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INTRODUCTION

Organizations in the UK are legally obllged to provide safe working conditions for their employees
(Health and Safety at Work Act, 1974)" and there is extensive guidance avallable on how this might
be achieved from the UK’s Health and Safety Executive (e.g. HSE, 2013)? and membership bodies of
safety practitioners and professionals such as the Institution of Occupational Safety and Health
(IOSH). Furthermore, many academic studies indicate a wide range of different practlces that are
empirically linked to safety performance in organizations. To illustrate Hale et al. (2010)° provided a
framework to categorise organizational interventions that contribute to improving safety, with each
main category containing a number of practices. Monitoring, feedback and learning systems for
example, included supervision; task checking and monitoring; incident analysis; inspection; and
review and feedback, while from the same framework, safety management systems embraced the
presence of a safety commlttee specialist advisory service; safety officer and risk assessment. In
addition, Shannon et al. (1997) in their review identified some of these same practices, but also
highlighted good housekeeping, amount/duration of training, conducting safety audits and delegating
safety activities. Yet despite this diversity of available safety practices to ensure safe working
conditions and extensive guidance on their implementation, which ought to provide comprehensive if
not complete coverage, accidents and injuries still occur. Why?

One possible explanation may lie in a failure to appreciate why a particular safety practice results in
improved safety outcomes and in which circumstances it does so, in other words the context specific
nature of practice. As a result inappropriate safety practices may be implemented and are deemed to
be largely ineffective in improving safety performance. This may arise, for example, when rules are
developed centrally in an organization and with limited engagement with particular local conditions.
Moreover, rules may be contradictory resulting in confusion and non-compliance (Lawton, 1998°;
Mascini, 20056). Hale and Borys (2013)7 point to a body of evidence that demonstrates that safe
working practices are violated, almost routinely. Drawing on Dekker's Model 1 and Model 2 of safety
they suggest that practices developed “bottom-up” (Model 2), in response to the dynamic work
environment may result in locally viable practices which deliver safe outcomes, because “top-down”
(Model 1) generic practices, which are necessarily abstracted from the immediate circumstance found
on the ground, cannot always adequately address the disparate local conditions.

Design science research which seeks to specify interventions that transform present practices and
improve the effectiveness of organizations (Denyer et al., 2008) supports this suggested line of
argument. Design sciences, including engineering and management, aim to develop knowledge to
solve field problems either by designing interventions to improve current practice or by creating
completely new systems Such prescriptive knowledge permits the development of design
propositions, which offer “a general template for the creation of solutions for a particular class of field
problems” (Denyer et al., 2008; p. 395) By following ‘CIMO-Logic’ [Context-Intervention-Mechanism-
Outcome] the design propositions capture what to do, in which situations, to produce what effect
whilst also offering some explanation of why this happens. This approach, when applied to safety,
may help managers and other practitioners’ better design, or implement more effectively, safety
practices to ensure safe working in a specified context.

The aim of this study is to develop design propositions for safety practices by identifying those
practices that achieve desired safety outcomes in a specified context and by providing new
explanatory insight into why this occurs. This report has two objectives. The first is to reV|ew existing
safety literature using a systematic literature review methodology (Tranfield et al., 2003)°, identifying
the contextual circumstances of existing empirical studies, those practices that have been deployed in
these circumstances and the impact on safety outcomes. The proposed explanations for these
effects, specified by the authors, will also be recorded. Design propositions for effective safety
practices in specific contexts can then be developed by synthesizing this information. These will be
reported in Part A of this report. It was evident from this literature review that there is a dearth of
empirical evidence to support the development of design propositions for safe working in service
sector organizations, which employ more than 75% of the UK workforce (Office for National Statistics,
2013)™. Part B of this report describes an empirical investigation through interviews of employees in
retail, office and warehouse environments to elicit the components of context, intervention,
mechanism and outcome in these environments. This empirical evidence is compiled and reported.
Tentative design propositions for safe working practices in these three environments are developed.
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Author Date Context Context Context (Significant) Outcomes Suggested Mechanisms
Interventions
(National and People & Relationship
sector) Organizational
characteristics
Bentley 2001 | UK - Postal 20 Offices Delivery Safety communication Reduced Attitude of manager
and Service comparing high office and supervision; hazard accident rates towards safety. Removal
Haslam and low manager and | management; equipment or control of hazard (direct
performance. postal delivery | and uniform management; effect). Influence on
Experienced officer accident investigation and workers (indirect effect)
DOMs with 35- reporting.
150 staff.
Burt, Sepie | 2008 | NZ - Predominantly employee - Identify hazards, accident | Reduced Trust.
and construction, males with at co-workers reporting, communicating | accidents
McFadden forestry and least 5 yrs work safety information, worker
energy experience and 3 support through team
or 4 yrs with working
current team.
Chew 1988 | Asia — n/a n/a Supervisory involvement, | Reduced injury none described
manufacturing training and rates
housekeeping.
Cigularov, | 2009 | USA —farm 200 farms. Mainly | adolescent Communication and Increased Safety locus of control.
Chen and workers livestock employee - feedback; advice reporting of Communication
Stallones owner errors
Dawson, 1984 | UK —chemical | 8 different Safety Identify hazards, assess Reduction in Technical control
Poynter and allied organizations specialist and risk, develop procedures, | numbers of
and industries relationship to | implement procedures, accidents or
Stevens others monitor injuries

