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A Natural Evolution

ehavior-based safety (BBS) approaches have
impacted the safety and quality community for
more than 30 years. While BBS is based on a
few core principles, methodologies struggling
for marketplace dominance have been slow to
evolve. Any methodology providing results must even-
tually be enhanced or become obsolete. Moreover, any
process that is not efficient (i.e., lean) in its search for
increasing effectiveness will overburden those support-
ing it. Lean does not mean less. Rather, it is a focus on
value-add and the continued identification and removal
of activities and efforts that add waste, or, more sim-
ply put: greater value through less work. As the 1990s
brought the popularity of lean methodologies and lean
thinking, a natural evolution to BBS was not far behind.

OPPORTUNITIES FOR LEAN
Terry Mathis, creator of Lean behavior-based safety
(Lean BBS) and pioneer in the BBS community, discov-
ered this logical progression after implementing BBS
in the early 1980s and auditing other consultant-led
approaches following the founding of ProAct Safety in
1993. Years later, and after more than 1,000 successful
lean BBS implementations in every major industry and
existing process-improvement projects, several opportu-
nities have been identified to make a process more effi-
cient and effective. Eight of these are identified below.
1) Integration. An effective way to minimize resistance
to change is to minimize the perception of it. What existing
structure, process, team or cultural capability would pro-
duce a shorter path to results and create the impression
of evolution rather than revolution? Perhaps the 5S
team becomes the 6S, or integrating your focus on
quality to include safety with behavior-based
quality and safety would do the trick? Both
have proven successful in the right envi-
ronment. What about an existing team,
subteam or committee?
2) Training. Over-training
is a common problem when
the focus is on implement-
ing a methodology rather
than recognizing rapid and
sustainable results. Consider what
information is needed at this time to
accomplish results in the next 90 days.
How can you build on that once success is
recognized? Why teach team members how
to analyze data and develop action plans until
they have their own data?

6

3) Steering team size. A team that can never get
together is not a team. A successful process needs a team
representing the interests of the population to make the
important decisions of improving process and safety.
What that team looks like, how many are on it and the
makeup of levels involved is culturally specific and
based largely on trust.

4) CheckKlist size. Effective BBS processes determine
the most important behaviors to focus on, based on histori-
cal incidents and observed common-practice data. A focus
on more than five or six items is not a focus. Moreover,
centering attention on the wrong things is not very effi-
cient. If your checklist is not focused, neither is your pro-
cess. Further, the checklist needs to adapt to fit the needs
of the process. A process should never revolve around a
checklist or be dependent on others to print and modify it.

5) Observation strategies. Blanketing observations
is a tactic to capture a sampling of all common prac-
tice. Too often, this becomes the only observation plan.
There are four other common observation methods:
aimed, blitz, seeing without explaining to every person
(SWEEP) and self. Depending on the data and value that
must be derived from the process, the observation strat-
egy should evolve to focus on new results. Is it aiming
at the right thing, time of day, etc.? Is it blitzing where
most needed, based on identified influence? SWEEP
observations are often used to validate a high percent
safe finding, and self-observations are often used with
logistically challenged workforces.

6) Data utilization. Far too many processes do
not analyze their data on a frequent enough basis to
understand how to prioritize action plans; address data
quantity and quality; identify trends and influences on
behaviors; and respond to these influences. Any mature
process combined with a healthy safety management
system can indicate where, when and why the next inci-
dent will occur with a high degree of accuracy, based on
observed practices.

7) Voice of the customer. When a process is
launched, all who will be impacted should be briefed
to begin to address the “What’s in it for me” (WIIFM)
question. Realize, however, the question never goes
away, but the answer will change. This process must
treat others like the customers they are. If process lead-
ers are not communicating in a way that creates strong
knowledge and value recognition (e.g., everyone can
name the behaviors of focus and recent successes), the
support will wane.

8) Documented roles, responsibilities and results.
For decades, change initiatives have experienced middle-
management backlash due to bottom-up and top-down
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approaches. BBS has been no different. Supervisors
must support the process, yet most processes fail to
explain and develop approaches to ensure that this
occurs. The roles, behaviorally defined responsibilities
and results expected must be developed for all involved,
from those observing to those supporting, leading (e.g.,
integrate with leader standard work), and serving only in
a customer capacity.

Ultimately, the goal of BBS is to improve safety and
help those impacted by it to make safer decisions and
address the factors that might influence risk-taking (e.g.,
perceptions, habits, obstacles, barriers). While there is
certainly much more to the lean BBS methodology, con-
sider how you can use this lean BBS thinking to eliminate
unnecessary or non-value-added steps and maintain a
results orientation rather than a crank-the-process one. ©

Shawn M. Galloway is the coauthor of STEPS to Safety Culture
Excellence and president of ProAct Safety. He has helped hun-
dreds of organizations within every major industry internationally
achieve and sustain excellence in performance and culture. He is
also the host of the highly acclaimed weekly podcast series Safety
Culture Excellence. Galloway can be reached at (800) 395-1347

orinfo@ProActSafety.com.

n

S

ASSE’s CONSULTANTS DIRECTORY

ave you checked out the ASSE

Consultants Directory? It is a new tool
for individuals, businesses and organiza-
tions to access expert witnesses and OSH
consultants and consulting firms across the
globe. With members such as you, the goal
is to highlight a diverse cross-section of pro-
fessionals who focus on consulting in OSH
areas of expertise. Take a moment to create
a listing for your business. If you would like
to be a part of the Directory, visit www.
assedirectory.org.

Sign up by March 31, 2015, and your listing
will be free through April 1, 2016!

Upcoming Live Webinars
11:00 a.m. Central

Jan. 14, 2015 — Electrical Safety/NFPA 70 (2015 Edition):
An Overview of Standard Revisions

Jan. 21, 2015 — Lockout/Tagout for Construction and
Demolition Operations - Updates, Changes and How to
Apply the ANSI A10.44 Standard

Jan. 28, 2015 — Raising Safety Mindfulness

April 8, 2015 — Strategies to Getting Attention on Your
Safety Messages

On-Demand Offerings
Actively Caring For People

ANSI/AIHA/ASSE Z10-2012 - Standard for Occupational
Health & Safety Management Systems

Best Practices in Industrial Hygiene

Changing Behaviors — Balancing the Elements for Effective
Safety Management Systems

Global Safety Experience

Improving Safety Through Mobile Technology
International Society for Fall Protection Symposium
Law for the Safety Professional

Loss Control Virtual Event

Making Metrics Matter

Prevention Through Design Virtual Symposium

Recordings From ASSE’s Fatality and Severe Loss Symposium

Risk Management for the SH&E Professional

Safety Issues in the Downstream Oil and Gas Sector
Safety Issues in the Upstream Oil and Gas Sector

Slips, Trips and Falls: Best Practices and Standards

We Have to Do What? Learn the Good and Bad Practical

Results of Recent Legal Developments from an OSHA Lawyer
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