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Over the past few years, it has become 
apparent that there is a need to produce a 
step by step guide to achieving an Effective 
Proactive HSE Culture. The common 
Reactive HSE Culture is slowly being 
improved to an Intermediate HSE Culture, 
but still relies heavily on personal 
commitment and self-responsibility for HSE. 
While this raises HSE to acceptable levels, it 
still does not go far enough towards 
achieving an Effective Proactive HSE 
Culture. 

The following guide explains the common 
Reactive HSE Culture, prevalent throughout the 
world, and offers practical strategies, tactics and 
actions that can be used to move through an 
Intermediate HSE Culture towards an Effective 
Proactive HSE Culture. These strategies, tactics 
and actions will be different for each Operating 
Unit depending on its HSE culture and the 
national HSE culture. The Effective Proactive 
Culture focuses on team HSE performance and 
shared responsibility from the company and 
contractors alike, and aims to bring about a shift in 
culture internally, rather than rely on annual 
results to prompt changes. 

At the heart of this culture is the proactive 
involvement of all levels of staff and management. 
This guide has been produced mainly to combat 
the rise in Road Transport fatalities around the 
world, but can be applied across any other 
relevant area of Health, Safety, Security and 
Environment. 

Where possible, ‘real life’ examples and existing 
communications have been used. 

A Route Map shows the key steps needed to 
achieve an Effective Proactive HSE Culture. 

All technical terms used in this guide, indicated 
using italics, are defined in the Glossary at the 
back. There is also a full list of abbreviations. 

The guide ends with information on the ‘Self-
Sustaining HSE Stage’, possible extension and 
integration of the approach to other business 
areas and a final comment. 
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Before you can begin to move towards an 
improved HSE performance, it is necessary 
to understand the nature of the various HSE 
Cultures. For the purposes of this document 
we have identified three types of HSE 
Culture: 

•  The Reactive HSE Culture 

•  The Intermediate HSE Culture 

•  The Effective Proactive HSE Culture 

The Reactive HSE Culture 
Focus: ‘Management and supervisory control’. 

In this culture the emphasis is on management 
and supervisory control to enforce HSE rules, 
regulations and procedures and it relies heavily on 
the use of fear and discipline. 

This is still a common approach world wide 
despite evidence that with this model it is not 
possible to achieve continuous HSE performance 
improvement. HSE performance is characterized 
by cycles, closely related to top management 
attention and it’s common to see a decrease in 
HS performance if the company has been recently 
streamlined. 

The Reactive HSE Culture is concerned with 
‘what went wrong?’ In other words, any 
improvement in HSE performance is only due to 
learning from incidents after they occurred. 

The monitoring process provides information only 
after health, safety, security and environmental 
incidents. These incidents can be subdivided into 
accidents and near-misses. Usually, the reporting 
of near-misses is extremely poor because their 
potential significance is not realized, the reporting 
systems are too complex or because those 
involved do not report the near-miss for fear of 
being ‘blamed’. 

In this culture the common starting point of the 
HSE process is an accident (1.1) and the analysis 
is mainly related to active failures (breached 

defences and unsafe acts). Only when 
Tripod methodology (1.2) is applied are 
the latent failures existent deeper in the 
operation, facility, or business activity 
demonstrated. 

It is a culture where the mind set of staff 
and management is in a ‘Reactive’ 
mode, so the company is always 
‘expecting to be lucky’. 

It is a culture where performance is only 
measured through reactive indicators 

such as LTIF (Lost Time Injury Frequency), TRCF 
(Total Reportable Case Frequency), TROIF (Total 
Reportable Occupational Illness Frequency), 
waste generated and control limits exceeded. 
Where incentive schemes do exist they are 
exclusively related to reactive indicators. It is an 
approach which has a limited capacity for HSE 
performance improvement and which is entirely 
dependent on the level of management 
commitment. 

And because it’s impossible for management to 
be everywhere and continuously monitor all 
operations, HSE performance will never 
continuously improve. 



The Intermediate HSE Culture 

Focus: ‘Personal commitment and self 
responsibility for HSE’. 

In this culture the focus is on personal 
commitment and self-responsibility for HSE. HSE 
is a line management responsibility and the 
company is very much oriented towards results, 
not through programmes as before, but 
increasingly through management systems. 

It is a culture where performance is still mainly 
measured through reactive indicators such as 
TRCF (Total Reportable Case Frequency), LTIF 
(Lost Time Injury Frequency), TROIF (Total 
Reportable Occupational Illness Frequency), 
waste generated and control limits exceeded. 
When incentive schemes exist they are still 
exclusively related to reactive indicators. 

The ‘blame’ approach still exists but when an 
accident happens the Tripod methodology is 
commonly applied identifying the latent failures 
existent deeper in the organization. 

