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What Is 
Safety?
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Human & Organizational 
Performance The Experts

“Why did it make perfectly good sense for the individual 
to do what they did at the time of the event”  

Sidney Dekker
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How Human Performance 
Fundamentals Started?

• Military

• Airlines

• Medical

• Nuclear 
Industry

ANd9GcRpWTxMO7RTpaGH0gLB500Wn0IrdsYDDAS0_iaRT_KfukVFzDRp8NykIy59

ANd9GcRB_neqKGqL1t6ol8tCLpo4wyiNp8-bbvSfrZ0yeLGYrm8PsIciF4eHqNQ
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 Institute 
   of 

Nuclear Power 
Operations

Safety is a Journey not a 
Destination

Personnel 
Safety

Human & 
Organizational 
Performance

Safety
Performance

Nuclear 
Safety

10 CFR
Energy

NRC

29 CFR
Labor

OSHA
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Nuclear Power Generation
Production & Safety Improvement

2.0

70%

0.02
Time1990 2018

93.4%

Industrial Safety Accident Rate = Lost Time & Restricted Duty Injuries per 200,000 Hours
Capacity Factor unitless ratio of actual electrical energy output to maximum possible
Source:  Institute of Nuclear Power Operation (INPO) Annual Reports
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Human 
Performance 

Initiative  1992
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Management 
Sponsored & 

Leadership Driven

Programs, 
Processes,

Procedures & 
Training

Hazard Risk 
Analysis

Leader 
Behaviors

Individual 
Behaviors

Safe 
Operational 
Performance

Organizational
Behaviors

Elements for Achieving
Safe Operational Performance
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Look in the Mirror …
What Kind of Safety Leader 

are You?

Walks the Talk

Cares for People

Listens to Understand

Asks Questions

Consistent

9©2025 Safety Performance LLC

What Makes a Good 
Safety Leader?



Thomas J. Watson, IBM

“Recently, I was asked if I 
was going to fire an 

employee who made a 
mistake that cost the 
company $600,000. 

No, I replied, I just spent 
$600,000 training him.  

Why would I want 
somebody to hire his 

experience?”
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Paul O’Neal, Alcoa

• Prioritized safety.

• His fight for  safety gradually 

changed the culture.  This 

opened the ground for 

innovation, teamwork, and trust.  

• Safety improved and its  market 

value increased from $3 billion 

to over $27 billion.  

Reference: How Paul O’Neill Fought For Safety At Alcoa by David Burkus, January 7th, 2025
11
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Ground Leadership
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Ground Leadership
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Every organization is perfectly 
aligned to get the results it gets!

©2022 Summers Consulting LLC

• The level of safety performance achieved is 
influenced by the collective behaviors of all 
individuals in the organization.

• People achieve high levels of safety 
performance based largely on the 
encouragement and reinforcement received 
from leaders, peers, and subordinates.
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1.People make errors and take risks!

2.Error-likely situations & risks (hazard 
exposures) are predictable

3.Behaviors are influenced by 

• organizational values, programs,
processes and job site conditions

• what is encouraged and reinforced

4.Safety Performance Tools Reduce  errors & Risk (ReR) 

5.Mitigation Controls (MC) prevent events

15

ReR + MC         0 Events
©2025 Safety Performance LLC

Safety Performance 
Fundamentals



 Time Pressure 
Time pressure or being hurried can lead to taking  short-cuts.   Short 
cuts can quickly lead to injuries, damage to equipment, or harm the 
environment.   

 Distractions
Distractions are a concern as people multi-task or use social media to 
find out what’s happening now.  Distractions and Interruptions can 
double the error rate!  

 Assumptions
When performing the task for the first-time or make 
assumptions and choose to not use or refer to programs, processes or 
procedures, the risk of  error can be as high as one in two. Flip a Coin!

 Inaccurate Risk Perception
Having done the job safely many times before leads to complacency or 
overconfidence that can result in an inaccurate risk perception.  Just 
because you’ve done the job several times before, does not mean that 
there is less risk.   

Low Risk            No Risk!

16
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Safety Performance 
Error Traps



RISK - effect of uncertainty, often 
expressed in terms of a combination 
of the consequences and likelihood 

of an event

What are Hazards and Risks?

HAZARD - A situation in the workplace 
that has the potential to harm people, 

the environment or damage plant 
equipment.

17©2025 Safety Performance LLC

Sometimes, we make poor choices when we fail to 
identify the risk of our actions.



Every Job Has Risk

Example of Risk Reduction and Hazard Controls to Prevent Event: 
Oversight, securing knives, relocating plug, placing a barrier in front 

plug,  inserting a plastic cover

Moderate

18©2025 Safety Performance LLC



Respect Risk!

