people more choices, leaders can help them become more
aware of how they already shape their days. This can increase their perception of
personal control and their self-motivation. Helping people see their options can also
give them pause to consider other alternatives that could be more useful, productive,
and safe. Hence, when leaders help others become more observant of their everyday
choices, they not only increase people’s awareness of personal control, they also set the
occasion for more effective and safe decision-making.

Lesson 12. Leaders Set Expectations
Most employee behaviour at a worksite starts as other-directed, meaning it is
performed because someone asked for it (Watson & Tharp, 1997). Such behavior
remains other-directed or advances to a self-directed or self-motivated state (Geller,
2001a, b; 2016b) depending to some extent on how the behavior was requested. A
behavioral request that comes across as a mandate or an absolute is likely to stay other-
directed. This is often the management approach to OHS, as illustrated by regulatory
compliance issues and the once-common slogan, "Safety is a condition of employment."
Leaders can facilitate a shift from other-directed to self-directed behavior by initiating a
process or action plan with an expectation rather than a mandate (Foti & Boyd, 2016).
What is the difference? Both approaches specify desirable outcomes and establish the
need for certain behaviors as process activities, but an expectation infers some choice.
While an expectation implies a certain outcome is anticipated, there is room for
individual and group decision-making regarding achievement methods and procedures.
When people realize what is expected of them and perceive some personal control in
how to reach a designated goal, they are more likely to own the process and transition
from an other-directed to a self-directed mindset.

Lesson 13. Leaders look beyond the outcome numbers
Managers focus on the outcome numbers; in safety that means injury records and
worker-compensation costs. When the author has discussed a particular application of
psychological science for OHS with managers or supervisors, he has inevitably received
the question, "What's the ROI or the return on our investment?"  Managers want to
know how much the new process will cost and how long it will take for the numbers (as
in TRIR) to improve. This analytical approach to OHS is obviously inspired by the popular
management slogan, “You can only manage what you can measure."
Leaders certainly appreciate the need to hold people accountable with numbers, but
they also understand that you cannot measure everything (Deming, 1991, 1992). There
are some things you do and ask others to do because it is simply the right thing to do.
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For example, leaders believe it is important to increase self-esteem, self-efficacy,
personal control, optimism, and a sense of belonging throughout a work culture.
Geller (1996, 1998, 2001a, b) discussed those five intangibles as person-states that
influence people's tendency to actively care or go beyond the call of duty for the safety
and well-being of others. Leaders do things on a regular basis to inspire these positive
dispositions in others, but they do not worry about measuring their direct impact on
these intangibles. They have faith in the intuitive and research-supported theory that
promoting these person-states is important. Relatedly, people take vitamin pills and
nutritional supplements regularly without noticing any measurable effects.
Now and then, it is a good idea to assess whether certain actions are influencing
people's person-states or subjective feelings in a desirable direction. This can be done
informally through personal interviews, unaided by a scorecard. Moreover, certain
interpersonal and group activities are beneficial, but their effects are not typically
measured. For example, genuine one-to-one recognition increases interpersonal trust
and feelings of importance; behavior-based goal setting builds feelings of
empowerment; and group celebrations facilitate a sense of belonging and
interdependency (Geller, 1996, 2001b, 2020). Leaders perform and support these sorts
of activities without expecting to see an immediate change in profits, production, or
workplace injuries. They do not need a monitoring scheme to motivate their attempts to
help people feel valued and part of an interdependent team effort. Such self-motivated
leadership inspires self-motivation in others.