This culture requires an HSE Management 
System and, whenever applicable, an HSE Case 
to reduce risks to ALARP (As Low As Reasonably 
Practicable) levels, promoting and raising the 
capacity for improvement in HSE performance. An 
Intermediate HSE Culture is one where: 

•  Risk management begins to play an important 
part in the HSE Management System. 

•  Managers are concerned with ‘what could go 
wrong?’ and HSE performance improvement is 
a result of identifying areas for improvement 
and implementing necessary remedial actions. 
This approach leads to the identification of 
possible risks and implements ways to control 
or lessen their effect to ensure an overall 
improvement in HSE performance. 

•  Individuals start to share thoughts and ideas, 
but team HSE performance and shared 
responsibility have not yet been developed. 

•  Processes are beginning to be understood, 
although most improvements are based on 

procedures and individuals are mainly self-
managed. 

•  Significant HSE performance 
improvements can be achieved but 
eventually a plateau is reached, after 
which, further improvements, whatever the 
effort, cannot be achieved. 
 

The Effective Proactive HSE Culture 

Focus: ‘Team HSE performance and shared 
responsibility’. 

In this culture the focus is on team HSE 
performance and shared responsibility. The 
proactive involvement of all levels of the 
organization including contractors, is vital to 
overall success and is crucial to achieving 
excellence. This culture implies a link between the 
top and the bottom of the organization not only 
within the company but also within key 
contractors. 

A continuous process of field information 
reporting, with a proactive ‘no-blame’ approach, 
becomes a key focus for the sharpened workforce 
and requires the proactive involvement of first line 
supervisors. This should lead to the development 
of trust and confidence in management. Finally, 



safer behaviour, personal motivation, ownership 
and empowerment are achieved. 

The Effective Proactive HSE Culture can be 
defined as: 

‘The product of peoples’ values and beliefs, their 
behaviour, their commitment and their proactive 
involvement, translated into a demonstration of 
continuous HSE performance improvement.’ 

It is culture that asks questions such as: 

•  What could go wrong? 

•  What are our Unsafe Behaviours? 

•  Which are the key Unsafe Behaviours? 

•  What are the related Safe Behaviours? 

HSE performance is a consequence of learning 
from the continuous identification of areas for 
improvement related to the latent stages leading 
to incidents. These stages also include the sharp-
end workforce’s own HSE habits that may lead to 
incidents. 

At the heart of this culture is an HSE Management 
System designed to improve the company’s long-
term HSE performance. A proactive HSE culture 
is one where: 

•  People live in a  ‘what if?’ mode each day 
and where the rule of thumb is ‘check out 
the risks before you make a move’. 

•  The identification of unsafe behaviours, 
hazardous scenarios and related latent 
failures plays a key role (1.3). 

•  A company takes into account what is 
manageable and what is not and so sets the 
right internal (proactive) HSE goals. 

•  Company and contractor HSE risks are 
continuously minimized while continuing 
day to day business. 

The continuous and increasing participation of 
sharp-end workforce is a sign that the process is 
moving ahead in the right direction. 

This culture leads to the identification of structural 
and organizational weaknesses, whilst ensuring 
simultaneously the identification of fallible 
decisions thus improving top management 
performance. It also identifies safe behaviours, 
controls for threats and migration / recovery 
measures for consequences, leading to 

continuous improvement of the 
overall risk conditions. This 
increases business efficiency 
while motivating and ensuring 
the proactive involvement of 
the workforce. 



It is a ‘learning culture’ that moves forward using 
the effective experience of all levels in the 
organization by identifying hazardous scenarios. It 
does not confine the identification of hazardous 
scenarios to those with line responsibility for an 
activity. Instead it encourages everyone, all levels 
of line staff, former members of a work group who 
may have valuable experience that is otherwise 
lost to the organization and others who may have 
valuable ideas, even if they have never worked in 
the field in question, to contribute to the overall 
improvement of HSE performance in the 
company. 

It is also a culture where: 

•  Team performance and shared 
responsibility are a must. An effective 
Proactive HSE Culture establishes 
processes that recognize, evaluate, monitor 
and improve individual, peer and team HSE 
performance across the whole workforce. 

•  Monitoring provides information even in the 
absence of any incident related to health, 
safety, security or environment. 

•  Proactive performance indicators play the 
main role in incentive schemes. These 
indicators are forward looking, raising 
awareness of incidents that could happen, 

as for example risk based performance 
indicators. 

•  An open approach to communication is 
established as well as a blame-free, 
proactive reporting basis. This approach 
requires as effective HSE Management 
System (1.4) and whenever applicable, a 
related living HSE Case to reduce risks to 
ALARP (As Low As Reasonably 
Practicable) levels, promoting and raising 
the capacity for continuous improvement in 
HSE performance. 

