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How the Safety Climate Tool can enhance BSI-BSOHSAS 18001 and ISO 45001

Looking forward
Scheduled for release in December 2017,
ISO 45001 is a new international standard for
occupational health and safety management that
has been widely discussed as a replacement for the
current BS OHSAS 18001: 2007 (1 -2).
We know that to meet the new standard, organisations
will have to demonstrate more health and leadership
and commitment; more worker engagement and
participation; and, an occupational health and safety
management system that is fully integrated within
existing organisational management systems.
At HSE’s Health and Safety Laboratory we already
recognise the importance of making health and
safety an integral part of the way organisations do
business so that it becomes accepted as ‘just the way
things are done around here’. This is a view shared
by Acclaim, Capita’s Health & Safety Accreditation
business, who are partnering with us to drive the
further adoption of HSL’s Safety Climate Tool.
Not only does this foster the development of a strong
safety culture, it can also lead to improvements in
health and safety performance.
Many of you will probably be doing most, if not all of these
things already. Even so, there is always room for continuous
improvement. Whether your organisation plans to work
towards the BS OHSAS 18001:2007 or look forward
towards ISO45001, this white paper will help you consider
what more you can do by telling you about:
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•

The benefits of continuous improvement;

•

How to consolidate your evidence for
BS OHSAS 18001 and be prepared for ISO 45001;

•

What leading indicators are and how they can help
your organisation’s performance;

•

The wider business benefits derived from a strong
safety culture; and,

•

How you can use HSL’s Safety Climate Tool to guide
your approach.

Continuous improvement: why it makes good business sense
Under The Management of Health and Safety at Work
regulations, 1999 (3-4), dutyholders have to put arrangements
in place to control health and safety risks.
All too often, the focus of these arrangements is on
engineering, systems and processes (3) rather than the
‘people side of human factors’. Your workforce is a valuable
source of information and how they perceive and engage with
health and safety can help you focus where improvements
need to be made (5). Continuous improvement is about
developing a safety culture where both management and
the workforce are fully engaged and committed to making
their workplace a healthy and safe place to be in. One of the
requirements for BS OHSAS 18001 is to demonstrate that the
workforce is being actively engaged and consulted on health
and safety matters. This is also a feature of the discussions
around ISO 45001.

Regardless of which standard you wish to work towards,
the advice that the Health and Safety Executive (HSE)
provides on worker consultation and involvement in
health and safety decision-making (Table 1) can help
you decide where you are starting from.
If you can continuously improve the quality of engagement
with your workforce, there are additional business benefits
you can achieve (6), including:
•

Increased productivity and efficiency;

•

A stronger safety culture;

•

Improvements to an organisation’s bottom line.

Table 1: Plan, Do, Check, Act. An introduction to managing for health and safety - HSG 275

Worker consultation and involvement:
What it looks like when done effectively

What it looks like when done badly or not at all

• Instruction, information and training are provided to
• Employees lack the right level of information, instruction
enable employees to work in a safe and healthy manner.
and training needed to do their job in a safe and health
manner.
• Safety representatives and representatives of employee
safety carry out their full range of functions.
• Representatives cannot carry out their functions.
• The workforce are consulted (either directly or through
their representatives) in good time on issues relating
to their health and safety and the results of risk
assessments.

• Employees don’t know who they would go to if they
had health and safety concerns.
• Health and safety controls don’t seem practical
or employees are having to work around difficulties.

Beyond compliance
• Feedback mechanisms exist for health and
safety matters, such as:
- Suggestions boxes or more formal open
meetings with management;
- Team meetings are held and may be led
by employees.
- Joint decisions on health and safety are
made between managers and workers.

© Crown Copyright 2017

• Line managers don’t discuss:
- how to safely use new equipment;
- how to do a job safely.
There is little or no evidence of information being
cascaded through the organisation (e.g. team meetings,
notice boards etc.).
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A brief overview of BS OHSAS 18001 and ISO45001 requirements
This paper is not intended to provide a detailed look
at the requirements of BS OHSAS 18001 or those
of the new ISO 45001. However, since you will be
required to increase your focus on the ‘people side’
of health and safety management, the following
sections highlight some of the key elements you need
to consider.
BS OHSAS 18001(7) was developed to be compatible
with the ISO9001:2000 (Quality) and ISO 14001:2004
(Environmental) management systems standards so it
sits more fully within the ‘strategic framework of the
organisation’ (8). The Health and Safety Executive (HSE)
HSG65 ‘Managing for health and safety (4) advocates
a Plan-Do-Check-Act approach, which is also the
approach suggested with BS OHSAS 18001. The ‘Check’
or monitoring stage of BS OHSAS 18001 can be carried
out informally, but when progress is properly measured or
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evaluated, it can provide objective information about what
is working and what needs to be improved. A requirement
of the BS OHSAS 18001 is that organisations take their
workforce into account by ensuring that any procedure(s)
for hazard identification and risk assessment includes
‘human behaviour; capabilities and other human factors’.
(7) The standard recognises the significant difference
that senior management commitment can make
to the safety culture of an organisation. For instance,
does your ‘Top Management’ review the organisation’s
occupational health and safety management system at
planned intervals? Is any consultation with the workforce
included in management reviews? Are decisions made
based on the feedback from a small number of worker
representatives rather than involving the wider workforce?
Many organisations have struggled to fully integrate
BS OHSAS 18001 within their existing management
systems, simply because they limit participation in health