Lesson 14. Leaders make more distinctions between people
We often give people global labels, such as student, patient, homosexual, union
representative, safety professional, athlete, or homeless person. Each label activates a
particular image and a set of individual characteristics. The generic category we give
people influences how we view them, judge them, and react to their communication
with us. This is the kind of confirmation bias or “premature cognitive commitment”
(Langer, 1989) that leads to stereotyping, prejudice, interpersonal conflict, and
sometimes even hate crimes.
To combat prejudice, educational efforts teach people to consider everyone equal, and
to stop putting people into different categories. In order to decrease prejudice and its
accompanying problems, we are told to stop discriminating. However, categorizing
people and things according to discernable characteristics is a natural learning process;
it is how we come to know and understand people and their surroundings.
Indeed, the key to reducing prejudice is to make more rather than fewer distinctions
between people. This is a key principle of humanism (Maslow, 1943, 1954) and the
foundation of humanistic therapy (Rogers, 1942). When people become more attentive
to the numerous differences among individuals and how these differences vary
according to the environment or an interpersonal context, it becomes increasingly
difficult to place people in generic categories. It becomes impossible to view people and
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their behavior as black or white, normal or abnormal, masculine or feminine, productive
or nonproductive.

Leaders put people's attributes and skills on a continuum. They do not consider
employees good or bad, skilled or unskilled, safe or unsafe; they observe workers’
behavior to assess a particular degree of competence or skill. Moreover, an employee’s
quality level for a certain attribute can fluctuate dramatically from one situation to the
next. Accordingly, leaders make more distinctions between people, and make fewer
global generalizations or stereotypes. This enables objective and fair linkages between
people’s talents and their job assignments, and fosters the kind of interpersonal trust
needed for an enriching Total Safety Culture (Geller, 1995, 2000).

Lesson 15. Leaders Express Gratitude
Considerable research has demonstrated that perceived gratitude—the person-state of
feeling grateful—significantly increases subjective well-being (SWB) or life satisfaction
(e.g., Emmons & Crumpler, 2000; Wood, Froh, & Geraghty, 2010). More specifically,
research has shown that feeling and expressing gratitude enhances positive emotions
and activates a sense of interpersonal belonging while decreasing distress and
depression (Emmons, 2007; Emmons & McCullough, 2003; Seligman, Steen, Park, &
Peterson, 2005). In fact, people are more likely to help others—perform prosocial or
actively caring behavior—when they feel grateful (Emmons & Mishra, 2011).
How can we increase perceptions of gratitude and thereby experience the beneficial
effects of this person-state? You know the answer: Offer sincere statements of personal
appreciation for another individual’s desirable behavior. Indeed, when you thank
someone for following a safe operating procedure (SOP) and setting a safe example for
others, you increase the probability of that behavior recurring, and you enhance SWB.
When one person thanks another for an observed desirable behavior, who experiences
a boost in SWB? Obviously, the individual who receives the recognition appreciates the
positive interpersonal exchange and likely experiences a boost in SWB, competence, and
self-motivation, and feels a positive connection with the benefactor—the person who
expressed gratitude.
How does an expression of gratitude affect the benefactor? You know the answer
because you have been there and experienced the reality of the expression, “It’s better
to give than to receive.”  Giving recognition or showing appreciation enhances the
benefactor’s person-state of gratefulness and SWB. For example, seminal research by
Seligman, Steen, Park, and Peterson (2005) demonstrated a potent way to increase
personal gratitude and SWB: Write someone a thank-you letter and then read it to that
individual.