The first indications that a Proactive HSE Culture 
is penetrating the organization is an improvement 
in the Proactive HSE Performance Indicators. In 
the medium term, and as a consequence, the 
Reactive HSE Key Performance Indicators (KPIs) 
will also start to improve.  



 

Where are you now? 

Now that you have familiarized yourself with the 
three HSE cultures, you need to evaluate your 
past HSE performance. 

Past HSE Performance 

It’s recommended that you analyze the past HSE 
performance from at least the last 5 years to build 
up an accurate picture of performance evolution. 
For example, figures 1.5/6 clearly show that HSE 
performance does not improve in a reactive HSE 
environment and can only be continuously 
improved if an enhanced HSE culture, followed by 
an Effective Proactive HSE Culture is developed 
and established. 

Taking into account your past HSE performance 
with the HSE culture definitions allows you to 
identify your present HSE culture. 

 



The Vision – Setting goals 
to achieve results 

Having a Vision of where you want to be is crucial 
to achieving medium and long-term HSE 
objectives. The Vision can be defined as the 
overall long-term objective and can only be 
achieved by implementing an effective HSE 
Management System. The Vision can typically 

take between 3-5 years to reach (2.1), but in 
some cases, urgent short-term measures may be 
necessary to reach minimum HSE levels before 
the long-term objectives can begin to be 
implemented. 

You will need to set several goals to reach your 
Vision. Specific Visions for contractors can also 
be set to run alongside those for the company, for 
example, by adopting a ‘Partnership Philosophy’ 

(2.2). This can be especially successful in harsh 
HSE environments. 

To be successful, the Vision needs to be relevant, 
realistic and should lead to the commitment and 
proactive involvement of everyone. 

Future Goals 

To achieve the Vision, intermediate goals need to 
be set on a year to year basis to improve the 
present HSE performance to the Vision level. This 
‘stepped’ approach can be translated into a series 
of annual Reactive HSE Performance Indicators 
and targets (2.3/4) and should be achievable 
within 3-5 years. This series will include the next 
annual target. 
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Vision 
Our Operating Unit aims to be 

among the 3 top Road Transport 
HSE performers in Oil Products 

by the end of 2001 

Real Example 2.1 

Vision
To create a professional and 

profitable partnership with Shell 
through Customer Service 

Excellence by the year 2000 

Real Example Road Transport Contractors 2.2 



Developing an effective 
proactive approach 

Oil Products is moving from a ‘trust me’ to 
‘tell me’ to a ‘show me’ philosophy (3.1). 
The evidence for this can be seen in HSE 
Cases, with a continuous reduction of risks 
to ALARP levels and also in HSE 
performance results published in external 
reports. 
Reactive HSE Indicators (with related targets) are 
usually required to meet external requirements 
and are represented in the ‘Desired Targets’ area 
of Scorecards (see 4.1/2 overleaf). In order to 
demonstrate continuous HSE performance 
improvement these targets must be clearly 
defined. 

The strategies, tactics and actions which follow 
are related to targeting HSE performance 
improvement. The attached examples shows how 
this can be applied to the next annual target (3.2). 

Usually one or two Reactive HSE Indicators are 
chosen. However, these Reactive HSE Indicators 
only provide a visual picture of desired progress 
for use in external performance reports. 
Developing the necessary related strategies, 
tactics, logistics and internal targets is still 
required. 

The Reactive HSE Indicators are usually Key 
Performance indicators (KPIs) and allow 
comparison with other Operating Units and 
companies. 
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The primary focus should be the proactive involvement of the Drivers on 
a "proactive blame free approach" leading to a Drivers League System 
where continuous driver evaluation on an individual and team performance 
basis will lead to continuous increase of empowerment and ownership. 
Continuous enhancement of pride/status of their job will be vital for 
success. 

The secondary focus should be related to the professionalization of Road 
Contractors (through a RT Contractors Management System based on a 
RT Contractors League System).
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Real Example Road Transport Scorecard 4.1

Strategic Blocks 
Strategic Blocks (4.1/2) are strategies with 
related targets that allow a department or 
even an Operating Unit to reach its desired 
HSE performance improvement. 
The first group of Strategic Blocks should ensure 
the proactive involvement of all levels of the 
company and contractors and focus on the main 
actions needed to achieve specific targets. This 
will also help to create a ‘knock-on’ effect and help 
establish the proactive and ‘living’ systems 
needed to ensure continued HSE performance 
improvement. 