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/
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Author Date Context Context Context (Significant) Outcomes Suggested Mechanisms
Interventions
(National and People & Relationship
sector) Organizational
characteristics
Donald and | 1996 | UK - Energy Single target Employees Safety teams, planning Reduced Responsibility.
Young company region and budgeting, accident rates Awareness. Trust
management involvement

Evans, 2005 | USA —wood 4 different Organization Housekeeping. Use of Reduced Prioritization of safety by
Michael, manufacturing | organizations. (manager) - PPE and safety guards. accidents and managers (values/beliefs)
Wieden- Predominantly employee injuries
beck and experienced
Ray males. Hourly

paid.
Hofman 1999 | USA - Single Organization Feedback, monitoring, Reduced Perceived Organizational
and manufacturing | manufacturing (supervisor) - | coordination of work. accidents. Support. Trust
Morgeson site. Employees work group Improved safety

arranged into 64 leader behaviours

work groups.

Work group

leaders

experienced older

workers.
Horstman- | 2002 | Australia — 22 Organizations. | H&S officer Training Reduced Awareness
shof, construction, Respondents relationship to accidents.
Hassall, manufacturing | were managers, others Improved
Hassall, and service employees or compliance
O’Connor sectors H&S officers
and
Glendon
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Author Date Context Context Context (Significant) Outcomes Suggested Mechanisms
Interventions
(National and People & Relationship
sector) Organizational
characteristics
Huang, 2004 | USA - Employees of 13 | Organization/ Execution of safety Reduced Perceived Organizational
Chen, shipping different supervisor - policies (safety accidents Support.
Krauss and companies companies. employee committee, disciplinary
Rogers Younger males measures, incentives,
with mixed PPE provision,
experience information display).
Communication & Control/autonomy.
Feedback. Clear job Competence.
descriptions
Kelloway, 2006 | USA - casual Young part time employees Leadership - Reduced Trust
Mullen and workers workers. transformational or injuries
Francis passive
Lingard, 2012 | Australia - Different work Supervisor- Execution of safety Reduced Values/beliefs of
Cooke and construction groups across a employee policies. Communication accidents supervisor. Role
Blismas number of sites and feedback. modelling.
Mearns, 2003 | UK - oil and Workers and Organization Enactment of safety Reduced Perceived Organizational
Whitaker gas supervisors on 13 | (management) | policies accidents Support. Trust.
and Flin off-shore rigs. - employee Awareness.
30% were control/autonomy.
experienced
workers.
Probst and | 2010 | USA — mixed Majority male Organization None clearly specified but | Accurate Contingent reward
Estrada sector mid-late 30s with | (supervisor) - relate to communication, accident
c. 9 yrs work employee training and safety reporting
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Author Date Context Context Context (Significant) Outcomes Suggested Mechanisms
Interventions
(National and People & Relationship
sector) Organizational
characteristics
experience. systems.
Rinefort 1993 | USA - HR managers supervisor - Workplace organization, Reduced Communication.
and Van chemical, from a range of employee especially span of control. | injuries Coordination
Fleet paper and organizations
wood
manufacturing
Smith, 1978 | USA - Site visits to 6 all employees | Management Reduced Trust. Reward/motivation.
Cohen, manufacturing | organizations. involvement, selection of accident rates Awareness. Role
Cohen, employees, training by modelling. Control
and peers, housekeeping,
Cleveland
Varonen 2000 | Finland - wood | 8 wood employees Management accident rates none described
and Mattila processing processing involvement, hazard reduced
organizations. awareness, training.
Vreden- 2002 | USA - hospital | Risk managers of | organization - | Selection. Training. Reduced injury Risk-aversion. Reward
burgh employees 62 hospitals with employees rates
390 employees
on average.
Wu, Li, 2008 | Taiwan — Employees from 4 | Organization Safety coaching. Safety Reduced Trust. Role modelling
Chen and university universities. One- | (leader) - caring. Safety control accidents
Shu laboratories third female. employee
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manufacturing
organizations

organization.
Male respondents
in 36 work
groups.
Experienced
workers

Author Date Context Context Context (Significant) Outcomes Suggested Mechanisms
Interventions
(National and People & Relationship
sector) Organizational
characteristics
Zohar 2002 | Israel — Single Supervisors - | Communication and Reduced Contingent reward
line workers feedback accidents