Lesson 16. Leaders Promote and Support Self-Transcendence
The Hierarchy of Needs proposed by humanist Abraham Maslow (1943) is likely the
most recognized theory of human motivation. Maslow presumed that categories of
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needs are arranged hierarchically, and individuals do not attempt to satisfy needs at one
stage or level until the needs at the lower stages are satisfied.
People first attempt to fulfill their physiological needs—to have enough food, water,
shelter, and sleep for basic survival. After satisfying these needs, people want to feel
safe and secure. The need for social acceptance is next—the desire to have friends and
feel a sense of interpersonal belonging. When these needs are gratified, human concern
shifts to self-esteem—the belief of worthiness or personal success that typically results
from the approval of others. At the top of this hierarchy is the need for self-
actualization—the belief that one has reached his or her full potential. However,
Maslow revised his renowned Hierarchy of Needs shortly before his death in 1970, and
he placed self-transcendence at the top—above self-actualization (Maslow, 1971).
Self-transcendence implies going beyond self-interest to actively care for others. It may
seem intuitive that various self-needs require satisfaction before self-transcendent or
actively-caring-for-people (AC4P) behavior is likely to occur. However, individuals do
perform various AC4P behaviors before satisfying all of their personal needs. Mahatma
Gandhi, Nelson Mandela, and Mother Teresa are notable examples.
Please note that safety leaders reach the top of Maslow’s revised Hierarchy of Needs
every time they act on behalf of another person’s safety and/or health. In addition,
doing this helps to satisfy a leader’s lower-level needs that never get completely
satiated—social acceptance, self-esteem, and self-actualization. Consider this: Achieving
self-transcendence is the ultimate outcome and is self-reinforcing because it naturally
satisfies other high-level needs. The more employees who experience and teach others
the reciprocal positive effects of self-transcendent OHS behavior, the closer they come
to achieving an injury-free workplace.
When climbing Maslow’s Hierarchy of Needs, individuals reach need levels that
implicate consequences linked to self-motivation. For example, consequences that
boost one's sense of relatedness with others satisfy the need for acceptance or social
support, and consequences that certify a person's belief in personal competence to
accomplish worthwhile work are associated with self-esteem and self-actualization. In
other words, behavioral consequences that foster perceptions of personal competence,
interpersonal belongingness, and/or perceived choice also facilitate self-motivation, and
thus are likely to have more long-term impact than consequences unrelated to these
personal beliefs or person-states. Moreover, it is intuitive that reaching beyond self-
needs to help others stay safe and healthy can contribute to satisfying one’s needs for
social acceptance and self-esteem, and even self-actualization.

Lesson 17. Leaders Build and Maintain Momentum: It is quite fitting to end an article
on OHS leadership with a brief discussion of momentum. In fact, when the leadership
principles reviewed here are applied, momentum is usually initiated and maintained.
Three interdependent A-words are relevant to increasing and maintaining momentum:
Achievement of the participants, Atmosphere of the culture, and Attitude of the leaders.
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Achievement of the Participants
It is obvious that success builds success. Good performance is more likely after a run of
successful behaviors than failures. In sports, a succession of winning plays or points
scored creates momentum (Mace, Lalli, Shea, & Nevin, 1992). Knowing “the score”
creates excitement if your team is performing well or a sense of urgency if a loss is
inevitable without improved performance. This kind of observable and equitable
appraisal gives the team motivational feedback. It improves subsequent performance
and increases the probability of more success and continued momentum. Leaders
consider and report ongoing objective and impartial measures of performance that
enable regular evaluation of progress and motivate employees to participate in an
achievement-oriented process.

Atmosphere of the Culture: In sports, “home field advantage” means having fans
available to help initiate and sustain momentum. By packing the stands and cheering
loudly, fans create an atmosphere that can motivate the home team to try harder.
Similarly, the atmosphere surrounding a new safety-improvement intervention or
process influences the quantity and quality of participation. Are the employees
optimistic about the new initiative, or do they view the process as just another "flavor of
the month”? Do the workers trust management to give adequate support for a long-
term OHS intervention, or is this just another "quick fix" reaction that will be replaced
soon by another "priority"?
When the injury-prevention process of a work team is shared optimistically with the
entire workforce, people are likely to buy in and do what it takes to support the safety
mission. When this happens, interpersonal trust and morale build, along with a winning
spirit or mindset. People do not fear failure but expect to succeed, and this atmosphere
fuels more achievement from the process team.

Attitude of the Leaders
The coach of an athletic team can make or break momentum. Coaches initiate and
support momentum by helping both individuals and the team recognize their
accomplishments. This starts with a clear statement of a vision and behavior-based
SMARTS goals to get there. Then the coach enthusiastically holds individuals and the
team accountable for achieving those goals.

A positive coach can even help members of a losing team feel better about themselves
and give momentum a chance. The key is to find pockets of excellence to acknowledge,
and thereby boost self-confidence and self-efficacy. Then specific corrective feedback
will be accepted as key to becoming more competent and building more momentum. It
does little good for leaders to reprimand individuals or teams for poor performance,
unless they also provide a method the participants can use to perform better. Of course,
leaders explain and support an improvement method with confidence, commitment,
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and enthusiasm. For momentum to build and continue, support means more than
providing necessary resources. It means looking for success stories to recognize and
celebrate. This helps to develop feelings of achievement among those directly involved
(the team), as well as an optimistic atmosphere from others (the work culture).