Each Strategies Block in the first group in each 
example has a specific purpose. For example: 

•  Drivers proactive involvement 

•  Sharp-end workforce and supervisors proactive 
involvement 

•  Training and behaviour awareness 

•  Journey management improvement 

•  Contractor audits and management facility visits 

The Strategic Blocks in the second group in the 
examples are related to systems. For example: 

•  Drivers Management System 

•  Contractors Management System 

•  HSE Management System 

•  HSE Case 

 
Proactive (Strategic Blocks) 
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Road 

Transport 
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Real Example Road Transport Scorecard 4.2
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Proactive Actions, 
Indicators and Targets 

Each Strategic Block can be translated into 
a series of Proactive Actions and HSE 
indicators and identifies a specific strategy 
leading to the effectiveness of an overall 
HSE Management System (5.1). 
Each action or HSE Indicator should have a 
specific annual target. Examples include: 

•  Potential Incidents 

•  Unsafe Behaviours / Safe Behaviours 

•  Unsafe Conditions 

•  Defensive Driving Courses 

•  Special training 

•  HSE Tips 

•  HSE Posters 

•  Tool Box Meetings 

•  Overall training efficiency 

•  Tachograps 

•  On-board computers 

•  Drivers rest stations 

•  Audits of contractors 

•  Management Facility 
Visits 

•  Management Field 
Visits 

Once these actions are in 
place they will lead to 
proactive and ‘living’ 
systems such as: 

•  Drivers Management 
System 

- Drivers League 
System 

- Team (e.g. Drivers) Behavioural 
Performance System 

•  Contractors (e.g. Road Transport Contractors) 
Management System 

- Road Transport Contractors League 
System 

•  HSE management System 

•  HSE Case 

The ‘no blame’ approach 

Being able to identify what can happen before it 
happens is crucial to the prevention of future 

incidents. In order to encourage staff to report 
what can happen, it’s essential to adopt a ‘no 
blame’ proactive approach. This approach is also 
especially relevant with near misses. 

Installing a ‘no blame’ system of proactive 
reporting actively encourages the proactive 
involvement of all levels – in particular the sharp-
end workforce. This approach can also be applied 
to other relevant HSE areas such as Unsafe 
Behaviours and Unsafe Conditions. 
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The Potential Incident Concept 

The Potential Incident concept (5.2/3/4) is 
a very important tool in an Effective 
Proactive HSE Culture. Avoiding injury 
and loss of life to staff and preventing 
other incidents from occurring helps 
increase productivity, business efficiency 
and morale. 

A Potential Incident is defined as: 

‘A relevant, foreseeable, credible and 
undesired hazardous 
event with a foreseeable 
and quantifiable 
consequence, from which 
HSE lessons can be 
learned by interested 
parties.’ 

Any Potential Incident is 
usually related to one or 
more Unsafe Behaviours 
and important lessons can 
be learned from the 
Potential Incident 
Concept. The concept can 
also be applied to undesired non-hazardous 
events (5.5). 



Reporting Potential Incidents (5.6) without fear of 
blame plays and important part in raising HSE 
awareness – particularly among the sharp-end 
workforce. However, it’s the quality of reporting 
that’s important not the quantity. The Risk 
Assessment Matrix should be used to assess the 
importance of reported Potential Incidents. It can 
be helpful to establish a ‘High Added Value PI 
Frontier’ in the Risk Assessment Matrix that can 
be moved from year to year. This helps the 
proactive involvement at all levels to focus on the 
targeted risk areas (5.7). 

The continual reporting of Potential Incidents is a 
simple and effective way to keep the Hazards and 
Effects Management Process (HEMP) alive. As a 
result, both the HSE Management Systems and 
the HSE Case are kept alive. For more 
information, refer to the Oil Products Guide – How 
to Develop an HSE Case in Marketing Operations. 
There are typically two sources of Potential 
Incidents: 

1. Memory. This is where staff report incidents 
(near misses and accidents) that occurred in 
the past but were never previously reported. 

2. Foresight. This is where staff who fully 
understand the Potential Incident concept 
begin to foresee relevant and useful incident 
scenarios before they occur. 



The Potential Incident Concept is a particularly 
relevant tool in an Effective Proactive HSE culture 
because it aims to eliminate accidents and 
therefore improves operational and business 
efficiency (5.8). 

Unsafe and Safe Behaviours 

Under the ‘no-blame’ approach, an Unsafe 
Behaviour is relevant, foreseeable, credible and 
undesired behaviour that can lead to a 
foreseeable consequence, from which important 
HSE lessons can be learned by interested parties. 
A Potential Incident may have one or more related 
Unsafe Behaviours. 

Reporting of Unsafe Behaviours (5.9) also plays a 
relevant role in raising HSE awareness. By 
identifying the main Unsafe Behaviours it’s 
possible to identify the related Safe Behaviours. 
Once this has been done, collaboration between 
management, first line supervisors and the sharp-
end workforce is recommended to identify and 
achieve the behavioural change. Measuring Safe 
and Unsafe Behavioural performance on a team 
on a team basis is an important tool to increase 
team performance and shared responsibility. The 
role of first line supervisors in this area cannot be 
underestimated. 



