
This program began at the request of the GOSH Program Committee. They wanted 
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to offer similar topics but targeted to public and private sector.  

But they didn’t think that public entities have a bottom line!

Of course they do. Depends on how  you define a “bottom line.”

For purpose of this program let’s just agree: When you talk about the “Bottom Line” 
it’s always all about the money$$$$, but..



I define a “bottom line” as the reason an organization has been created or continues 
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to exist. 

Most private business has been started or continued in order to make money = 
“PROFITS!” to build wealth…

Not-for-profits provide a service.

And we have created government to bring order to our society. Within the idea of 
order, we have the general safety of citizens. So, in fact, the whole purpose of the 
public sector is safety, so safety in a way is the bottom line.

Why, then, does it seem so hard to get attention, funding, resources for safety? 

Discussion note: talk about what we mean by safety…it is employee safety and 
health



Most people think first about the “Product” or “Service” any organization – public or 
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private - provides.



They only think of “safety” when something out of the ordinary occurs.
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So most organizations can discuss “safety” conceptually and anecdotally. Most 
people will agree it is important. Both private and public sector frame safety as 
either a legal/compliance obligation or in terms of failures: claims and lawsuits, 
losses and costs…that’s what they measure against their bottom line.

Discussion note: Use the example of the role of the Cabin Crew on an air plane. 
Even though it is a private business, most people think of the cabin crew as service 
providers, not safety managers, until something goes wrong with the flight…use the 
example of USAir Flight 1549 January 16, 2009.

Start discussion to compare and contrast private and public



The big question many  still ask, why can’t public sector run like a business…in your 
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hand out is a longer list but here are some pretty typical differences between private 
and public sector….and remember we are being measured against a different 
bottom line … we have been created for different purposes…

Discussion Note: talk about the difference between “risk based” business decisions 
and “risk adjusted” business decisions.



But public sector sure can be run like a business, the Business of Government.
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Discussion: talk about what the business of government is, how it is similar to 
private business and what we can learn from well run private businesses. But recall 
the differences from the previous slide…



For each governmental entity, its purpose for being is publically documented. This 
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will tell you what line of government business a particular entity may be in…

Look for enabling legislation, statute, rule, charter, code or ordinance. It will tell you 
the purpose (bottom line), identify essential functions and direct you to its funding 
sources…

Knowing this will help you find out where or how safety may fit into the 
organization's structure or functions and give you a clue about its safety culture…

For the most part you’ll likely need to infer where employee safety fits. It is seldom 
explicit.  Remember you have to be able to present safety in terms of the bottom 
line (mission or purpose) of each public entity. 

Government tends to be very labor intensive. So that is a pretty standard approach 
to connecting safety to the bottom line. In direct service organizations, the public or 
clients ( inmates, patients…) can’t be safe if employees are not safe…



The way to a bureaucrats heart is though their budget.  
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Public entities only have “the public’s money ”. Increasingly, transparency and 
accountability for spending the public’s money is being scrutinized. Public entities 
do not do a good job of letting the public know how they spend the money.

How does safety contribute to wisely spending the public’s money?



Every entity, private or public have business processes. Think of them as the 
vertical 
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vertical supports that “stand-up” the entity.



Except for “revenue (the tax man)”, these are business processes found in every 
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organization – private and public. 

It’s what it takes to keep an organization “on its feet.”



Like the private sector, government business process also have standards it is 
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expected to meet…while not the same as private sector, the standards are 
designed to allow the entity to achieve its purpose…for example

Generally accepted accounting principles (GAAP) are based on basic principles of 
consistency, relevance, reliability, and comparability. Financial Accounting 
Standards Board (FASB) is an organization granted the authority to establish 
(GAAP) by the Securities and Exchange Commission (SEC).

Governmental Accounting Standards Board (GASB) establishes and improves 
standards of state and local governmental accounting and financial reporting



Is safety a “business process”…? Is it part of another business process? If so, 
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which one?

This is a trick question. Most organizations will not have safety as a business 
process. Exception may be the OSHA agencies for whom safety is their business. 
Safety needs to be reflected in so many other business processes…HR: hiring, 
training, performance standards, evaluations,…Budgeting: equipment, materials, 
supplies, personnel, program costs; Auditing: compliance, reporting,…Facilities: 
sighting, design, maintenance… 



Think of Management systems as running horizontally through an organization. 
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They are the straps that bind the vertical business processes and allow the 
organization to carry its own weight…

I think safety fits best as a management system, connecting business processes 
and allowing the managers to drive (maintain or alter patterns) the organization 
forward (hopefully forward.)

One of the biggest problems we have in safety, we are not adequately “information 
based.” We do not have adequate data to use as evidence to support our activities 
or demonstrate safety’s value or contribution to the bottom line. Until we get better 
data, we will always be trying to sell managers on something they will agree is nice, 
but can’t see as essential to the bottom line… 

The other problem we have is mistaking safety programs for management 
systems…so far, in this presentations I have not talked at all about safety programs. 



For people who think management is just telling other people to do all the work…it 
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actually takes a lot of work, knowledge and skill to manage well.

Managing safety requires planning, organizing, directing and controlling by 
managers. 

Safety managers add value to the management of safety by creating the framework, 
building tools, technical expertise and research, consulting internally, delivering 
programs, managing data and information and  providing feed back. In some cases 
programs are direct services.