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/
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Author

Date

Context

Context

Context

(National and
sector)

People &
Organizational
characteristics

Relationship

(Significant)
Interventions

Outcomes

Suggested
Mechanisms

age range

Clarke and
Ward

2006

UK -
manufacturing

2 sites of
manufacturing
organization but
data merged.
Predominantly
experienced
males

Supervisor / manager -

employee

Leadership tactics —
inspiration,
explanation,
involvement.

Increased safety
participation

Trust

Conchie, Taylor
and Donald

2012

UK - all

Single site.
Predominantly
experienced
males.
Supervisors had
>5 yrs experience
on average and
were responsible
for 8 employees

Supervisor -
employee

Transformational
leadership practices

Increased safety voice
by employees

Trust

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/
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Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational
characteristics

Conchie and 2009 | UK - 5 projects within a | Supervisor-employee | Transformational Improved safety Trust

Donald construction single company. leadership behaviours
Predominantly
younger males
with >16yrs
experience.

Supervisors were
slightly older,
more experienced
and had been
supervising for 8
yrs on average.

Credo, 2010 | USA —drilling 6 sites. Project Organization Safety Improved safety Perceived

Armenakis, company personnel and (management) - communication, behaviours (compliance | organizational

Feild and field technicians employee management and participation) support

Young responsiveness.

Dahl and Olsen | 2013 | Norway - oil Offshore workers | Organization Leadership Increased safety Values and
on 28 different (management) - involvement in compliance beliefs of
platforms employee planning and manager about
employed by preparing work, safety
company. monitoring execution
Predominantly of work, encourage
male and over 36 team co-operation.
years

Worker competence

and involvement, role

clarity and monitoring
Page 13
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Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational

characteristics

DelJoy, 2004 | USA - retail 21 locations. FT Employees Safety policies and Perceived safety Perceived
Schaffer, chain employees but procedures Organizational
Wilson, many had worked (compliance, training, Support. Trust.
Vandenberg for <2 yrs. resources and Awareness -
and Buts feedback). communication
Communication and
support
Dunbar 1975 | UAS - 2 work groups of | Employees Housekeeping. Safety behaviours Trust - caring
Warehousing forklift operators. Safety
Young males. communication.
Griffin and Neal | 2000 | Australia - Employees Management values, | Safety behaviours Knowledge/
manufacturing inspections, training, understanding,
communications competence
Hofmann and 1999 | USA - Single Organization Feedback, Reduced accidents. Perceived
Morgeson manufacturing | manufacturing (supervisor) - work monitoring, Improved safety Organizational
site. Employees group leader coordination of work. | behaviours Support. Trust

arranged into 64
work groups.

Work group

leaders

experienced older

workers.
Hofmann, 2003 | USA - Army Young males. Team leader- team LMX - leadership Safety behaviours Trust - social
Morgeson and (logistics) member exchange
Gerras relationship

Page 14
Cranfield School of Management

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/



Safe Working: Designing Safety Practices for Service Sector Organizations

Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational
characteristics
Horstmanshof, | 2002 | Australia — 22 Organizations. | H&S officer relationship | Training Reduced accidents. Awareness
Hassall, construction, Respondents to others Improved compliance
Hassall, manufacturing | were managers,
O’Connor and and service employees or
Glendon sectors H&S officers
Kapp 2012 | USA - Hourly employees | Supervisor - employee | Transactional and Improved safety Contingent
manufacturing | at 6 sites. Males Transformational behaviours (compliance | rewards.
and with a spread of leadership practices and participation) Motivation
construction ages. (i.e. setting goals,
monitors
performance and
gives feedback, OR
role model, set
challenging goals,
encourage alternative
views, personalized
consideration)
Luria, Zohar, 2008 | Israel — Mainly males in Supervisors- Feedback, Safety Control
and Erev manufacturing | 30s. employees monitoring. behaviours(compliance)
organizations Workplace design
Mearns and 2008 | UK -ail Older moderately | employee - other (incl. | Enactment of safety Improved safety Perceived
Reader experienced supervisor, workmates) | policies behaviours Organizational
workers across Support.