Safety Improves when risk is 

reduced or eliminated with 

Safety Performance Tools and Defenses!

RISK

Exposure to  

Hazard 

Increasing 

Potential for 

Injury 

HAZARDS

•Working from heights

•Caught-in between

•Overexertion

• Stuck-by

• Spills, trip & fall

•Unseen

PEOPLE
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©2014 Summers Consulting LLC

Normalized Deviance
“Work Practice Drift”

Risk

Time (Years)

Real Risk Level

Perceived Risk
Reduces with Time 

Increasing the Chance of an Event

Event

Performance 
Gap

Assessment or 
Investigation

20



@Safety Performance LLC 2020 – Hazard Risk Analysis 21
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Risk Matrix



LOW RISK: 1 X 1 = 1
Likelihood: Improbable - 1
Consequence: Minor- 1

TOLERABLE RISK: 4 X 2 = 8
Likelihood: Occasional  - 9
Consequence: Medical - 2

MODERATE RISK: 3 X 16 = 48
Likelihood: OSHA - 3
Consequence: Probable 16

EXTREME RISK: 5 X 16 = 80
Likelihood: SIF - 5
Consequence: SIF - 16

22©2025 Safety Performance LLC

Risk Assessment Example



Would you 
prefer to 
report a 

Hazard, Good 
Catch, Near 
Miss or an 

Event?

Risk
That box could fall 

and strike you!

Near Miss
That box fell almost 

striking me!

Event
The box fell 

and struck me!

Good Catch

Hazard
Storing boxes 

overhead near 
the ledge.

23©2025 Safety Performance LLC

Reporting  Hazards, Good Catches & 
Near Misses Prevents Events!



            

Effective
Communication

Stop When 
Unsure

Pre-job 
Brief

Attention 
Focus 

Self & Peer 
Check

Safety
Pause

Understand 
& Follow 

Rules
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Safety Performance Tools



Safety 
Performance 

Tools
“ReR”

Self & Peer Check

Safety Pause

Pre-job Brief

Know &
Follow Rules

Hierarchy of Hazard Controls
“A Multilayer Approach”
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©2025 Safety Performance 
LLC
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Regulations and Rules



Traditional
Safety Handbook

Human Performance 
Handbook

27©2025 Safety Performance LLC

Handbooks
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Example
Safety & Human Performance Handbook



CRAFT

•Confined Space

•Rigging and Lifting

•Arc Flash / Electrical

•Fall Protection

•Tagging - Energy 
Source Control

29©2025 Safety Performance LLC

Life Saving Rules



30

Effective Communication



What
Self-Check focuses attention on the 
task, to think about the intended action 
and its expected response before 
performance, and verify actions taken 
after performance. STAR (Stop, Think, Act, 
and Review) is a technique to self check.

What
Peer-Check is a series of actions by two 
individuals working together at the same 
time and place, before and during a 
specific action, to prevent an error by the 
performer.

31
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Attention Focus
Self & Peer Checks



What
STOP When Unsure involves a brief 
interruption work to discuss and 
resolve assumptions, uncertainty, 
changing conditions, or other
potential unsafe conditions.

Why
• Reduce errors & exposure to hazards
• Ensure good decisions are made
• Challenge preconceptions and assumptions
When
Employees are responsible and authorized to stop work and seek help 
when Outside Of Programs, Procedures or Processes (OOPs), when you 
or others think or say the following words: “Probably,  I assume, I 
think, Maybe, Should be, Not sure, We’ve always done it that way, 
I’m 90% certain”

32©2025 Safety Performance LLC

Stop When Unsure



Employee in charge conducts the job brief before starting 
each job discussing:

1.  Hazards associated with job

2.  Work procedures involved

3.  Special Precautions

4.  Energy source control

5. Personal Protective 

Equipment requirements

Reference: OSHA 1910.269 & 1926.952
33

Pre-job Brief



Human Performance Message

One Size Doesn’t Fit All!
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Pre-Job Risk Assessment

35



1. Explore: (Look up, down & around)
• Recognize hazards & controls
• Any potential challenges?

2. Review / Follow Rules
• Life Saving Rules / JSA / Job Brief
• PPE / Safety Equipment

3. Perform Final Safety Check
• What is the worst that can 

happen and why won’t it?
• Have all questions been 

answered?

 STOP if Unsure and
 Ask for Help!

SAFETY PAUSE

WHEN STARTING, 
RETURNING OR 
INTERRUPTED …

©2022 Safety Performance LLC

“Situational 
Awareness”
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Safety Pause



@Safety Performance LLC 2020 – Individual Behaviors
37
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Safety Pause



What

A Post-Job Brief is performed  to 

gather information and lessons 

learned from workers after task 

completion.

