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Behavior-Based Safety (BBS) is the "application 

of science of behavior change to real world 

problems". or "A process that creates a safety 

partnership between management and employees 

that continually focuses people's attentions and 

actions on theirs, and others, daily safety 

behavior." 



What is Behavioural Safety ? 
Culture survey 

Leadership Cultural Assessment 

Measuring and target setting 

on management behavior 

Emotional led behavioural 

coaching Top Down Behavioural 

Interventions 

Target setting and feedback 

Bottom up 

Use of Total Quality tools in 

Behavioral Change   

Coaching on peer to peer 

interventions 

Emotional engagement 

Drama led behavioral 

challenge 

Integration of NLP,  Personal 

Situational awareness (alpha 

sleep) 

Conference based high 

energy challenge 

Root cause analysis 
Motivational analysis (ABC) 

Demonstrating leadership in 

HSE 

Context setting through use 

of visual management 

techniques 

Integrating Nudge theory 

into design and comms  

Developing Chronic unease 

Developing actions through 

employee led groups and 

committees 

Token economy – using 

physical tokens with value 

to charity to drive chosen 

behavior  





Understanding the Strength of What 

we are Trying to Change 



Evaluating what works 

How many times have you sat at a conference and 

someone has said :- 

 

‘We did this intervention, we spent a fortune on 

it and it failed miserably ?’ 

Why is that ? 



The Hawthorn Effect 

• The Hawthorne effect (also referred to as the 

observer effect) is a type of reactivity in which 

individuals modify or improve an aspect of their 

behaviour in response to their awareness of 

being observed 



Cognitive Dissonance and Aliens 

Prophecy from planet Clarion call to city: flee that flood - 
Festinger  

 

The group had given up jobs and houses in  

the expectation of being rescued by spacecraft  

and believed that the world would end on  

December 21, 1954  

For those in any doubt - It didn’t  

What was the response of the followers – given the evidence ? 

 

Fringe members drifted off 

 

Those who were the most committed rationalised the situation  

 



What Does that Mean to Us ? 

• Cognitive Dissonance - People are 

uncomfortable if attitudes and behaviour or 

evidence are not consistent 

• It is difficult for people to accept failure, they may 

well rationalise it 

• However this can be useful - If behaviour is fixed 

to minimise dissonance attitudes will change 



How many of you have been on a ½ 

day training course which has 

completely and permanently 

changed your behaviour ? 



CAN YOU SCARE PEOPLE TO 

BE MORE SAFE ? 

 



Scared Straight 

Juvenile delinquents 2-3 hour 

visit to a tough prison. 

 

Confronted with the reality of 

prison and with guards and 

prisoners challenging them. 

 

The premise being that it will 

make them reconsider their life 

choices 



Scared Straight 

• One slight problem – It doesn’t work 

• Meta analysis showed that it actually slightly 

increased the chances of the juvenile 

reoffending  

This one slight drawback didn’t stop states from 

adopting the programme 

 

Intuitively it seemed to make sense – so people 

assume it will work 



Attitude alone isn’t enough – Even if 

your life depends on it ! 

• 90% of heart surgery patients fail to maintain 

the lifestyle changes key to their survival without 

support 

 

• With support 77% do  



The Impact of the Environment  
The Good Samaritan 

• People thinking about religion and 

higher principles would be no more 

inclined to show helping behaviour than 

laymen. 

• People in a rush would be much less 

likely to show helping behaviour. 

• People who are religious for personal 

gain would be less likely to help than 

people who are religious because they 

want to gain some spiritual and personal 

insights into the meaning of life. 



The results 

• The relative haste of the subject was the 

overriding factor. When the subject was in no 

hurry, 2/3rd of people stopped to help  

• When the subject was in a rush, this dropped to 

1 in 10. 

• People who were on the way to deliver a speech 

about helping others were nearly twice as likely 

to help as those delivering other sermons. 



Summary  

• We under estimate the power of culture 

• We view the impact of our work with rose tinted 

glasses 

• We over estimate the link between attitude and 

behaviour  

• We underestimate the impact of environmental 

factors 

• We over estimate the impact of training alone 



What are we Trying to Achieve a 

Safe Moment of Truth 
Right Knowledge 
Properly trained and 

experienced 

Right Equipment 

For the activity and 

accessible 

Clear understanding of the behaviour that is expected 



SO WHAT WORKS ? 



What Works 

• A programme with strong and active senior management commitment 

• Senior management walking the talk 

• Designing the problem, or the temptation, out 

• Involvement and ownership 

• Nudges 

• Using the right language 

• Behavioural / attitudinal challenge followed by consistent reinforcement 

• Reinforcement – making behavioural changes habit. 

• Reinforcement – communication 

• Goal setting and feedback 

• Root cause analysis 

• ABC / motivational analysis 

• Behavioural measurement and feedback 



How Much You are Involved in or 

Associated with Safety and Health 

I’ve worked in safety since 1989 

 

I’ve been IOSH President 

 

And I’m a visiting Professor in Health and Safety 

 

My wife is the CEO of NEBOSH 

If we had an accident ---- 

We’d have to move here  

to avoid embarrassment 



Or Here ! 



