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Executive Summary

Introduction

This study is the result of concerns expressed by the PDO Exploration Department regarding the safety attitudes and behaviours of employees working on Seismic Crews.  The objective of this study is to develop a better understanding of the organizational, cultural, and situational factors that affect safety violations, especially driving safety violations, by Seismic Crew employees.  This study will also lay the groundwork for recommendations that will bring about changes in the safety culture of Seismic Crew employees and their motivation to comply with established safety procedures.  

Methodology

In the process of conducting this study, several sources were consulted, including: 

· Review of secondary data on accidents and unsafe acts

· Review of literature on safety issues

· Field visit to Zaulya to observe first hand the nature of work and working / living conditions of one of the seismic crews (Western Geco) 

· Meetings with Western Geco senior management, their HSE Advisor, Labour Relations Officer as well as a representative group of Omani Junior Staff / Labourers.  The latter group comprised of Vehicle Operators, Chaining Crew, Front Line and Green Team Crew, Mechanics, Vibe Operators and others.

General Approach of the Study

It is necessary to emphasize that the attempt to understand the underlying values and attitudes of employees towards safety could not be dealt with in isolation from the cultural and organizational context in which safety violations occurred.  As indicated in a number of studies regarding safety, violating safe driving procedures is not just a result of carelessness or recklessness.  These behaviours are related to much broader issues, including, nature of the workplace, general safety culture, management style and communications.

It is within this context that this study has been grounded and draws heavily from research pertaining to motivation, commitment, attitudes and performance in organizations. The underlying principle is that employee attitudes and commitment to safety values cannot be divorced from principles of effective management and the cultivation of a positive organizational climate.

Areas of Inquiry

In our attempt to assess the situation, a number of guiding questions prevailed:

· How does management vis-à-vis the employees perceive this problem?  Its causes and / or possible solutions

· How do the employees perceive the way they are managed, their jobs, their future and career growth within the seismic operations? And how do these issues relate to compliance with safety procedures? 

· How do the employees feel about current motivational incentives to comply with safety procedures?  Merit system, STOP card system

· How do the cultural values of the society at large affect employee attitudes towards following safety rules and regulations?
Recommendations

It appears that Seismic Crew employee safety performance has improved to the maximum level possible under the current set of programs and incentives.  It is our considered opinion that further improvements are likely to be more difficult to come by and can only expected if issues concerning the general morale of the workforce are addressed.  Long-term improvements can also be expected from programs that attempt to integrate safety culture within the national culture.  The following recommendations provide some broad guidelines for addressing these issues.

1. Safety research suggests that internalisation of safety values and norms can take place through social (group) pressure.  The standard practice is to have safety groups that discuss safety issues and develop consensual behavioural norms.  These groups may consist of a few employees who meet periodically.

2. Employees perceive that the management does not hear their concerns.  We recommend a communication audit to identify specific blocks to communication and the development and implementation of suitable structures for upward communication.  This will help not only in obtaining useful ideas from employees, but also resolve problems, and motivate and encourage organizational commitment.

3. Employees also express a sense of disempowerment.  There is a feeling that they have no voice in any work related issue that affects them.  It is necessary to identify areas in which employee input is possible and to develop mechanisms for obtaining this input.

4. An important source of intrinsic motivation for those working under difficult conditions may be the social significance of the work.  Attempts must be made to highlight the social significance of the work of seismic crews.  Their contribution to the economic development of Oman needs to be highlighted at every opportunity.

5. Effectiveness of current safety schemes and awards needs to be evaluated.  This can be accomplished through a survey of the employees. Schemes and reward programs can be modified based on the feedback with the involvement of employees. 

6. Research indicates that the first-line supervisor is a strong source for internalisation of values in the workplace.  This means that supervisors are a potent source of influence in the workplace.   In fact, commitment to supervisor’s values and goals is often a stronger source of influence than commitment to organizational values and goals. The first line supervisors need to be empowered.  Problems that foremen face in being effective supervisors need to be investigated.  Based on this investigation a program for supervisory development needs to be implemented.

7. Research also indicates that internalisation can be increased with the use of role models and social pressures.  A possible role model is the foreman.  Perhaps with adequate training the foremen can serve as role models and transmitters of safety values to the employees.