18 sites.

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/
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Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational
characteristics

Parker, Axtell 2001 | UK - Heterogeneous team leaders - Work design (job improved safety Trust. Self-

and Turner manufacturing | sample in terms employees autonomy). Support. | behaviours (compliance | efficacy.

of age, gender Communication. and conscientiousness)
and experience.

Prussia, Brown | 2003 | USA — steel Single Managers/supervisors | Technical solutions — | Increased safety Self-efficacy.
and Willis manufacturing | organization had | - employees equipment, design of | compliance Risk-aversion.
undertaken a work and work place.

safety
improvement
programme over
preceding 5
years.

Thompson, 1998 | USA - aviation | no details Manager/supervisor - Management Safety compliance. Trust.

Hilton and Witt manufacturing Employees involvement. Safety conditions of Interactional
and workplace justice
warehousing

Tucker, Chmiel, | 2008 | UK - bus Males in early- employees None clearly Safety voice POS. co-

Turner, drivers mid 40s specified but relate to worker support

Hershcovis and communication.

Stride
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Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational
characteristics

Vinodkumar 2010 | India — Employees from organization - Safety training. Improved safety Understanding.

and Bhasi chemical 8 units. Most employees Management behaviours Motivation.
process were older than Commitment. Worker
industries 35 and had >10 involvement.

yrs experience Communication and
feedback. Safety
rules and
procedures. Safety
promotion

Watson, Scott, 2005 | USA — steel Single plant. employee - other (incl. | Monitoring. Improved safety Shared norms.

Bishop and plant Predominantly supervisor, workmates) | Communication and behaviours Values/beliefs

Turnbeaugh middle aged feedback. of managers

males.

Yagil and Luria | 2010 | Israel — Variety of Organization - Leadership: provision | Improved safety Social support
manufacturing | organizations. manager; manager- of PPE, reporting, compliance from co-
organizations Males, with an employee training, listening, workers.

average age of holding safety Values of
almost 40, and 10 events, disciplines managers
years work unsafe behaviour, about safety
experience. safe work

environment, audit

and monitor

compliance, safety

procedures,

feedback, role

modelling
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Author Date Context Context Context (Significant) Outcomes Suggested
Interventions Mechanisms
(National and People & Relationship
sector) Organizational
characteristics
Zohar and 2003 | Israel — Mainly Supervisors -line Training. monitoring Improved safety Contingent
Luria manufacturing | experienced male | workers and feedback behaviours reward
organizations workforce in three
different
organizations

Source: IOSH (iosh.com) | Traduit par https://hseacademy.online/
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Age profiles also varied by sector (Figure 2). Interviewees in the retail sector spanned the whole age
range, but with a preponderance of younger people. The interviewees were slightly older in the
warehouse and more senior again in the office environment.

Figure 2: Age categories of interviewees in the different sectors

Figure 2.
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More than 60% of interviewees had been with their current employer for six years or more (Figure 3),
with little variation between sectors. Also, most interviewees had been with this employer for more
than one year. The responses were therefore mainly from experienced employees who were familiar
with their organization.

Figure 3: Duration of employment with current employer (years) for interviewees
from three different sectors

Figure 3.
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= Injuries from using manual handling equipment, including forklift trucks and pallet pumps.

Figure 5: Proportion of interviewees identifying particular hazards overall in the
three different environments
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Hazards

A further nine hazards were reported by between 10 and 20% of interviewees (Figure 5). These were:

= Moving vehicles, typically lorries in loading bays and cars in car parks;

= Falling objects from racks, shelves or cupboards;

= Fire;

= Sharp implements, particularly knives in cafes in retail outlets or warehouses;

= Falls from ladders, notably by employees in stock rooms in some warehouse and by field
workers from office locations and also hazards associated with working at heights;

= Hot food and drink found in cafes in retail stores, but also in kitchens in offices;

= Inattentive people, both customers and colleagues who do not pay attention to their
surroundings. This category also included aggressive customers;

= Falls on stairs; and

= Moving stock in cages in retail stores.
Eleven other hazards were less frequently mentioned (Figure 5). Often these were specific to an
environment, for example, obstructions in the stock rooms of one retail environment and escalators or

moving displays in another retail environment, or electrical items such as kettles and toasters or RSI
in the office environment.
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Figure 6: Hazards identified by interviewees in each of the three sectors
investigated in this study
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Figure 6 illustrates the differentiation of hazards by context. Some hazards, such as lifting (and other
manual handling hazards), trips and moving vehicles, were perceived to be present in all three
environments, while others such as ladders (and dangers of working at heights), stress, customers,
hot food and drinks, and then slips, sharp implements and the dangers of using manual handling and
other equipment, were found in two different paired sets of environments. Finally, some were found
only in one sector such as RSl in the office context.