Nudges 

Any aspect of the choice architecture that alters people’s 

behaviour in a predictable way without forbidding any 

options or significantly changing their economic incentives. 

To count as a mere nudge, the intervention must be easy 

and cheap to avoid. Nudges are not mandates.  

 

Putting fruit at eye level counts as a nudge. Banning junk 

food does not 



Nudge 





Nudges 

• Anchoring and 
adjusting 

• Availability 

• Representativeness 

• Optimism / Over 
confidence 

• Loss aversion 

• Status Quo bias 

• Framing 

 

• Temptation 

• Mindlessness 

• Self control strategies 

• Following the herd 

• Spotlight effect 

• Priming 

• Stimulus response 
compatibility 

• Feedback 

 



Stages of change  

model 

 
 

Maintenance 

 
 

Relapse 

 
 

Contemplation 

 
 

Planning 

 
 

Action 

Pre-

contemplative 

Stable 

Behaviour 



Holistic approach to moving 

organisations through the stages of 

change 

• Something to move from  
pre-contemplative to contemplative 
– Accident 

– Respected / Inspirational speaker 

– Benchmarking 

– Enforcement action 

• Structure to get to planning 

• Workforce involvement 

• Maintenance through senior leadership action 

 
 

 
 

 
 

 
 
 



Moving individuals through the 

stages of change 

• Challenge to move from pre-contemplative  

– Inspirational speakers 

– Drama based interventions 

– Training 

• Process / programme to move people from contemplative into action 
– with involvement, root cause and motivational analysis and high 
levels of communication and feedback 

• Reinforcement mechanism / involvement / changes to the 
environment and work processes 

• Visible senior leadership support 
– Walk and talk 

 
 

 
 

 
 

 
 
 



Summary 

• The organisation and individual need to be move through the 
stages of change 

• There are multiple techniques for doing this 

• If interventions are planned without thought to the whole 
process from engagement to establishing stable behaviour, 
they will have limited success. 

• Involvement, high levels of feedback and communication are 
vital 

• The work environment and processes will need to be changed 
to get sustainable change 

• Root cause / motivational analysis are core tools 



Using Nudges and Conversational 

Analysis to Improve Outcomes 

• Research into making our conversations truly 

and consistently impactful -- Link 

CARM for H&S with 'willing'.mp4


Hold the Handrail 
  

Or we will bring doom on you and all 

your descendants 



If it’s not too much 

trouble, would you mind 

terribly not entering the 

jolly dangerous switch 

room 



Findings So Far :- 

 

~Legitimacy of challenge 

~Proportionality of challenge 

~Typical forms of resistance 

~Knowing when to take the win 

~Tactics for raising concerns 

















How do you feel at 

the end of that 

conversation ? 



What Happened ? 

 

That’ll have to go in the bin 

The only thing we can do is get it tested 

It shouldn’t be in here 

If you need a fan we can get you one 

The problem is we don’t know where it’s 

been 

I’m sure it’s dark and evil 

 

Extreme first solution 

Extreme first offer 

Chastising 

Offer comes too late 

Explanation comes too late 

 

Missed opportunity to affiliate 

 



Seed- Sowing Challenge 

Make a comment linked to the behaviour to encourage 
self regulation 

Hypothetical Challenge 

Outline the possible consequences of the behaviour 

Framework Challenge 

Compare the behaviour against policies or 
regulations 

Direct Challenge 

State that the behaviour must not happen 

Punitive Challenge 

Explain what sanctions will result from the behaviour 

From Thames Tideway induction 







How do you feel at 

the end of that 

conversation ? 



Explanations - Key Messages 

 

Staff do not know the rules or the reasons for those rules 

Explaining early reduces resistance 

Give reasons for staff to change 

Explaining late lengthens interaction and creates barriers 



Perceived Effort- Key Messages 

 

Minimise perceived effort for staff 

Take small steps 

Offer support options 

Do not raise new barriers 



Corrections - Key Messages 

 

Express concerns not demands 

Treat staff as knowledgeable 

Treat staff as reasonably interested in safety 



Affiliation - Key Messages 

 

Praise is Good ! 

Sarcasm does not have to mean resistance 

Turn resistance into commiseration 

Affiliate with joking 



Ten Golden Rules for an Effective 

Safety Conversation 

• Say, “Are you willing to do this?”  (use it sparingly through)  

• Offer potential solutions to problems they raise  

• Explain why we are asking someone to do something, it may 

be obvious to you but not so obvious to the person you’re 

talking to  

• Minimise effort for staff, ask them to explain what they think 

are the hazards and risks in their areas  

• Take small steps – and small wins  



• Offer potential solutions again!  

• Ask, “What would be the impact of…?” (Asking the student to 

explain what would be the consequences)  

• Treat staff as knowledgeable and reasonably interested in 

safety  

• Praise colleagues when they when they have reduced risks 

and taken good action – say “well done”  

• Keep a sense of humour!  

Ten Golden Rules for an Effective 

Safety Conversation 



THANKS YOU  

 

ANY QUESTIONS  