Why

• To identify what worked well?

• To identify what we can improve?

• To identify any lessons learned that 

need to be captured and  passed 

on to others?

When

After task completion. 

38©2025 Safety Performance LLC

Post Job Brief 



Phase 1
Safety Assessment

Discovery & Analysis

•Develop / Conduct 

•Safety Survey

•Incident and Near Miss 

Review

•Observations / Interviews &  

Walkdowns

•Safety Program Review

•Performance Gaps

Phase 2
Workshop 

(Develop Action 
Plans)

• Management 

/ Supervisors 

• Employees

Safety Performance Plan
Starting Your Journey

Phase 3.B
Safety Performance 

Training

•Senior Leadership

•Mangers & 

Supervisors

•Employees

Phase 3.A
Implement Action Plans

•Management / 

Supervisors

•Employees 

39
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Ground
Leadership



1. Employee Engagement 
2. Business Plan Safety Initiative to Improve Safety 
3. Relationships 
4. Expectations for Safety Performance 
5. Leaders Demonstrate Commitment to Improving Safety Performance 
6. Safety Culture 
7. Upward Communication 
8. Communication 
9. Safety Accountability 
10. Safety Improvement Plans, Goals and Performance Indicators 
11. Safety Incident Investigation Reports 
12. Management & Supervision Feedback & Coaching 
13. Follow-up of Safety Issues 
14. Safety Related Work Orders
15. Safety Meetings 
16. Previous Safety Assessments 
17. Programs, Procedures and Work Instructions 
18. Training 
19. Job Site Conditions and Housekeeping 
20. Stop Work Incentives
21. Rewards and Recognition 
22. Pre-job Briefs/Risk Assessments 
23. Roles and Responsibilities 
24. Two Minute Rule 
25. Life Saving Rules 
26. What are the top 3 Strengths and Improvement Opportunities
27. If I were CEO of the company, what is one thing I would change to improve safety and why?

Example Safety Survey  
27 Questions

Each 
question was 

rated from 
1 (Low) to 

5 (High)  with 
open ended 
questions 26 

and 27.

40
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Example
Safety Performance Survey
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0.00

0.50

1.00

1.50

2.00

2.50

3.00

3.50

4.00

4.50

5.00 Management Workers

Manufacturing
49% Participated 186 of 377 Employees 

Condition

Survey Questions

Example Safety Survey

Management

Workers

Each 
Question 
Average

Score

Stop Work

Life Saving 
Rules

Roles & 
Responsibility

Training
Leadership

Initiative

Reward

Engagement
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Workshop

43©2025 Safety Performance LLC



902 Strengths Received

1. Stop Work and the 2 Minute Rule – 113

2. Training – 91

3. Life Saving Rules – 72

Safety Survey Question No. 26
“What are the TOP 3 Strengths and Improvement Opportunities?

Safety Survey Question No. 27
“If I were the company CEO , what is one thing I would change to improve safety & why?”

151 Comments Received

932 Improvement Opportunities Received

1. Job Site Conditions & Housekeeping – 146

2. Communications – 92

3. Training – 78

1. Walk the Talk- 22

2. Improve Job Site Conditions & Housekeeping – 18

3. Provide Incentives and Recognition – 16

4. Hold Everyone Accountable for Safety – 15

5. Improve Communications – 12

6. Stress Safety over Production – 11

Example Safety Survey
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Strengths
• Management and Union Leadership’s 

commitment to improving Human 
Performance and willingness to “Solve 
Problems & Fix What We Focus On.”   When 
concerns with the increase of significant 
events, the management team has taken a 
proactive approach to intervene and reverse 
the trend including an Operations Excellence 
team assessment.
 

• The new Work Package Planning Procedure 
provides a good opportunity to standardize 
work instructions including the identification 
of critical steps and actions, and the use of 
appropriate human performance tools.

• Observations provided good details and 
improvement opportunities.  During 
September 2023, there were 161 
observations by 42 observers.  

Incidents

Example Safety Assessment

45©2025 Safety Performance LLC



Example
Area for Improvement

Shallow Investigations of Human 
Performance Behaviors Not Met & 
Potentially Significant Incidents

Recommendations

• Improve reporting of observed “behaviors” that 
met or did not meet Human Performance Tools 
standards.     Observation details should specify 
the correct behavior that met  standards or the 
behavior that did not meet standards and why. 