This collaboration encourages active involvement 
and increased empowerment of the sharp-end 
workforce. Eventually, a better understanding of 
Safe and Unsafe Behaviours will lead to a change 
in attitude and therefore a change in the HSE 
climate. 

Unsafe Conditions 

Reporting of Unsafe Conditions under the ‘no-
blame’ approach also plays an important role. For 
instance, drivers should be encouraged to report 
hazardous areas and ‘black spots’ on driving 
routes. By reporting these ‘hazardous spots’, 
appropriate route maps can be given to drivers 
that clearly highlight the danger areas on a 
particular route and so help them to avoid 
incidents. 

Other Actions and HSE Indicators 

There are other ways to raise HSE awareness 
among the sharp-end workforce. On the following 
pages you will find some proven methods already 
used by Shell around the world. 

HSE Tips 

Depending on the HSE climate, HSE tips should 
be made relevant and specific to the locality or 
country. For example, what is relevant in Pakistan 
is not necessary relevant in Uganda. Examples 

can be found on pages 32 – 44. Some 
areas covered include: 

•  Potential Incident (5.10 – 5.14) 

•  Safe / Unsafe Behaviours (5.15/16) 

•  Special advice (5.17 – 5.24) 

•  Route mapping (5.25) 

•  Special local / country holidays / 
festival (5.26/27) 

•  Special team results information (5.28 
– 5.30) 

•  External Accidents (5.31) 

•  Company / Contractor Incidents (Near 
Misses or Accidents) (5.32/33) 

•  Several local events (5.34). 

It is generally better to distribute HSE 
Tips as and when considered 
appropriate, (rather than at regular 
intervals), to all members of the sharp-
end workforce. HSE Tips printed on A4 
sheets should also be used to keep staff 
up to date on relevant training courses 
(e.g. Defensive Driving Courses). 

 
 

 



 
Tool Box Meetings 

Tool Box Meetings (TBMs) are especially relevant 
for first line supervisors responsible for a team of 
workers. The open discussion of Safe and Unsafe 
Behaviours, Potential Incidents and foreseeable 
consequences plays an important role in raising 
HSE awareness at the sharp-end. HSE Tips 
should also be discussed during these meetings. 
Tool Box Meetings should also be held before 
employees start their working day. 

Contractor Audits 

These play an important role in contractor HSE 
performance improvement, especially if a scoring 
system is used allowing the results to be 
quantified (e.g. up to a maximum of 100 points). 
They should be periodic (e.g. every quarter) and 
signed by both parties (company and contractor). 
A Remedial Action Report should also be added 
and signed by the parties involved. 

Management Facility Visits 

An important way to proactively involve top 
management of the company with top 
management of contractors. This is especially 
relevant when done on a ‘Partnership’ basis with 
the objective of overall HSE performance 
improvement. These visits acquire special 
relevance when they immediately follow periodic 
audits. 

Driver League System 

This powerful tool for increasing drivers status and 
road transport safety performance should involve 
driver classification (e.g. up to a maximum of 100 
points) and be supported by two tables of merit 
and demerit points. These are usually different 
from company to company as they are influenced 
by the local environment. These classifications 
are used to place drivers in one of several 
(normally 3 or 4) categories reflecting their safety 
performance and awarding them status 
accordingly. This works much better than the 
absolute ranking of drivers in a league table, in 
which the only person who is really happy is the 
first, and those lower down the ranking have little 
incentive to improve. 

The drivers league system is exclusively related to 
personal commitment and self responsibility for 
HSE. 

Team (e.g. Drivers) Behavioural 
Performance System 

A very powerful tool for raising team safety 
performance. It involves monitoring a list of crucial 
safe / unsafe behaviours performed by team 
members. An adequate measurement (e.g. up to 
a maximum of 100%) of these behaviours, which 
emphasises particularly important behaviours, 
encourages continuous performance 
improvement. 

Contractors (e.g. road contractors) 
League System 

A powerful tool for increasing HSE Contractor 
performance. It involves contractors’ classification 
(e.g. up to a maximum of 100 points) and should 
be supported by audits where final evaluation 
should take into account drivers performance. 
These audits can again be different from company 
to company taking into account the local 
environment. 

HSE Management System 

This is the overall system that with an adequate 
supply of proactive energy and the related 

Notes 
The HSE Tips included are real examples 
coming from Operating Units in countries 
such as: Brazil, Colombia, Dominican 
Republic, Malaysia, Pakistan, Philippines, 
South Africa and Uganda. 



effective strategies continually improves HSE 
performance. 