The relative frequency of reporting of the hazards differed across these contexts (Figure 7). Trip
hazards were reported relatively more often by interviewees in an office than in a warehouse, while
manual handling issues were reported more often in retail settings than in offices. Reports of hazards
due to manual handling equipment and slip hazards were absent in the office environment, but not in
the others. Falls on stairs were more likely to be reported as a hazard in offices than in warehouses,
but falling objects were a more likely hazard in retail and warehouses than in offices.
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Figure 7: Sectorial differences in the proportion of interviewees identifying
different hazards (Red is retail, green is warehouses, blue is offices)

Figure 7.

0.80 -
H _
o 0.70
E060
2 0.
1S
8 0.50
£
« 0.40
o
c
.90.30
L nd
= 0.20
8
o 0.10
a
0.00
wn »n v o v
= c 2T 5 ¢ c 22 L 8 0 g as 2 5SS 3 5 3§ E 2
|-|-4-JU§ = = ~ ‘T @ O'OQUE—_L-I-JCGJE
& £ E c v Y 2 5 6% 8 E 6 2 8B B & =
=3 Q X g 52 5 2B 8 E@R 298 P g P I 2
> = c Cocx—'\CIJ T 2 O £ ®©® g
a0 o © o » 3 & o S W 4 g F 2 o
c () o V.on — cC O bL
S o ° 2:2 () SO o @
o g el EE € o 9 >~
o w on
= 5 3 & = 2
S
T o
Hazards

Even within sectorial contexts, interviewees in different organizations reported different hazards
(Figure 8).

Figure 8: Hazards reported by interviewees from four different retail organizations
(Blue = store A, red = Store B, green = Store C and purple = Store D)
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While a number of hazards appear to be common to all of the retail environments in this study (Figure
8), their relative importance may vary. Some were not reported for one organization (e.g. moving
vehicles) although there are moving vehicles involved in stock delivery. Other types of hazard were
limited to one retail organization (e.g. hot food (store C), escalators (store D), chemicals (store A) and
bombs (store C)).

Moreover, variation is also evident within an organization (Figure 9). Interviewees in the two

warehouses differed in their reporting of hazards, occasionally substantially so. For example, slips
due to spillages, moving vehicles and falling objects.

Figure 9: Hazards reported by interviewees from two different warehouses

Figure 9.

0.80
0.70
0.60
0.50
0.40
0.30
0.20
0.10
0.00

Proportion of interviewees

Hazards

The four main categories of hazards noted above were reported in different measures by interviewees
according to their role (Figure 10). Managers emphasised the hazards associated with using manual
handling equipment, supervisors emphasised slip and trip hazards while front-line workers more often
mentioned manual handling. There were other differences too. Falling objects (from racking, shelving
or out of cupboards) were salient to front-line workers but not supervisors or managers. Conversely,
fire was relevant to managers but less so to front-line workers. Both managers and supervisors
alluded to the dangers of moving vehicles, but this was less apparent among front-line workers.
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Figure 10: Hazards reported by managers (blue), supervisors (red) and front-line
workers (green) from three different low hazard environments

Figure 10.
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Willingness to challenge others

All interviewees indicated that they were prepared to challenge the behaviour of others if they were
working in an unsafe manner. Most of them were happy to challenge their peers, but fewer would
challenge those more senior to themselves including their manager. This difference between
challenging peers and managers appeared to vary by site. Managers at some locations within the
same organization were less approachable than others at different locations, perhaps reflecting their
more recent arrival to the site and the subsequent lack of familiarity with the staff.

While the interviewees said they would challenge, less than 40% actually did so, reflecting the
observation that “the majority would be reluctant to do that”. Often they would get someone else (e.g.
a manager, team leader or Health and Safety Adviser) to raise the issue. Again there is sectorial
variation. No challenges had been raised in the office setting, approximately 40% of interviewees
working in retail outlets while 50% of interviewees working in warehouses had challenged others.
There was also local variation within sectors. A majority of interviewees at one store had not actually
challenged their peers, whereas a majority of those in another store in the same organization had
challenged the unsafe working practices of another.