8. Commitment based organizations pay serious attention to the development of employee skills.  This involves providing both intrinsically satisfying work and the opportunities for training and career advancement.

9. Employees have concerns about job security.  Employees need to be provided realistic information and advise about future prospects, retirement plans, savings social security.  Since employment opportunities are shrinking in the seismic crew operations, attempts can be made to enhance the employability of individual employees. Employees can be counselled on alternate employment opportunities.  Perhaps training can be provided to enhance employability.

10. Conduct attitude surveys.  Responses will inform managers as to how employees view their jobs, their supervisors, their wages, their working conditions and other aspects of their employment.  Responses can also be fed back to employee problem solving groups and action plans developed to address specific areas of concern.  Goals can also be set for managers related to improvements in areas covered by the survey.

11. Conduct an ethnographic study to understand the role of culture in the development of safety values and attitudes in Omani society.  Findings of this study can form the basis for developing educational programs that promote the integration of desirable safety values and attitudes into the national culture.

Concluding Remarks 

We believe that the implementation of the recommendations of this study should lead to significant improvements in the safety attitudes and behaviours of Seismic Crew employees.  Our recommendation regarding the ethnographic study has wider implications.  Findings of this study can have important implications for educational policy in Oman.  It can lead to the development of educational programs that may result in a reduction in road traffic accidents and the saving of precious lives. 
Introduction

This study is the result of concerns expressed by the PDO Exploration Department regarding the safety attitudes and behaviours of employees working on Seismic Crews.  Despite concerted efforts to develop safe attitudes and work behaviours in employees, there were still several instances of violations of safety procedures and regulations.  This was particularly true in the case of procedures and regulations regarding driving safely.  From the perspective of the Exploration Department these violations were often deliberate deviations from safe driving procedures. The objective of this study is to develop a better understanding of the organizational, cultural, and situational factors that affect safety violations, especially driving safety violations, by Seismic Crew employees.  Furthermore, this study will lay the groundwork for recommendations that will bring about changes in the safety culture of Seismic Crew and motivation of Seismic Crew employees to comply with established safety procedures.  

Methodology

In the process of conducting this study, several sources were consulted, including: 

· Review of secondary data on accidents and unsafe acts

· Review of literature on safety issues

· Field visit to Zaulya to observe first hand the nature of work and working / living conditions of one of the seismic crews (Western Geco) 

· Meetings with Western Geco senior management, their HSE Advisor, Labour Relations Officer as well as a representative group of Omani Junior Staff / Labourers.  The latter group comprised of Vehicle Operators, Chaining Crew, Front Line and Green Team Crew, Mechanics, Vibe Operators and others.

General Approach of the Study

It is necessary to emphasize that the attempt to understand the underlying values and attitudes of employees towards safety could not be dealt with in isolation from the cultural and organizational context in which safety violations occurred.  As indicated in a number of studies regarding safety, violating safe driving procedures is not just a result of carelessness or recklessness.  These behaviours are related to much broader issues, including, nature of the workplace, general safety culture, management style and communications.

It is within this context that this study has been grounded and draws heavily from research pertaining to motivation, commitment, attitudes and performance in organizations. The underlying principle is that employee attitudes and commitment to safety values cannot be divorced from principles of effective management and the cultivation of a positive organizational climate.

Research on work performance supports this perspective. Behaviour at work can be categorized into two types, task performance and contextual performance.  Task performance consists of behaviours directly connected to doing the work of the organization.  For instance, behaviours like burying geophones, laying cables, driving trucks and so on can be considered as task performance.  Contextual performance consists of behaviours that help to create the supportive organizational, social and psychological environment in which task performance must take place.  There are two facets of contextual performance, interpersonal facilitation and job dedication.  Interpersonal facilitation consists of co-operative, considerate and helpful behaviours that facilitate co-worker performance.  Job dedication consists of self-disciplined, motivated behaviours such as working hard, taking initiatives, and following rules to support organizational objectives.  Following safety regulations can be considered as a part of the job dedication facet of contextual performance.