HSE Case 

A ‘living’ demonstration that an HSE Management 
System exists and focuses on risks being 
continuously reduced to ALARP levels. An HSE 
Case is required for all ‘HSE critical’ activities. 

Setting Targets and the ‘Knock on’ effect 

As we have seen, the Strategic Blocks are usually 
divided into two main groups. Targets should be 
established for each Strategic Block so 
performance can be measured. The examples in 
5.35 – 5.40 illustrate proactive targets 
successfully used by real Operating Units. The 
first group (5.35/36/37) should ensure: 

•  Proactive involvement of all levels of the 
Company or Contractor, from sharp-end 
workforce level to top level management. 

•  Support of the overall strategy 

•  The right sequence of Strategic Blocks that lead 
to systems (second group) 

The second group of Strategic Blocks is there to 
make sure that a system or systems are in place 
for the continued improvement of HSE 
performance (5.38). 



The initial sequence of Strategic Blocks should 
create a ‘knock on’ effect towards the second 
group of Strategic Blocks (5.39/40). This should 
ensure that there will be proactive and ‘living’ 
Management Systems and HSE Cases in place. 

 



Weighing the Scorecard and 
establishing the Corporate 
Link 

Having established proactive targets for each of 
the Strategic Blocks as described in Section 5, we 
can incorporate proactive and reactive HSE 
performance in to the Scorecards used for the 
appraisal of staff. This is best approached on a 
step-by-step basis by: 

•  weighing the importance of each Strategic 
Block to arrive at an overall measurement of 
Proactive HSE performance 

•  weighing the relative importance of the 
Proactive (Internal Perspective) and Reactive 
(External Perspective) performance 
measurements 

•  weighing the importance of HSE along with 
other performance measurements in the 
departmental scorecard 

•  finally establishing the ‘Corporate Link’ to 
ensure responsibility for HSE is proactively 
shared 

Weighing the Strategic Blocks 

Examples 6.1/2 illustrates how to weight the 
strategic blocks, as further described on page 24. 

Now that targets for Strategic 
Blocks, and any related actions 
and HSE indicators have been 
established in the Scorecard, we 
can determine the weighing 
(importance) of each Strategic 
Block – together they should 
equal 100%. See the real 
examples (6.1/2). 

A similar process should be 
followed if there is more than 
one reactive target in the 
scorecard. We now have a 
Scorecard that includes the 
desired reactive targets (the 
External Perspective) and the 
proactive actions needed to 
achieve these targets (the 
Internal Perspective). The next 
step is to establish the relative 
importance (weightings) of 
these reactive and proactive 
performances. 

Weighing the Perspectives 

The weighing between the Reactive and Proactive 
Indicators for the Internal and External 
Perspectives will change depending on the 
seniority of the personnel concerned (6.3/4). For 

the top management of the Operating Unit, the 
weighing is usually based 100% on the external 
perspective, ie the chosen Reactive Performance 
Indicators. At line management level in the 
External Perspective (setting goals and targets), 
the weighing can be as high as 90%, while in the 
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Internal Perspective (the actual actions and 
systems required to achieve the goals and 
targets) the weighing can be as low as 10%. In 
the same way, the External Perspective for the 
sharp-end workforce can be as low as 10% while 
the Internal Perspective can be as high as 90%. 

It is particularly important that the performance of 
the line management team is principally measured 
using the proactive HSE performance indicators 
(for example >70% on the proactive indicators). 

Weighing the Department Scorecard 

Once the perspectives have been weighted, HSE 
Performance can be incorporated in the 
Department Scorecard. The importance of HSE is 
directly related to its Scorecard Percentage (6.6). 
With this final weight, the Scorecard becomes 
complete (6.7). 

The Corporate Link 

The ‘Corporate Link’ (6.8) is achieved when 
responsibility is proactively shared at all levels of 
the company and contractors. This helps create a 
shift from self-responsibility to shared 
responsibility. 

As an incentive, the HSE performance should be 
linked to every employee’s annual bonus and 
based on achieving desired targets. Having 
Operating Units and contractors working together 

towards HSE performance 
goals, especially on a 
‘Partnership basis’, creates 
powerful motivation to achieving 
desired goals. 

By connecting everyone, this 
approach creates ‘peer 
pressure’, a very important tool 
at all levels. 

The relationship between 
Operating Units and contractors 
is certainly an important aspect 
to achieving a Proactive HSE 
Culture. 

 

 



Monitoring progress and 
audits 

To monitor progress towards departmental 
targets and proactive strategies, an effective 
information system needs to be put in place 
that focuses mainly on proactive HSE 
actions and HSE Performance Indicators. 
This system will demonstrate internal and 
external HSE performance improvement. An 
audit plan should also be put in place to 
ensure the reliability of the system. 