Where challenges occurred the focus typically had one of four common causes:

= Failing to wear personal protective equipment, particularly high-visibility vests or jackets in
areas with moving vehicles;

= Failing to tidy up and clear away rubbish, thereby creating potential trip hazards for themselves
and others;

= Failing to lift correctly; and

= Failing to follow correct procedures.

Is safety compromised for performance?

The majority (95%) of interviewees had a very clear view on whether safety was compromised for
organizational performance. Opinion varied discernibly across the three environments. In the office
environment all but one were adamant that safety would not be compromised for performance, “No,
definitely not. No. No.”. The exception was the Head of the QSHE department who said, “Frankly /'d
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Figure 11: Proportion of interviewees identifying different safe work practices in
three different sectors
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Practices

Practice descriptions

Training

Training, delivered in different modes for different purposes is a highly salient practice in ensuring
safety at work. All organizations offered an induction (even if it was only vaguely remembered,
especially by those working in an office environment). Induction typically included an H&S briefing and
often a tour of the building or site to indicate fire exits. In the warehouses it also included instructions
on how to use a pallet truck, a safety knife and a tape gun. In many of the organizations across the
three sectors, training was delivered either on-line or through DVDs. The content covered many of the
basic operational practices in the organization, as well as including those with a specific safety
component like manual handling. Safety training was therefore part of the basic training. These on-
line courses were ‘refreshed’ at regular intervals, often more frequently than annually. Face-to-face
training was used to supplement this on-line training, particularly in the warehouse environment,
where basic practices were demonstrated and then repeated back. This also occurred on some retail
stores. However, in these environments it was often aligned with observing.

Reporting/Investigating

Some form of incident or accident reporting was identified by a significant proportion of individuals in
all three sectors. There were near-miss reporting cards in the warehouses, or on-line incident forms in
many of the retail stores. Upon completion these would be reviewed by managers locally or centrally
in the head-quarters and investigated. Local investigations were reported centrally.
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Meeting to discuss H&S

All of the organizations held a periodic meeting, often designated a H&S Committee, where H&S
matters were discussed. Typically these were either monthly, if H&S formed part of a wider agenda,
or quarterly if the sole purpose of the meeting was to discuss H&S. A number of individuals were co-
opted into these meetings representing different units or stakeholder groups within the organization.

Observing
This involved designated individuals, typically team leaders, discretely watching others working and

then providing feedback to the individual, for example, on their manual handling techniques or use of
manual handling equipment. Poor technique could result in the need to repeat on-line training. This
observational practice was described overtly as sponsoring, where more senior individuals, including
front-line workers, were involved in the training of more junior staff in a coaching-style relationship.
These sponsors were required to sign-off the newer member of staff once they were deemed to be
competent and were accountable for their on-going safe working practices. This sort of relationship
encouraged individuals to challenge each other to work safely, use equipment properly and not seek
to cut corners and moreover, was expected by managers. Not only were individuals expected to
challenge others, including those more senior than themselves if they saw them working unsafely, but
they were also expected to continuously monitor the environment around them, aiming to keep it tidy
and establishing good housekeeping practices. Checking or monitoring was practised by managers in
response to the prescribed checklists circulated by their headquarters at regular intervals, typically
monthly. These provided a checklist of actions that needed to be completed and signed for. The
report was then returned to their headquarters for monitoring by the central QSHE team.

Organizations protect their employees by providing appropriate personal protective equipment (PPE).
In these contexts this was mainly high visibility jackets to wear when walking in areas where there
were vehicles: Lorries in delivery yards; cars in car parks; forklift trucks in stock areas. Assessing risk
generally across all facets of activity in the organization or specifically around DSE in office
environments were part of the management and supervisory roles. Organizations developed roles
either formally or informally that regularly advised or supported H&S practices within the organization.
Advising roles were discrete formal roles, while H&S Champions were an informal role with a
responsibility to monitor H&S and advocate for it.

All organizations provided information on-line that individuals could access as needed. These
included guidelines on specific practices as well as more general H&S guidance. In addition the
QSHE team in the headquarters of all organizations had developed policies for H&S that were
updated. The QSHE team was also available to give advice as required. Finally, organizations
communicated to employees about health and safety in various ways using newsletters that needed
to be acknowledged as having been read or by visual displays such as posters on noticeboards.

Sectorial differences in practices

Not all of the 41 reported practices were considered equally important, as indicated by the proportion
of interviewees who noted their existence. Some practices were deemed more important in particular
sectors than in others (Figure 11). For example, developing policies was referred to only by
interviewees in offices, whereas training in the use of equipment or the performance of tasks was
referred to only by interviewees in retail settings.