Research on work performance indicates that contextual performance will be related to attitudes that derive from a general state of morale in the workplace.  Thus, following safety regulations cannot be divorced from factors that affect morale in the workplace.  These behaviours cannot be understood in isolation from the general nature of the employee-employer relationship. The above discussion suggests that any attempt to promote following of safety regulations must take into consideration the morale of the workforce.  Morale in turn is affected by perceived fairness, job satisfaction, perceived support from the organization and supervisors, quality of communication from top management and supervisors, perceived empowerment and so on.

Areas of Inquiry

In our attempt to assess the situation, a number of guiding questions prevailed:

· How does management vis-à-vis the employees perceive this problem?  Its causes and / or possible solutions

· How do the employees perceive the way they are managed, their jobs, their future and career growth within the seismic operations? And how do these issues relate to compliance with safety procedures? 

· How do the employees feel about current motivational incentives to comply with safety procedures?  Merit system, STOP card system

· How do the cultural values of the society at large affect employee attitudes towards following safety rules and regulations?
I. How does management vis-à-vis the Omani workforce perceive this problem?  

Traffic violations are defined and perceived differently by the different parties involved.  While PDO defines it in terms of violations occurring while on duty, subcontractors account for all violations whether they occur on or off duty.  Both PDO and the subcontractors perceive the problem to be of a serious magnitude with potentially costly consequences.  The employees on the other hand, while realizing the importance of complying with safety procedures, feel that the subcontractors are overly exaggerating the concern.  They cite as evidence their excellent safety record. This record is superior in comparison to both national and internal yardsticks.  Preliminary investigations indicate that employees are aware of the safety regulations and do follow them at least while at work.  The management also concurs with this state of affairs.  A frustrating issue for management is the realization that the workforce do not internalise the safety culture despite their understanding of the importance of safety and the consequences of non-compliance.

Research indicates that there are three ways in which individuals accept influence, compliance or exchange, identification or affiliation, and internalisation or value congruence.  When attitudes or behaviours are adopted simply to gain specific rewards and not because of shared beliefs, it is compliance.  Identification occurs when influence is accepted to establish or maintain a satisfying relationship.  In identification an individual is proud to be a member of a group, respecting its values and accomplishments without adopting them as his or her own.  Internalisation occurs when congruence of the induced attitudes and behaviours with one’s own values is the basis for accepting influence.  In internalisation the values of the individual and the group or organization are the same.    Internalisation is the strongest from of influence.  When following safety regulations is based on internalisation, employees can be expected to follow them even during off duty hours.  Research indicates that clear role models and social pressures promote internalisation. Perhaps, in the case of Seismic Crew employees, the basis for acceptance of safety regulations is primarily compliance and identification and not internalisation.  This is however speculation and needs further investigation.

In the open forum with a representative sample of employees, situational factors were cited as the major cause of driving violations.  When the camp is within two to three hour driving distance from their villages, the workers find it difficult not to visit their homes after work.  Driving home after a long and exhausting day at work and driving back early in the morning (3 or 4 am) to resume work at 6 am is extremely hazardous.  This is a dangerous but irresistible temptation for the majority of the employees working with the Seismic Crew.

The urge to undertake this sort of risk can be understood only in the light of the painful social isolation experienced by the employees.  The Omani village society (where most of the employees are recruited from) with its strong social bonds and networks, coupled with the dependence of the women, children, and the elderly on the male members regarding domestic issues, accentuate the need to be with their families if they are within reach.

The current work schedule that requires the employee to spend four continuous weeks in the desert is another factor contributing to the sense of isolation and the temptation to undertake the risky journey to their families and communities.

II. How do the employees perceive the way they are managed, their jobs, their future and career growth within the seismic operations? And how do these issues relate to compliance with safety procedures?