Summary
This article discussed the critical role of leadership in the achievement and maintenance
of an injury-free work culture by illustrating 17 evidence-based qualities of effective
leaders, some of which imply real-world distinctions between management (i.e.,
managing behavior) and leadership (i.e., leading people). In most organizations, people
are assigned certain management roles, and for the most part, these individuals are
necessary for OHS success.

However, everyone in an organization can be a leader and influence more safety success
and culture enrichment by empowering others and bringing out the best in a workforce.
In other words, leaders come from all ranks of an organization and use more than
consequence control to empower others to be self-motivated and to actively care for
the safety and welfare of their coworkers.

To be sure, the management/leadership distinctions discussed here can be readily
operationalized into specific behaviors relevant to individuals in a particular work
setting.  However, these are guidelines rather than prescriptions; they are generic
research-based principles rather than behavioral directives. They can be applied today
to enrich a culture and improve the quality and safety of work life, while also increasing
the quantity and quality of daily safe production. Relatively few individuals are assigned
to manage, but anyone can choose to lead.
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Optimizing Psychological Safety: How to make it happen and why it’s vital
E. Scott Geller

Over the years, a number of terms have been introduced and applied to address the psychology
of occupational health and safety (OHS). In that regard, the author introduced behavior-based
safety (BBS) in 1979; and over the next decade, the BBS process of using worker-derived
behavioural checklist for peer-to- peer observation-and-feedback sessions flourished in
popularity and success (Geller, 1997; Krause, Hidley, & Hodson, 1996; Sulzer-Azaroff & Austin,
2000). Subsequently, the need to address more human dynamics than observable behaviour
inspired the foundation of people-based safety (PBS), which included the observation and
feedback process of BBS (Geller, 2005; 2008).

For numerous applications of BBS, the organizational context or culture has prevented optimal
injury-prevention outcomes. This led to the concept of safety culture or climate. OHS
consultants and trainers introduced methods to cultivate an organizational safety culture even
a Total Safety Culture (Geller, 1994; 2000; 2001) that could support a successful BBS or PBS
process. Consulting firms began marketing and implementing safety-culture surveys to assess
whether an organization was “ready for” an effective BBS process. The most beneficial culture
surveys pinpoint specific cultural adjustments needed to support an effective BBS process.
Recently, a new culture-related concept has entered the human-dynamics domain of OHS:
“psychological safety.”

What is Psychological Safety?
“Psychological safety is being able to show and employ one’s self without fear of negative
consequences to self-image, status or career” (Kahn, 1990, p.708). In psychologically-safe
organizations, participants feel accepted and respected, and believe they will not be humiliated
or punished when speaking up with questions, concerns, mistakes, or new ideas. Employees
who feel psychologically safe are more engaged in their work; they speak up more often and
are motivated to improve the performance of their team and organization (Detert & Trevino,
2008; Edmondson, 1999).
Dr. Timothy Clark (2020a) describes four stages of psychological safety: inclusion safety, learner
safety, contributor safety, and challenger safety. Inclusion safety is the foundation stage when
individuals feel accepted in their group or work team. They sense a comfortable person-state of
belongingness and interdependency.
In the next stage which is learner safety, the individuals participate in ongoing learning and

teaching. As learners, they openly demonstrate vulnerability by asking questions and
requesting help without fear of ridicule or embarrassment. They solicit feedback to be the best
they can be; and whenever appropriate, they provide feedback to teach others. In other words,
team members at this stage of psychological safety cultivate ongoing continuous improvement
as both learners and teachers, depending upon situations and circumstances.