Figure 12 shows the distribution across sectors of those safety practices reported by more than 20%
of the interviewees in a sector to highlight the differential salience of practices between sectors. One
set of practices (reporting and investigating accidents and incidents) was common to all three sectors.
The prioritization of Health and Safety Committee meetings was evident in offices and warehouses,
perhaps this is a requirement of the organization to which they belonged. The reliance on informal
advocacy for safety through the appointment of safety champions and supporting informally with
safety advice was common to offices and retail. There were many practices that fell in the overlap
between retail and warehouse reflecting perhaps the commonality of areas of stock of different sizes
and the need for competent and effective performance in this arena.
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Figure 12: Safety related practices reported by 20% or more of interviewees in each
sector
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Some practices were apparently unique to particular sectors. In retail the practices of sponsoring,
observing and training for proficiency in task performance and equipment use was a coherent bundle
of practices that reinforced the need for skilful enactment of tasks and practices. While these
practices were enacted locally, the regular reporting to the organization’s headquarters through
weekly or monthly monitoring of inter alia training records and near miss and accident records and the
resultant actions, encouraged attention to performance. The warehouse relies on face-to-face
interactions through briefings to communicate, unlike the office environment in the same organization
where policies and procedures were written and posted on the intranet. Warehouses were the only
environment where man and machinery met extensively, and necessitated safety barriers. Continuous
monitoring of the physical work space reflected the frequently fast-paced nature of the environment
with considerable stock turnover (“I ship 32 million individually picked cases each year through 16
doors”) and the need for vigilance because conditions could change quickly. While a local safety
advisor was present in each of the warehouses, the office environment relied on a central QSHE team
from headquarters for formal safety advice.
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Figure 13: Safety related practices reported by 20% or more of interviewees in each
role
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The data on practices which support safety in organizations may also be examined from the
perspective of the different hierarchical roles (Figure 13). This analysis suggests that interviewees in
different roles attend to (and therefore comment on) different sets of practices. Some practices were
mentioned by all three roles: training, protecting through the provision of PPE, reporting and
investigating and observing. The absence of overlaps in the mention of practices between roles
suggests that there may be some exclusivity. Front-line workers alluded to being told what to do
through briefings and that they were to focus on good housekeeping and respect safety barriers
designed for their protection. Supervisors focussed on ensuring front-line workers were working safely
by making sure their training was up to date, challenging poor practices and providing support through
coaching and mentoring where necessary. They also played some part in the daily inspection of the
local work environment and were aware of, even if not necessarily involved in, the regular tracking
book submitted to headquarters. Managers referred to a greater number of practices, including:
setting procedures; developing policies; dealing with audits; seeking advice from QSHE team;
discussing health and safety at regular meetings; and assessing risks.

Who sets policy?

There was some uncertainty among about 10% of the total sample on the question of ‘who sets safety
policy and safety goals’ in these organizations. However, up to 30% of interviewees in some retall
organizations didn’t know where the policies and goals originated. In the office environment
interviewees, “imagine[d] the QSHE team do that”. “The HSE team | would have thought, | don’t know
of anybody specifically”. This lack of certainty contrasted with the much stronger conviction that
individually they had no involvement, “No, No, No”. It was all somewhat vague, “we usually get an
email when there’s something new”, which corresponds with the view from some retail organizations
where, if interviewees knew where the policies came from, they “imagine[d] most of it comes from
corporate” or simply from “someone up above”. When they didn’t know, or thought it came from their
manager by a process of “filtering down”, they were “just told to follow procedure and that’s what | do”.
There was a sense that policies from head office were followed passively, with only limited scope for
local adaptation: “We follow the company guidelines. No matter how big or small your store is you
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monitor safety were perceived to be adopted by between a quarter to one-third of interviewees in the
warehouses. Although accident reporting occurred there was considerable emphasis on near-miss
reporting. The data from these sources were considered at the regular health and safety meetings
and used to up-date information boards displayed throughout the building informing workers of lost-
time injury rates or injury frequency rates or time since last accident, for example.

There were some striking differences in awareness of practices for safety monitoring across the
organizational hierarchy (Figure 15). Managers emphasised the reporting of accidents and near
misses and gave less attention to the health and safety meeting, the weekly and monthly self-
assessment book and external inspections. Front-line workers were largely unaware of the latter
practices, but acknowledged the reporting of accidents and near misses. For them the focus was on
visual inspection. They were conscious that “people were spying” on them, but thought they had “got
their eyes open”, and were monitoring their environment. Supervisors were often the observers so this
featured strongly in their safety practices. They used daily check lists to help them as well as having
some responsibility for the weekly/monthly self-assessment book returned to head office. They also
attended health and safety meetings to discuss the accident and near-miss reports.