In an open forum with a representative group of junior staff at Western Geco, the employees aired a long and protracted list of concerns. These concerns can be categorized as follows (See Attachment 1 for a more detailed list):

· Lack of involvement and poor communication with management

· A sense of being manipulated and unfairly treated

· Jobs which are monotonous and repetitive, close controls, lack of training or lines of progression… “Once a labourer always a labourer”

· Lack of job security reflected in the transient nature of contracting work, replacements by casual workers, and poor pension plans

· Lack of appreciation by the Omani Ministry of Manpower (Previously Ministry of Labour) for the contributions and hard work of this cadre of Omanis

· Concerns over living conditions, nutrition (particularly breakfast) and lack of recreation

Observing the conditions under which the employees work and live, there is no question that the tasks performed are arduous, overly specialized and with minimum application of skill variety or talents.  It would be a fair to say that most of the employees in the seismic crew continue to do what they do because of lack of alternatives in a tight labour market.

Current management thinking emphasizes the need for a shift from control to commitment.  Traditional “Tayloristic” methods of management, which emphasize high division of labour and tight supervisory control, are increasingly thought to lead to de-motivation among employees and a purely instrumental approach to work.

Research suggests that meaningful work, responsibility for work outcomes and knowledge of results of the work performed are related to high intrinsic motivation, high quality work performance, and low absenteeism and turnover.  Work can be designed to provide these experiences. 

Another striking feature of the work environment is a clear cultural divide between management and employees.  This is clearly evident from the social aspects of life on camp.  Management live, eat, play, shower and socialize in separate quarters from the rest of the employees.  The senior staff-Junior staff divisions are very protrusive.

III. III. How do the employees feel about current motivational incentives to comply with safety procedures?  Merit system, STOP card system

When assessing organizational and job dimensions that impact worker motivation to follow safety regulations, it is necessary to make a distinction between extrinsic and intrinsic motivation.  Extrinsic motivation reflects rewards and sanctions imposed by the organization to persuade employees to do things that they would normally not do.  Intrinsic motivation, on the other hand, reflects an inner willingness to carry out whatever the individual is required to do.  The more people are managed through external controls, the less likely that they will enjoy working and take personal responsibility for their behaviour.

The current safety promotion schemes are based on extrinsic motivation.  They have only limited effectiveness.  Discussions with employees indicate that these programs do not motivate them.  Attempts need to be made to intrinsically motivate employees to follow safety regulations.  This requires developing safety programs with input from employees.  People are more likely to follow rules that they participated in formulating.  External motivators work for a time and but do not encourage people to become self-motivated. 

Employees are seldom-passive observers of events that take place in the workplace. They form impressions of others and events and respond based on their positive or negative evaluations.  These evaluations form the basis for attitudes towards various aspects of work. An understanding of these attitudes will provide insights into many aspects of employee behaviour and provide guidelines for interventions to promote positive behaviours.

IV. How do the cultural values of the society at large affect employee attitudes towards following safety rules and regulations?

Behaviour and attitudes of employees are clearly influenced by the culture of the society at large. A radical change in the values regarding driving safety is difficult without a corresponding change in the values of the society at large.  This preliminary study has not investigated the cultural values of the Omani society nor their potential implications to driving violations.  However, it would be safe to speculate that safety awareness and following of safe driving rules are generally not salient aspects of the culture of the Omani society at large. This is evident to anyone who drives on the roads of Oman.

These assumptions would need further investigation in order to outline the cultural dimensions that promote or constrain attitudes regarding driving safety. The outcome of such a study can be used as a basis for a more comprehensive plan of action in partnership with institutions like the Ministry of Information, Ministry of Social Development, Ministry of Education and the Royal Oman Police.

Recommendations

It appears that Seismic Crew employee safety performance has improved to the maximum level possible under the current set of programs and incentives.  It is our considered opinion that further improvements are likely to be more difficult to come by and can only be expected if issues concerning the general morale of the workforce are addressed.  Long-term improvements can also be expected from programs that attempt to integrate safety culture within the national culture.  The following recommendations provide some broad guidelines for addressing these issues.

1. Safety research suggests that internalisation of safety values and norms can take place through social (group) pressure.  The standard practice is to have safety groups that discuss safety issues and develop consensual behavioural norms.  These groups may consist of a few employees who meet periodically.

2. Employees perceive that the management does not hear their concerns.  We recommend a communication audit to identify specific blocks to communication and the development and implementation of suitable structures for upward communication.  This will help not only in obtaining useful ideas from employees, but also resolve problems, and motivate and encourage organizational commitment.