When employees or team members give others supportive and/or corrective feedback,
they have reached the stage of “contributor safety.” With a make-a-difference mindset, these
individuals feel empowered to make meaningful contributions to their team and the

E. Scot Geller (2022). Optimizing Psychological Safety: How to make it happen and why it’s vital, SHE Culture
Journal, Vol 3. No.5
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organization. Participants achieve the ultimate level of psychological safety when they feel
comfortable challenging the status quo. Dr. Clark refers to this state as “intellectual bravery”—a
“willingness to disagree, dissent, or challenge the status quo in a setting of social risk in which
you could be embarrassed, marginalized, or punished in some way” (Clark, 2020b, p. 10).

Note how these four levels of psychological safety suggest the use of various survey
items or questions to determine the level of psychological safety perceived by an individual.
More specifically, a culture survey could request employees’ opinions regarding the following
statements by assigning each statement a score of “1” to “5” on a Likert scale, with “1” for
“Totally Disagree” and “5” for “Totally Agree.” [Please note that these survey items are only
suggestions, and would need to be customized for a particular workplace.]

1. I feel a positive sense of belonging within my work team.
2. I am comfortable asking my supervisor questions about my job.
3. I willingly ask my coworkers for their assistance whenever needed.
4. I often provide work-improvement advice to other employees.
5. I contribute to the overall success of my organization, beyond just completing my job
assignments.
6. I feel comfortable suggesting alternative work plans or practices to my supervisor.

7. I have voiced concerns to management about company policy without a negative
consequence.

8. I have received words of approval from my supervisor after suggesting a change in a
particular work procedure, process, or plan.

Connections to OHS
An article in Safety+Health (Vargas, 2021) introduced psychological safety as a “hot concept in
management” (p.42), and reported related interview statements from esteemed safety
professionals. For example, Rosa Antonia Carrillo stressed the need for employees to “feel it’s
psychologically safe to give you bad news, to share mistakes, to share concerns or even give
you critical feedback, because we can’t improve without that feedback” (p. 43). Relatedly, Mark
Hambrick, regional health and safety manager at Silent-Aire USA, reported that “psychological
safety is the ability to have tough conversations and grow from them as an individual, group,
team and organization” (p. 44).

As indicated earlier, the injury-prevention success of BBS depends on the delivery and
acceptance of one-to-one behavioural feedback.  After completing an employee-derived
behavioral checklist, including reports of environmental factors that might have influenced the
observed behavior, the observer should communicate the results to the observed worker.
However, many organizations and their employees bypass this BBS step, and deliver the
checklist information to an individual who enters the data on a computer program that
computes averages for comparing safe and at-risk percentages across work teams, both within
and between organizations.
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Why do many BBS applications omit the critical interpersonal feedback process? An obvious
answer: psychological safety is lacking. What does this mean in practical operational terms?
What is lacking in an organization that omits the invaluable interpersonal conversation
component of BBS? Yes, we are back to considering the safety culture—the environmental and
social context of the workplace that can facilitate or stifle psychological safety.

Cultivating Psychological Safety:
Given the obvious benefits of psychological safety, we arrive at the pivotal question: How can
an organization cultivate a work culture that promotes, supports, and sustains psychological
safety among its employees? A one-word answer to this vital and provocative question is simply
“leadership.” The leaders of an organization set the cultural tone of that organization, thereby
enabling or disenabling interpersonal trust and the frank and open dialogue that reflects a
particular level of psychological safety.
Many safety professionals have authored articles that identify a variety of leadership
characteristics that inspire and support psychological safety, including the author of this article
(Geller, 2000, 2008, 2016). Here we consider six basic leadership qualities that have been
empirically verified to distinguish the leaders of “good” versus “great” companies, and note
their connection to encouraging and nurturing psychological safety. Many readers will
recognize this reference to the classic best seller: “From Good to Great” by Jim Collins (2001).
More than two decades ago, Jim Collins and his research team studied eleven companies that
transitioned from being good to being great and had sustained this level of excellence for at
least 15 years. They systematically compared these good-to-great companies with a carefully-
selected set of eleven companies that maintained good productivity and profits for at least 15
years, but never made the leap from good to great. Collins and his research team found a
number of common qualities among the good-to-great companies. Among these distinctions
were the following leadership characteristics observed at the eleven good-to-great
organizations. Please consider how each of these six leadership qualities relate to cultivating a
work culture that facilitates psychological safety.