Do not confuse Safety Management systems with the management of safety.
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Remember, management systems are formal and information based routines and 
procedures…there are a number of existing safety management systems that you 
can use as a template to construct your own that aligns with the mission, purpose 
and bottom line of your organization…



These are useful as a template for most government operations.
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There are many others, i.e. Environmental Safety Systems or Process Safety 
Management that may be more specific to your operations….



The real, hard, day-in-and-day-out work is the management of safety. It is done by 
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every member of your organization. The safety management system, integrated and 
drawing on all the essential business processes, is the tool, infrastructure, 
framework to keep everyone on course. It’s the playbook for managers on what the 
organization needs to do to accomplish “safety.” But the play book is not the same 
as the ongoing actions of managing: planning, directing, organizing and controlling. 

Managers may not open that playbook unless your organization has safety included 
somewhere in its guiding documents (listed above). The place where every 
manager is expected to check in, at least periodically, to be sure they are moving 
the organization toward its bottom line. 

If safety is listed somewhere in these guiding documents, it is more likely managers 
will reach for the playbook and turn to the section on Safety management to learn 
what they should be doing…



Management of safety requires that safety is in the guiding documents, that 
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business processes address it and that it is tied together with a management 
system that managers can use to maintain or alter direction…

Safety programs will only be successful, supported and useful if they are seen as 
discrete activities done by the manager, safety staff, vendor, consultant or business 
process specialist to move the organization closer to achieving its bottom line.



So where is safety in your organization?
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Is it program oriented? Isolated to the “Safety Office” (or worse yet, Safety Officer!”) 
Viewed as a “cost”? Able to be “cut” when times are tough? No evidence to support 
its contribution to the bottom line?

Is it a business process? Possible that there are enough risks to justify it as an 
essential upright support to help carry the weight of the organization…

Is it a management system, providing managers a framework for their role in 
managing safety, based on information to help the organization accomplish its 
bottom line…

Is it in the guiding documents, referred to by every member of the organization, and 
asked about by every executive when they are asking about the organizations 
bottom line?



Just as an aside, there is no single right structure. But there is a right place for 
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safety functions in each organization. 

This was a poll of Risk Managers. They ranked this reproting structure in order. 
Increasingly, the safety function is found in the risk management program. 

Comments in the poll indicated that HR was never a good option from the Risk 
Managers point of view. 



The Program Committee asked that each presenter offer something new or 
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something that participants can try out. 

ERM has been around for a while, but it is gaining momentum in the Risk world.  I 
am hearing that progressive organizations are now talking about “enterprise” 
safety….



Unfortunately, enterprise safety is so new there are no tested models…and it may 
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not catch on…



ERM uses a workplace diagnostic called Maturity Modeling.
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Risk Maturity Modeling is being sponsored by RMIS. Its assessment tool is 
proprietary. 



To my knowledge there is no Safety Maturity Model Assessment Tool currently 
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available.  But its principles can be applied to safety programs. 



It is different than an audit – which can remain a useful tool for program evaluation. 
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The Maturity Model is less threatening, can create involvement and lets (or 
requires) managers to own their role and work rather than shift it off the “Safety 
Office.” 



Some ideas on implementing.
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There assumptions are essential. If your organization is not at this point, you need 
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to cover the basics first…safety in the organizations guiding documents, a safety 
management system in place and integration with established business 
processes…the stuff we discussed earlier  



This is a  project I worked on in my last years with the State. We developed a Safety 
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Maturity Model Assessment Tool and had begun to test it. It is the only such model 
of which I am aware. I’m not sure the State has finished testing and evaluating it. 



We selected Management Responsibilities using the ANSI Z 10 Safety Management 
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System standard and Dan Petersen’s Safety Management Criteria for Success. The 
1987 Safety Initiative had used Petersen’s work as a framework and so the 
management responsibilities were designed to reflect them. Manager had seen, 
heard and read about these criteria for a number of years and so they were familiar. 
We used these for the Maturity Model.

In your handout, there are actual examples from the Assessment tool. The following 
slides highlight key areas. 



Detail in the Model of what this Management Responsibility means…
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And selected Actions that management must pursue to fulfill the responsibilities…

31

Each Action Area was then described and ranked on a scale of 1 to 5. Number 1 
was the lowest maturity ranking, 5 being best of class…

Each ranking was described so the managers could assess where they felt their 
organization was in terms of maturity on each action area. 



Another example
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With Actions 

33



Another
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With actions…
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And the last
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With actions.
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This was a hard number standard. We used the performance measure used since 
1987 as part of the Statewide Safety Initiative. It was the Number of Time Loss WC 
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1987 as part of the Statewide Safety Initiative. It was the Number of Time Loss WC 
Claims/ 100 FTE. 

Like the other Action Areas, it was ranked from 1 to 5. The Statewide average was 
used as a ranking of 3 with incremental ranges above and below. 

The Safety Manager for each department reported that agency’s actual TL claim 
rate and it was fit into the correct category.

While all the other rankings were subjective this was a hard, actual number. The 
management groups tended to rank their organization highly on all the other 
categories. This actual number was usually lower.  It lead to interesting discussions 
about why they were having so many losses if they thought their management of 
safety was so good.

The point of the exercise was to promote that discussion, management engagement 
and creation of an improvement in plan in areas they selected as work they were 
willing to do. The plan was to repeat the whole exercise in 12 to 18 months to 
measure improvement. It the interim the Safety Manager would work with them on 
action plans and improvements. 



Thank you for your attention and time. I hope this program helped you think in a 
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new way about old problems and challenges. 