3. Employees also express a sense of disempowerment.  There is a feeling that they have no voice in any work related issue that affects them.  It is necessary to identify areas in which employee input is possible and to develop mechanisms for obtaining this input.

4. An important source of intrinsic motivation for those working under difficult conditions may be the social significance of the work.  Attempts must be made to highlight the social significance of the work of seismic crews.  Their contribution to the economic development of Oman needs to be highlighted at every opportunity.

5. Effectiveness of current safety schemes and awards needs to be evaluated.  This can be accomplished through a survey of the employees. Schemes and reward programs can be modified based on the feedback with the involvement of employees. 

6. Research indicates that the first-line supervisor is a strong source for internalisation of values in the workplace.  This means that supervisors are a potent source of influence in the workplace.   In fact, commitment to supervisor’s values and goals is often a stronger source of influence than commitment to organizational values and goals. The first line supervisors need to be empowered.  Problems that foremen face in being effective supervisors need to be investigated.  Based on this investigation a program for supervisory development needs to be implemented.

7. Research also indicates that internalisation can be increased with the use of role models and social pressures.  A possible role model is the foreman.  Perhaps with adequate training the foremen can serve as role models and transmitters of safety values to the employees.

8. Commitment based organizations pay serious attention to the development of employee skills.  This involves providing both intrinsically satisfying work and the opportunities for training and career advancement.

9. Employees have concerns about job security.  Employees need to be provided realistic information and advice about future prospects, retirement plans, savings social security.  Since employment opportunities are shrinking in the seismic crew operations, attempts can be made to enhance the employability of individual employees. Employees can be counselled on alternate employment opportunities.  Perhaps training can be provided to enhance employability.

10. Conduct attitude surveys.  Responses will inform managers as to how employees view their jobs, their supervisors, their wages, their working conditions and other aspects of their employment.  Responses can also be fed back to employee problem solving groups and action plans developed to address specific areas of concern.  Goals can also be set for managers related to improvements in areas covered by the survey.

11. Conduct an ethnographic study to understand the role of culture in the development of safety values and attitudes in Omani society.  Findings of this study can form the basis for developing educational programs that promote the integration of desirable safety values and attitudes into the national culture.

Concluding Remarks 

This preliminary study highlights the premise that employee compliance to safety and the internalisation of safety attitudes is not purely a function of set policies and procedures or extrinsic motivators. Safety is influenced by the quality of the relationship between employees and their management, the jobs that employees perform and the level of cultural awareness of safety issues within the society.

Based on the diagnostic study carried out at WesternGeco and  a review of the available data pertaining to occupational safety, a set of recommendations have been presented in an attempt to pave the way for improved safety attitudes among employees and labourers within the seismic crew.

We believe that the implementation of the recommendations of this study should lead to significant improvements in the safety attitudes and behaviours of Seismic Crew employees.  Our recommendation regarding the ethnographic study has wider implications.  Findings of this study can have important implications for educational policy in Oman.  It can lead to the development of educational programs that may result in a reduction in road traffic accidents and the saving of precious lives. 
(Attachment 1)

The following statements summarize the discussion held with WesternGeco Omani Junior Staff & Employees. For ease of comprehension, the notes have been divided into four themes as outlined below:-

1) Staff Views Regarding Driving Incidents

· Our statistics are excellent and are by far better than the national standards

· We find the safety procedures to be very useful

· The ‘almost prison like conditions’ that we live in (referring to the isolation experienced) creates a strong urge for us to drive out (sometimes at night) just to go to a shop or a nearby village

· If the camp is close to our villages, there is no way that we would spend the night here. We take the risk of driving in the dark and under unpredictable desert conditions after an exhausting day just to be with our families

· Our wives, elderly and children depend on us for various chores and household matters (i.e. taking the child to hospital), they do not drive, and being away for four weeks simply exacerbates the problem

· We miss home and want to get there fast

· In order to get back to work on time, we need to drive at 3 or 4 am in the dark in hazardous desert conditions

· There is clear lack of safety awareness in our communities at large. There is a dire need to increase safety awareness in our communities through the media, newspapers and schools. A national campaign should be initiated to tackle safety related issues