1. Manifest Personal Humility or Compelling Modesty
This leadership quality receives priority attention in Collins’ book. He relates several case
studies of companies that did not reach their potential because their leaders were more
concerned about their own notoriety than the reputation of their company. The “good-to-great
leaders never wanted to become larger-than-life heroes,” rather they “were seemingly ordinary
people quietly producing extraordinary results” (p. 28).

2. Project Success beyond Self
Related to the first leadership quality, good-to-great leaders attribute company success to
factors other than themselves. As systems thinkers, they see the big picture and realize their
success is contingent on the daily small-win accomplishments of several individuals. They
routinely acknowledge the synergistic contributions of the many employees who enable
remarkable results.
3. Accept Responsibility for Failure:
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While spreading success beyond themselves, the good-to-great leaders take full responsibility
for organizational failures. They face the brutal facts of less-than-desired outcomes, and they
hold themselves accountable without blaming other people or just “bad luck.” Interestingly,
Collins and his team found that the leaders of the comparison companies often blamed others
for lackluster performance, while taking personal credit for extraordinary results. Social
psychologists call this the “self-serving bias” (Mezulis, Abramson, Hyde, & Hankin, 2004).

4. Promote a Learning Culture
Humble leaders are open to new information. They are always learning, with a fervent belief in
never-ending improvement. The good-to-great leaders facilitate fact finding to learn and
improve, not to find someone to blame. They lead with questions rather than answers, and
they promote frank and open dialogue and debate. The result: Employees are not satisfied with
the status quo, but are continuously engaged in finding ways to improve company
performance. They are constantly alert to possibilities for process refinement—diligently
searching for the best solutions to problems, and regularly submitting suggestions to fine-tune
their operations.

5. Work to Achieve, not to Avoid Failure
Although they reveal and face brutal facts, the good-to-great leaders never waver in their
resolve for greatness. Failure is not an option; it is not even considered. With an optimistic
stance, these leaders focus on achieving exemplary success. They attend to their envisioned
enterprise with fanatic consistency and a disciplined constancy of purpose.

6. Encourage Self-Motivation for Meaningful Work:
Self-motivation is key to safe and long-term productivity and is enhanced whenever
perceptions of personal choice or autonomy, competence, and community or relatedness are
heightened (Deci & Flaste, 1995; Deci & Ryan, 1995; Geller, 2016b). Moreover, people are self-
motivated when their behaviours provide natural ongoing consequences that are rewarding.
When does behaviour on the job become intrinsically rewarding and self-motivating? Answer:
When people believe their work is meaningful. When does this happen? Answer: Sometimes
the special value of the effort is obvious, as when people are engaged in activities that prevent
unintentional injuries. However, even in these cases, it is critical to provide interpersonal
appreciation, gratitude, and supportive feedback to reassure people that they are
accomplishing meaningful work. Great leaders know how to promote and support self-
motivation, and they do this often. This sixth leadership quality is especially significant for OHS,
because it defines a self-transcendent source of self-directed motivation (Maslow, 1971).
Specifically, working to keep people injury free is obviously meaningful actively-caring-for-
people (AC4P) behavior that fuels self-motivation. In this regard, Jim Collins ends his best seller
with the following: “It is impossible to have a great life unless it is a meaningful life. And it is
very difficult to have a meaningful life without meaningful work” (p. 210). Safety leaders do
meaningful work and therefore have meaningful lives.
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Great Leaders and Psychological Safety:

The obvious connections between the qualities of good-to-great leaders, defined more than
two decades ago by Jim Collins and his research team, and the leadership qualities purportedly
needed to inspire and support psychological safety are quite remarkable. Indeed, Susan Vargas
(2021) concluded her introduction to psychological safety by listing five ways for anyone to
cultivate psychological safety: 1) Ask questions; 2) Be humble; 3) Build relationships; 4) Value all
perspectives; and 5) Foster autonomy. While managers and supervisors are assigned their
corporate positions, any employee can choose to be a leader by practicing the six qualities of
good-to-great leaders reviewed here as key to nurturing psychological safety. Please note also
that these leadership qualities are relevant beyond the workplace to educational facilities,
community-service agencies, sports teams, and the home.