Figure 15: Practices reported by managers (blue), supervisors (red) and front-line
workers (green) in three different low hazard environments
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Performance measures

Changing safety performance

Interviewees rated the safety performance of their organizations in a variety of ways. Some gave a
score out of ten, ranging from six to ten. Most others used a qualitative description ranging from “very,
very good” to “only OK”; 50% thought it was “good”. A few others rated it as “fine” or “high”. These
assessments seemed to be based on an absence of serious accidents.

Only three of the interviewees (two from the same store) felt that safety performance in their
organization had deteriorated. The remainder, if they had an opinion, felt that it had either improved or
had remained the same. Sectorial differences were evident. In the office environment two thirds felt
that safety performance was improving because the profile had been raised and there were more
initiatives and “more guidelines to follow”, although this was “getting ridiculous”. There was also a
greater focus on DSE assessments. The remainder felt that safety performance was about the same.

In the warehouse environment less than 20% of interviewees felt that safety performance had
remained the same, and these were mostly from one site. Everyone from one site, and more than
80% overall, felt safety performance was improving, “coming on in leaps and bounds”, evidenced by a
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Nevertheless, ‘new institutional’ theory also suggests that aEparent convergence of structures and
practices may be symbolic (Suchman and Edelman, 1996)>'. Meyer and Rowan (1977)% in their
seminal article argue that symbolic conformity allows ceremonial display and decoupling of actual
practice from reported practices, so that a “logic of confidence” is maintained. Organizations can
display appropriate artefacts and maintain a fagade of proper practice that satisfies the expectations
of stakeholders in the external environment, while actually doing different things. This is not to argue
that safety practices are all a sham, but rather that in an uncertain and ambiguous environment ritual
performances allow organizations to give meaning to their activities for the benefit of different
stakeholders. This allows the possibility of difference in practice despite apparent convergence. It is
likely that many of the practices adopted in the organizations in this study, although superficially
similar, were different in detail. Training, for example, came in many forms and yet would be
described generically as training. Monitoring too may take many forms, although this variety is not
encapsulated and articulated in guidance notes like HSG65 (Health and Safety Executive, 2013)°.

The prioritization of particular safety work practices varied by sector. In the office environment there
was an emphasis on the collation and provision of safety information for individuals to access as
required. Accidents and near misses were reported and discussed at H&S meetings. Written policies
and procedures were developed and made available on-line. Posters communicated safety messages
informally. Advice was readily available through either a local H&S champion or a central QSHE team.
In the warehouse environment the safety practices emphasised the minimizing of risk in three ways:
by providing protection; by constant attention to work practices and working environment; and by
careful instruction through face-to-face briefings and readily accessible safety advice from an on-site
H&S adviser. The four different organizations in the retail environment seemed to focus on improving
competence through extensive training and on the monitoring of local activity by headquarters through
checklists and regular audit reports to ensure local compliance with central policies and procedures.

Table 9: Top three practices noted by managers, supervisors and frontline-workers
in three different sectors

Office Retalil Warehouse

Manager Assessing DSE Checking — Monitoring | Checking-Monitoring
H&S Committee Training — on-line Reporting/investigating
Developing policies Assessing risk Advising (H&S role)
(N=9) (N=15) (N=9)

Supervisor Support of QSHE Training — on-line Reporting/investigating
Team Protecting (PPE) Advising (H&S role)
Practicing fire drills Checking-monitoring Protecting (PPE)
Assessing DSE (N=29) (N=15)
(N=6)

Front-line worker Supporting — Training — on-line Protecting — safety
responsible person Observing barriers
Developing policies Protecting (PPE) Protecting — PPE

Assessing DSE Tidying up Advising (H&S role)
(N=4) (N=37) (N=16)

It was notable that different hierarchical roles in each of the three sectors gave different credence to
different practices (Table 9). In the office setting all employees anticipated the provision of a safer
place to work (through DSE assessments) and the availability of support or advice if needed, which it
rarely was. Employees in the retail environment anticipated competent colleagues who could reliably
and safely execute their tasks. This was reinforced by observation of front-line workers and checking
and monitoring to ensure safe working conditions and safe practice by supervisors and managers. In
the warehouses all employees welcomed the availability of local H&S advice. Managers here (like
those in retail) spent time checking and monitoring the work environment against standard criteria.
With their supervisors they followed up on accidents and near misses investigating them and
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