As a Proactive HSE Culture develops, effective 
monitoring and information systems play an 
increased role towards measuring behavioural 
performance. However, it’s important that these 
monitoring systems retain the trust and 
confidence of the sharp-end workforce. 

A Proactive HSE Culture relies heavily on 
gathering appropriate information through a ‘no 
blame’ approach to reporting and requires active 
encouragement by first line supervisors who have 
to manage the vital interface with the sharp-end 
workforce at the ‘line management frontier’. 

Communication and Senior Management 

Communication is a vital ingredient in an Effective 
Proactive HSE Culture (7.1). The ultimate 
responsibility for the success of a Proactive HSE 

Culture lies with management at departmental 
level. It is their responsibility to communicate on a 
regular basis the overall performance, positive 
and negative, of the department. As the culture 
develops, the sharp-end workforce should begin 
to take more responsibility for its action, but senior 
management support remains essential. 

Senior management also need to ensure that 
information on HSE is relevant to the local 
situation and reaches the appropriate people. This 
type of information includes: 

•  Potential Incidents 

•  Safe and Unsafe Behaviours 

•  Incidents (near misses or accidents) 

•  Other relevant incidents 
involving other companies 
in the same region or 
country 

•  Special term 
results/rewards 

HSE Tips are a very good 
way to do this, so it’s 
essential that first line 
supervisors and the sharp-
end workforce receive them 
on an appropriate basis. 
Sending the right messages 

at the right time will enhance the effectiveness of 
the HSE Tips. 

Communication and Line Management 

Line Management, particularly those first line 
supervisors (line management frontier) working 
directly with the sharp-end workforce, must play a 
very proactive role in the chain of communication 
and are always involved in any Potential 
Incidents, Safe and Unsafe Behaviours, HSE 
Tips, Audits and Training. 

Without them, developing a Proactive HSE 
Culture is not possible. Their relationship with the 
sharp-end workforce is fundamental to effecting a 
change from a traditional reactive culture to a 
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proactive one. It’s crucial that they have the 
support of Senior Management if they are to earn 
the respect of the sharp-end workforce. 

As leaders of their own local units, they are the 
driving force behind any HSE proactive and 
reactive performance improvement. An essential 
part of this improvement is enhancing Safe 
Behaviours on a team basis. 

Communication and the Sharp-end 
Workforce 

It’s a well recognized fact that around 90% of 
accidents are caused by human error at the 
sharp-end. These accidents can lead to significant 
financial loss, even bankruptcy, for some 
companies. 

With this in mind, effective communication to and 
from the sharp-end of the workforce is vital. Tools 
such as Unsafe and Safe Behaviours, Potential 
Incidents and HSE Tips allow all workers, not just 
those in management, to contribute proactively to 
performance improvement. This implies an 
increase in Safe Behaviour performance across 
the sharp-end workforce and contributes greatly 
towards overall success. 

It’s true to say that without the commitment and 
proactive involvement of the sharp-end workforce, 
an HSE Management System or HSE Case will 

never deliver a breakthrough in HSE performance, 
in either the company or within contractors. 



The Performance and 
Effectiveness Diagram 

To measure program, it’s important to evaluate 
the effectiveness of a Proactive HSE Culture. This 
can be illustrated through the Performance and 
Effectiveness Diagram (8.1) that shows the simple 
relationship between reactive (external) 
perspective performance and proactive (internal) 
perspective performance. The diagram includes: 

•  Proactive Performance 

•  Reactive Performance 

•  Proactive Energy Effectiveness 

The Proactive Performance (-20% to + 120% in 
example illustrated) represents the performance 
against the established proactive targets. 

The Reactive Performance (-20% to + 120% in 
example illustrated) represents the performance 
against the established reactive targets. 

Finally, the Proactive Energy Effectiveness is 
simply the relationship between the Reactive and 
Proactive performances. 

To calculate the Proactive Energy Effectiveness, 
divide the Reactive Performance by the Proactive 
Performance. The ideal result would be 100%. 

A Performance & Effectiveness Diagram may be 
used continuously by the department or team to 
identify: 

•  The amount of proactive energy (i.e. as 
demonstrated in Strategic Blocks) needed to 
achieve specific targets. 

•  The need for intermediate corrections. 

•  The effectiveness of different strategies. 
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Conclusion 
The Self-Sustaining HSE Stage 

An Effective Proactive HSE Culture has: 

•  Commitment and proactive involvement from 
senior management 

•  Proactive involvement from line management 
including first line supervisors 

•  Personal motivation, responsibility, ownership 
and empowerment of the sharp-end workforce 

•  Team HSE performance and shared 
responsibility. 

If each of the above is present, then the company 
will have a continuous ‘learning culture’ where the 
abilities and experience of sharp-end workforce, 
and the coaching capacity of first line supervisors, 
are highly respected. Developing trust and 
confidence is essential to reach this culture. 