• Develop guidance for reporting and investigation 
of an incident that has the “potential” to be 
significant.   The Potentially Significant incident 
would be considered the last level of defense.   A 
Potentially Significant incident would be related 
to one of the Duke’s “Keys to Life” and receive 
the proper level of investigation.  
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Example
Commitment to a Safety Strategic Plan

Safety 
Performance 

Strategic 
Plan

Safety Performance 
Strategic Plan

47©2025 Safety Performance LLC

Workshop



Example Improvement Plan

Human 
Performance 
Training

Situational 
Awareness

Incident Reporting & 
Investigation

Employee 
Engagement

Workshop
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Participation Guards 
Against Complacency

Behaviors
& Habits

TimeNew Task

Habits are 
Formed

Competency

Complacency

Safety
Conversations

Safety 
Performance 

Tools
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Piping Challenge Procedure

Training Includes Technical 
and “Soft” Skills

FINAL

50©2025 Safety Performance LLC



If we take shortcuts, 
the naturally occurring positive consequence 
from doing the job with less effort can cause  

undesirable behaviors to continue.

Safety …
No Natural Feedback Mechanism

51©2025 Safety Performance LLC



• A person’s risk 
perception
comes from 
personal
judgment about 
a situation

• Risk perception is not always accurate for 
routine low risk activities

Why Observe & Coach?

52©2025 Safety Performance LLC



1.See something?

2.Say something … 
ask how job is going? 
– Listen!

3.Talk about safety:

❑Safe work practices 
(2 or 3)

❑Improvement opportunities or concerns (if any)

4. Give thanks and summarize

Let’s Talk Safety & Listen

53©2025 Safety Performance LLC



Safe Behaviors

“I thought you did a nice job with keeping your eyes 

on the task because it just takes a second for 

something to happen.”

(Pause)

“And I saw you stayed clear of the moving parts which 

is good, so your hands don’t get cut or pinched.”

(Pause)

“And I thought it was good that you kept the tools and 

materials away from the machinery so that nothing 

rolls in and gets kicked back out.”  

Improvement 
Opportunity

“I just wanted to 

ask you if those 

are the best 

gloves for this 

type of task?”

(Pause)

Let’s Talk Safety & Listen
Examples
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It’s more than just saying “good job”

• Highly personal and 
must be earned.

• Must be real, 
frequent and 
immediate.

• Most effective way 
to sustain safe   
behavior. 
@Safety Performance LLC 2020 – Leader / Team Behaviors 55

Recognizing Behavior

“I observed that you wearing all 
the required PPE with total focus 
on following your procedure. If 
you had not, there could have 

been an incident.”

55©2025 Safety Performance LLC



56

Recognizing Behavior

What If?

Shawn Williams 
did not coach 

Radiation Safety 
Work Practices?

56©2025 Safety Performance LLC



What If?

Paul Rankin 
did not have a 

good 
questioning 

attitude?

Recognizing Behavior

57©2025 Safety Performance LLC



What If?
Russ Chiodo  did 
not performed 
a  good pre-job 

brief?

58

Recognizing Behavior
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“Operators used good communication techniques 
in a very noisy environment.  However, 3-way was 
not used 100% of the time.  Coached importance 
of 100% 3-way communication”

Jim Schwer Observation of Pump Work

“Post-job critique not completed until the next day 
due to shift turnover.  Electricians attended the 
brief.  This was essential to having a firm 
understanding of the tasks performed”

Matt Morgan Observation of Post-job Brief for 
Battery Charger Work Performed

Recognizing the Coach

59©2025 Safety Performance LLC



An Aligned Engaged Team Leads 
to Safety Excellence!

Employees

Senior 
Leadership

Supervision

60©2025 Safety Performance LLC



Phase 1
Safety Assessment

Discovery & Analysis

•Develop / Conduct 

•Safety Survey

•Incident and Near Miss 

Review

•Observations / Interviews &  

Walkdowns

•Safety Program Review

•Performance Gaps

Phase 2
Workshop 

(Develop Action 
Plans)

• Management 

/ Supervisors 

• Employees

Safety Performance Plan
Starting Your Journey

Phase 3.B
Safety Performance 

Training

•Senior Leadership

•Mangers & 

Supervisors

•Employees

Phase 3.A
Implement Action Plans

•Management / 

Supervisors

•Employees 

61
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Ground
Leadership



View paper at website: https://www.safetyperformance.us/news

PROFESSIONAL SAFETY MAGAZINE  
NOVEMBER 2019
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Thank You

John F. Kowalski C.S.P.
President, Safety Performance LLC
safetyperformance.us
john@safetyperformance.us
412-996-9515

"Great leaders are successful when they 

influence others to be successful!" 
John Summers 2022 
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