2) Relationship with Management

· A sense of being ‘pushed around’ and controlled

· Lack of involvement

· Lack of fairness

· We feel humiliated

· Management only cares about Profit

· ‘They’ do not know how to talk to us

· We are dispensable & replaceable

· Management is manipulative and exploitative 

· We are not valued, only used as work horses

· ‘They’ do not want us to learn the more important jobs

3) Employee-Job Relationship

· We are proud when oil is found. We feel that we contributed towards its production and that the future generations will live better lives
· Our jobs are exhausting, we work long hours, routine and monotonous tasks
· There is no scope for growth, once a labourer – always a labourer
· ‘It is just a job’. We have to make a living
· We do not have input as to how things can be done. Even if we suggest something, they do not pay attention
· Work environment is debilitating particularly in the summer where we work under the sun of 50 degrees Centigrade and sand storms
4) Other Concerns Expressed

· Being away from home for four weeks continuously

· Lack of job security and the preference by management to use “casuals/temporary workers”

· Lack of social security…poor pension plan

· Improper nutrition particularly breakfast

· At times we are made to work in extremely difficult conditions (sand storms) without protective glasses or opportunity to have our lunch back in the camp

· No one from the Ministry of Labour (Currently Ministry of Manpower) pays attention to our needs or concerns

· As we become older, the company prefers younger, newer labourers or even better “casuals”

· Medical facilities are poor on camp

· Recreation facilities are inadequate

In addition to the above, current motivational schemes to promote safety within the company were discussed. The general response was a sense that they were insignificant (amounting to OR 5 for each team member), or a company cap or T-shirts. The rewards were not perceived as major incentives to comply with or internalise the safety rules and procedures. They have also boycotted filling the STOP cards.

(Attachment 2)

Meeting with crew Management

Dr. Moideenkutty opened the meeting by thanking the camp management for their hospitality.  He also acknowledged the delicate situation arising out of inadequate briefing about the purpose of the consulting team’s visit to the camp.  The seismic crews work under very difficult conditions. The visit was an eye-opener for Dr. Asya who felt proud to see so many Omanis working under such difficult conditions.

The management expected the employee concerns to be mainly related to food and accommodation. In fact they extend beyond this, the labour feel they are extremely aware of the safety regulations. The good HSE statistics support this view. 

Dr, Asya stated that employees claim that situational factors occasionally prevent them from following safe driving practices.  As an example, employees stated that when the camp is near their homes, they visit their families after work.  When they return early in the morning they have to drive before sunrise and above speed limits to get to work on time.  Employees felt that there was a general lack of awareness about safe driving practices in Oman.  They suggested that something needs to be done at the societal level to promote safe driving habits.

Regarding general working conditions, employees felt that they had no opportunities for expressing their points of view.  The management were concerned that as only a few people participate in meetings, employees may not be willing to contribute meaningfully. Speaking to employees as a group is not productive as the meeting become chaotic. Discussions have been held with representatives of employees in the office of the labour relations officer.  Problems have been solved during these meetings.  Perhaps these meetings could be scheduled on a regular basis.  In the normal course the channel of communication is through the camp boss and the LRO.

Dr. Asya said that the workers also expressed frustration at the lack of future prospects.  It was explained that promotions are form within.  Due to lack of turnover, these opportunities are relatively rare and these promotions were not always successful.  The foreman (promotees) did not have any real control over the employees.  Control comes only at the senior staff level.  Foremen sometimes act irresponsibly.  (roll over incident).

The team then described the merit system.  This was introduced to provide more structure to the process of awarding annual raises.  The merit system was integrated with the STOP card program.  This lead to some misunderstandings and the employees decided as a group not to hand in any more STOP cards.  The management has since restructured the program and plans to reintroduce it soon. 

Dr. Asya then stated that the employees felt that the safety awards were insignificant.  The CSR suggested that the awards could be made more attractive by reducing the number of awards and increasing the value.  He also said that the Veritas crew holds a daily operational meeting in the evening which is attended by the line foreman.  During this meeting operational progress and plans for the next day are shared with the line foreman.

The meeting concluded with an assurance from Dr. Asya that the report of the consulting team would be shared with the camp management.
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