and safety decision making. Rather than involve the
workforce, it can sometimes seem easier to take a checklist
type approach to reviews and audits.
On its own, this approach rarely leads to the levels of
improvement in health and safety performance that
organisations look for.
ISO 450011 is the new standard aimed at ensuring
that health and safety is an integral part of business
management (9). It shares the same structure and core
requirements as the management system standards for
quality and the environment.
It is anticipated that the ISO 45001 will require
organisations to demonstrate that:
•

Occupational health and safety is integrated into their
business process and considered in strategic plans;

•

‘Top management ‘ plays an active role in the
occupational health and safety management system;

•

The importance of effective health and safety
management is communicated throughout their
business;

•

The workforce is provided with the direction
and support to enable them to contribute to the
effectiveness of the occupational health and safety
management system;

•

They have taken into account the wider context
they operate in as well as their sub-contractors and
suppliers in the way they control and manage health
and safety.

‘ISO 45001 is an International
Standard to enable an
organisation to proactively
improve its OH&S
performance in preventing
injury and ill health.’

To some, it may appear that there is little difference
between the BS OHSAS 18001 and ISO 45001. However,
much more emphasis (9) will be placed on ‘human factors’.

1

At the time of writing, the ISO 45001 is expected to be launched
December 2017.
© Crown Copyright 2017
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Preparing the way with HSL’s Safety Climate Tool

It is useful to appraise the types of management
information used within your organisation to monitor
health and safety. In anticipation of meeting the
standards set by
BS OHSAS 18001 or the proposed ISO 45001, you
will need to provide evidence that can demonstrate
your progress. You should aim to have a mix of
both leading and lagging indicators. Lagging
indicators are measures of what has already
happened, such the number of accidents and near
misses. Leading indicators measure performance
and continuous improvement. Relying on past
performance on its own is often a poor predictor of
future results (6,7,10,11-15), whereas organisations
that pay attention to leading indicators, tend to
have a stronger safety culture and better safety
performance. This often translates into other
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business benefits including higher levels of employee
engagement, more competent staff and fewer
working days lost to accidents (16).
A key leading indicator that is often overlooked by
organisations is safety climate. Safety climate is widely
regarded as a robust leading indicator of health and
safety performance (16 -18). It is a measurement of
the perceptions held by the workforce about health and
safety at a given moment in time. The safety climate of
any organisatation is determined by the priority given to
health and safety, the quality of safety leadership, worker
involvement, how people work together as well as well as
how the workforce engages with policies and procedures.
As such, it can provide deep insights into how the
management of health and safety is perceived within an
organisation. The requirements for the ISO 45001 includes

some of the key ingredients for a strong safety culture, but
where do you start?
HSL’s five stage approach for improving safety
culture – ‘Achieving Safety Culture Excellence Now and
Tomorrow’ - ASCENT2’ combined with HSL’s Safety Climate
Tool (SCT) can help demonstrate how you have sought to
improve your occupational health and safety management
systems by:
•
•
•
•
•

Providing objective data from across the workforce
about their perceptions of the health and safety culture
in their organisation;
Encouraging greater levels of workforce participation
and engagement with health and safety;
Improving levels of communication;
Integrating health and safety within existing systems;
Identifying further areas for continuous improvement.

The five stage approach involves all levels of the
workforce, this can help focus resources where they will
make the most difference (17-18), and improve attitudes
towards health and safety, as these are often a strong
motivator of good, bad or indifferent safety behaviour (19).
Using the data from the HSL’s SCT alongside other leading
and lagging indicators can provide you with a good evidence
base to discuss with your assessor.
ISO45001 identifies benchmarking as an opportunity
to improve the OH&S management system, including
looking at the organisation’s own past performance, and
to that of others. The SCT provides such data; allowing
organisations to compare their safety culture over time
as well as to others undergoing the same process, both
generally and industry specific.
You should now have some ideas about what you need to
do to prepare your organisation. Regardless whether you
choose to adopt any of the standards mentioned in this
paper, your ultimate goal should always be to improve your
safety culture.

2

Details of the ASCENT model can be found at
http://www.hsl.gov.uk/what-we-do/safety-culture-stages
© Crown Copyright 2017

‘Remember, it is the
quality of health and
safety leadership,
worker engagement and
participation that makes
the difference between being
compliant and aiming for
higher standards, beyond
compliance’.
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