Conclusion
This brief article addressed an important human dynamic that is becoming rather prevalent in
the corporate world these days, including OHS. While the concept of “psychological safety”
might seem new to some readers, it actually appeared in the management literature at least 30
years ago. Plus, while the safety and productivity advantages of cultivating a work, educational,
or home culture that facilitates and supports psychological safety are obvious and demand
serious consideration, such a mission or vision is certainly not new. As explained herein, the
need to cultivate a culture of interpersonal trust, interdependent collaboration, and continuous
improvement has been a primary mission of OHS since the 1980s or perhaps earlier. Indeed,
the leadership strategies proposed to enhance and support psychological safety are the same
as those identified empirically more than 20 years ago as qualities practiced by the leaders of
especially successful organizations. A revelation that a particular human dynamic is not new nor
innovative does not detract from its relevance and importance. If a new label for a useful
concept attracts more attention and implementation, then positive progress has been
accomplished.



SHE Culture (ISSN: 2736-0350) Special Issue: Vol-3, No.5, November/December, 2022

References
Clark, T. R. (2020a). The 4 stages of psychological safety: Defining the path to

inclusion and innovation. San Francisco: Berrett-Koehler Publishers.
Clark, T. R. (2020b). To foster innovation, cultivate a culture of intellectual

bravery. Harvard Business Review, October 13. https://hbr.org/2020/10.
Collins, J. (2001). From good to great. New York: Harper Collins.
Deci, E.L., & Flaste, R. (1995). Why we do what we do: Understanding self-

motivation. New York: Penguin Books.
Deci, E. L., & Ryan, R. M. (1995). Intrinsic motivation and self-determinism in

human behavior. New York: Plenum.
Detert, J. R., & Trevino, L. K. (2008). Speaking up to higher-ups: How supervisors

and skip-level leaders influence employee voice. Organization Science, 21
(1), 249–270.

Edmondson, A. (1999). Psychological safety and learning behavior in work teams.
Administrative Science Quarterly, 44 (2), 350–383.

Geller, E. S. (1994). Ten principles for achieving a Total Safety Culture.
Professional Safety, 39 (9), 18-24.

Geller, E. S. (1997). Practical behavior-based safety: Step-by-step methods to
improve your workplace. Neenah, WI: J.J. Keller & Associates, Inc.

Geller, E. S. (2000). Ten leadership qualities for a Total Safety Culture: Safety
management is not enough. Professional Safety, 45(5), 38-41.

Geller, E. S. (2001). The psychology of safety handbook. Boca Raton, FL: CRC
Press.

Geller, E. S. (2005). People-based safety: The source. Virginia Beach, VA: Coastal
Training and Technologies Corporation.

Geller, E.S. (2008). Leading people-based safety: Enriching your culture. Virginia
Beach, VA: Coastal Training and Technologies Corporation.

Geller, E. S. (2016a). Leadership lessons for OSH professionals: How to nurture
engagement for injury prevention. Professional Safety, 61(6), 63-71.

Geller, E.S. (2016b). The psychology of self-motivation. In E.S. Geller (Ed.),
Applied psychology: Actively caring for people (pp. 83-118). New York:
Cambridge University Press.

Kahn, W. A. (1990). Psychological conditions of personal engagement and
disengagement at work. Academy of Management Journal, 33(4), 692–724.

Krause, T. R., Hidley, J. H., & Hodson, S. J. (1996). The behavior-based safety
process: Managing improvement for an injury-free culture (2nd Edition).
New York: Van Nostrand Reinhold.



SHE Culture (ISSN: 2736-0350) Special Issue: Vol-3, No.5, November/December, 2022

Maslow, A. H. (1971). The farther reaches of human nature. New York: Viking.

Mezulis, A. H., Abramson, L. Y., Hyde, J. S., & Hankin, B. L. (2004). Is there a
universal positivity bias in attributions? A meta-analytic review of
individual, developmental, and cultural differences in the self-serving
attributional bias. Psychological Bulletin, 130 (5), 711–747.