As an Effective Proactive HSE Culture grows it 
leads to solid improvements in HSE performance 
and will eventually reach the ‘Self-Sustaining HSE 
stage’. This is when the shift in culture is complete 
and HSE is highly regarded, actively sought, 
promoted and rewarded throughout the 
organization. In short, HSE considered a major 
part of the business. 

Extending and integrating this approach 
into other business areas 

It is possible to extend this approach to other 
business areas such as quality and productivity. 

For example, Quality Management is based on 
the principle of Plan, Do, Check, Act and leads to 
continuous quality improvement. When this 
process is applied across a company, it leads to 
Total Quality Management – where everyone 
shares the responsibility for quality. To do this 
effectively, quality standards need to be 
maintained throughout the entire process, and at 
all levels of the company. 

The Effective Proactive HSE Culture has exactly 
the same approach, and both could benefit from 
each other’s simultaneous implementation. 

Scorecards (the measurement & reward of the 
proactive strategies and actions) play a vital role 
in an Effective Proactive HSE Culture. These vital 
tools can be applied with equal success to other 
areas of the business. 

Final comment 

Some Operating Units are undoubtedly moving 
towards an Effective Proactive HSE Culture and 
intermediate results are showing this to be true. 

Nevertheless, there is still a significant way to go. 
Achieving an Effective Proactive HSE Culture 
takes a lot of hard work and fine-tuning. There are 
many different aspects that need to be 
considered, enhanced and developed. Opposite is 
a list of the main requirements: 

•  Leadership 

•  Co-ordination 

•  Vision 

•  Overall long term strategy 

•  Appropriate annual strategies 

•  Annual proactive energy 

•  Correct tactical moves 

•  Scorecards 

•  Effective reporting system (including ‘no-blame’ 
approach) 

•  Adequate information system 

•  Adequate communication system 

•  Team performance 

•  The Corporate Link 

•  Frankness 

•  Trust 



•  Confidence 

•  A proactive ‘living’ HSE Management System 

•  A proactive ‘living’ HSE Case (if required) 

We need to ask ourselves if the effort is 
worthwhile. 

There’s only one answer… 



















Abbreviations 
AFI = Area For Improvement 

ALARP = As Low As Reasonably Possible 

Capex = Capital Expenditure 

DDC = Defensive Driving Course 

H = High 

HEMP = Hazards and Effects Management 
Process 

HSE = Health, Safety and Environment 

KPI = Key Performance Indicator 

L = Low 

LTI = Lost Time Injuries 

LTIF = Lost Time Injury Frequency 

M = Medium 

MFV = management Facility Visit 

MS = Management System 

Opex = Operational Expenditure 

OU = Operating Unit 

PI = Potential Incident 

RAM = Risk Assessment Matrix 

RT = Road Transport 

SB = Safe Behaviour 

TBM = Tool Box Meeting 

TRCF = Total Reportable Case Frequency 

TROIF = Total Reportable Occupational Illness 
Frequency 

UB = Unsafe Behaviour 

UC = Unsafe Case 

Glossary 
Accident = Incident causing actual damage or 
consequences to business (people, assets, 
environment or reputation). 

Consequence = Quantifiable effect / escalation of 
effects leading to damage (people, assets, 
environment or reputation). 

Hazard = The potential to cause harm, including 
ill health and injury, damage to property, products 
or the environment, production losses or 
increased liabilities (or a system where energy – 
in single or combined form – is able to trigger an 
incident with undesired consequences if the 
occurrence of a given threat is not prevented or 
controlled). 

Hazardous Scenario = Any foreseeable, credible 
and undesired hazardous event linked to a 
hazard. 

HEMP = Risk methodology consisting of 4 stages: 
Identify (Hazards and Potential Incidents), Assess 
(Risks, using the Risk Assessment Matrix), 
Control (Threats), Mitigate / Recover 
(Consequences). 

Latent Failure = Structural or organizational 
weakness that may open ‘window’ for future field 
incidents. 

Near Miss = Incident with no actual damages / 
consequences to business (people, assets, 
environment or reputation). 

Potential Incident = Relevant, foreseeable, 
credible and undesired hazardous event (If the 
event is a hazardous one, it will lead to HSE 
business issues. If the event is a non-hazardous 
one it will lead to non-HSE business issue) with 
foreseeable and quantifiable consequences, from 
which HSE lessons can be learned by interested 
parties. 

Risk = The product of the probability of the 
occurrence of a given hazardous event (with 
related consequences) by the severity of the 
related consequences. 



Risk Management = The process of selecting the 
most cost-effective measures for achieving the 
desired risk reduction. 

Strategic Block = Group of internal proactive 
actions and / or internal proactive HSE indicators 
with related targets. 
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