Sulzer-Azaroff, B., & Austin, J. (2000). Does BBS work? Behavior-based safety
and injury reduction: A survey of the evidence. Professional Safety, 45 (7),
19-24.

Vargas, S. (2021). Psychological safety: A hot concept, can it help create safer
workforces? Safety+Health, 203 (6), 42-45.



SHE Culture (ISSN: 2736-0350) Special Issue: Vol-3, No.5, November/December, 2022

Understanding the “Dysfunctional Practices that kill your safety culture” and learning what we can do about them is one step to breaking the
safety plateau and achieving zero injury. The editorial team highly recommends this book to all EHS practitioners and industries seeking to
achieve an injury free workplace – SHE Culture Team

“Labelling, blaming, fishing for faults and rushing to judge are among several dysfunctional practices that kill your safety culture.
It is vital that we pay attention to them and understand what we can do about them.” Labeling is a natural human tendency.
“Stupid” is a label, no one is stupid. Labeling starts arguments and entrenches people against each other. You can’t fix a label….”
- Dr. Tim Ludwig

SHE Culture Journal Editorial Board Advisor for
Africa, Asia and Middle East Prof. Patricks-E.C,
interacts with other authors, publishers and
technical reviewers during an interactive
session in the United States. Top Left. Photo
with Quality Safety Edge team, Top middle with
Dr. Terry McSween of QSE and top right with Dr.
Aubrey Daniels

In any event because positive reinforcement always
increases safe behaviours, data showing slow
improvement and plateaus tells us that we are doing
something wrong. What it is not telling us is that people
are careless, don’t concentrate, don’t think or don’t care.
The antidote to slow or flat improvement lies primarily in
the culture that managers and executives create in which
employees need to work safely. A culture of negative
reinforcement and punishment will never be able create
or sustain good safety results. Dr. Aubrey Daniels
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Testimonials & Endorsements

On May 2, 2018 at 2:07 AM: Dr. Steve Roberts of SPS wrote
Patricks,
“Thank you for the email. SHE Culture journal and
newsletters contain an impressive amount of
information. Thank you for this edition.”
Regards,
Steve
Steve Roberts, Ph.D.
Senior Partner
Safety Performance Solutions Inc.
---------------------------------------------------------------------
---------------------------------------------------------------------
--------
On May 6, 2018 at 1:21 PM: Dr. Timothy Ludwig wrote
Patricks,
“I very much enjoy reading SHE Culture journals. They are a
wealth of information and I appreciate your summaries of my
work…..”
Regards,
Tim
Timothy D. Ludwig, Ph.D.
Safety-Doc.com
-----------------------------------------------------------------------------------
-----------------------------------------------------------------------------------
------
On May 1, 2018 at 5:17 PM: Jerry Pounds Wrote
Dear Dr. Patricks,
Very nice. As good, if not better, than most of the journals and
newsletters we see in the US. Nicely put together.
Jerry
Jerry Pounds PhD
President, International Division
www.qualitysafetyedge.com

On Sat, 13 Aug 2022 at 21:19, Scott Geller wrote:
“Since 2017, I have been reviewing SHE Culture
journal. Many of those publications deliver practical
solutions for solving industrial safety and health
issues, and provide evidence-based information for
academic teachers and students, especially those
studying and researching human factors engineering
and loss prevention. I hereby endorse this journal.”
E. Scott Geller, Ph.D.
Alumni Distinguished Professor
Center for Applied Behavior Systems
Virginia Tech, Blacksburg, VA 24061-0436, USA

…………………………………………………………………………………
…………………………………………………………………………………
On Aug 31, 2022 at 12:30 PM Uddesh Kohli (IFTDO-
SG wrote:

I/We have assessed the industry problem solving
and academic research publication and journal- SHE
Culture over the years.
We consider this publication useful for industry
safety solutions and knowledge exchange in the
academia relevant to the discipline of human factor
engineering and loss prevention.

Uddesh Kohli
SG, IFTDO
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