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ISO 45001, inspired by the well-known OHSAS 18001, is designed to help companies and 
organizations around the world ensure the health and safety of the people who work for them. 

ISO 45001 currently is at the committee draft stage of development, the first consultation 
phase. During this stage, the countries (ISO members) that have chosen to participate in 
the standard’s development have two months to form a national position on the draft and 
comment on it.
Many experts in occupational health 

and safety have lobbied for an ISO stan-
dard that would help integrate occupational 
safety and health into sustainability, quality 
and management systems efforts.

Kathy A. Seabrook, CSP, CFIOSH, EurOSHM, 
recently spoke about supply chain account-
ability, the market economy, sustainability/
corporate social responsibility (CSR), materiality 
reporting and the ISO 45001 management 
system standard for workplace safety and 
health at the Standards and the Global 
Supply Chain event hosted by ANSI.

“Risk is the common thread connecting 
supply chain accountability, the market 
economy, sustainability, materiality reporting 
and ISO 45001,” said Seabrook, adding, “All 

of these risks can have an impact on public policy. This interconnectedness 
of risk impacts society, the economy and trade, an industry, an organi-
zation, its reputation and brand, its shareholders, business processes, 
product and service delivery capability, its workers and its supply chain. 

The premise of a management system standard is to set out require-
ments to establish, implement, maintain and continually improve a 
system to manage risk. Current management systems standards are 
environmental (ISO 14001), quality (ISO 9001), food safety (ISO 22000) 
and consumer product safety.  ISO has over 70 management systems 
standards, covering everything from energy to asset management. The 
ISO 45001 standard is focused on the management of an organization’s 
occupational safety and health (OH&S) risk.  

Seabrook reminded her audience of the garment fires and Rana Plaza 
building collapse in Bangladesh two years ago. The fires took the lives of 
dozens of workers who were trapped in the buildings when fires broke 
out. The Rana Plaza collapse killed 1,129 workers, who were crushed 
in the wreckage of the building when it fell. 

Seabrook noted that investigations of the garment fires found the 
basic provision of adequate emergency exits did not exist, and that due 
to concerns of theft by the workers, the exits that did exist were locked.  
There was no way out for the workers caught in the fires. In the case 
of Rana Plaza, she said, the building and company owners knew there 

was an issue with the integrity of the building “but 
chose not to provide a safe place of work for those in 
their employ.”

Several efforts were launched following those trag-
edies, including the Alliance for Bangladesh Worker 
Safety and the Accord on Fire and Building Safety in 
Bangladesh, to promote occupational health and safety 
efforts for workers in Bangladesh.   

“The fire life safety inspections organized by these 
groups are an important feedback mechanism for con-
tinual improvement and they are part of the ISO 45001 
systems approach to managing the OH&S risks of injury, 
ill health and/or death to workers,” said Seabrook.

The basic premise of the ISO standard is to proac-
tively identify OH&S risks, said Seabrook “before an 
incident occurs and assuring controls are in place can 
help to minimize or eliminate these causation factors 
in the future.” 

CONNECTING THE DOTS: 
ISO 45001, THE SUPPLY 
CHAIN AND RISK 

BY SANDY SMITH

On March 26, voting began on ISO 45001, which sets requirements 
for occupational health and safety management systems. Kathy 
Seabrook, former president of the American Society of Safety 
Engineers, shared her thoughts on ISO 45001 at a recent event.
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organization’s f inancial  condition and operational performance, it 
should be reported. Saving workers’ lives and providing safe working 
conditions also pays off in the health and sustainability of the global 
supply chains themselves.”

OH&S AND MATERIALITY MAPS
Treating OH&S risk as material to the viability of a company or industry 
also prioritizes worker safety and health initiatives, said Seabrook. 

For example, Owens Corning is a U.S. manufacturer of building materials 
and has identified 22 medium-high materiality topics in their sustain-
ability report, and OH&S risk (employee safety and health) is one of 
them. Seabrook calls this “a trend to watch.”

The NGO Sustainability Accounting Standards Board (known as SASB) 
is chaired by Michael Bloomberg with Mary Shapiro (former chair of the 
SEC) as vice chair.  “These are two powerful influencers in the invest-
ment community and policy development arena,” said Seabrook. They 
are overseeing the development of SASB materiality maps, similar to 
what Owens Corning is doing, which identify materiality issues on an 
industry-by-industry basis.

Materiality maps have been created for the financial services, tech-
nology and communications, transportation, mining and the oil and gas 
industries to name a few. SASB‘s goal is to get companies to focus their 
sustainability strategies on the most important issues and to under-
stand the metrics that underpin each materiality issue that is reported. 
They also are encouraging Investors and other market participants to 
use the SASB materiality map “to analyze portfolio exposure to specific 
sustainability risks and opportunities represented by each material 
issue,” she added. 

In the end, the market will determine the future of SASB’s influence. 

FULL CIRCLE TO ISO 45001
According to Seabrook, ISO 45001 can inform and play a role in creat-
ing solutions that cross borders. While the scope of ISO 45001 is not 
intended to include supply chain workers, “an organization can choose 
to leverage the ISO 45001 management systems approach as a solution 
to identify, control and continually improve opportunities to reduce or 
eliminate safety and health risk to workers in the supply chain,” she 
noted. l

The American Society of Safety Engineers (ASSE) is the administrator of the U.S. Technical 
Advisory Group to ISO 45001.

CONNECTING OH&S AND SUSTAINABILITY
According to Seabrook, there are two drivers impacting change by 
some organizations to be more accountable for their supply chain: 
the market economy and sustainability reporting, and they are closely 
tied, she noted. “The investment community and organizational stake-
holders are driving market demand for more transparency from the 
organizations they invest in,” said Seabrook. “To give you a business 
perspective, the UN Global Compact and Accenture conducted a CEO 
Study on sustainability about a year an a half ago. They surveyed 
1,000 CEOs from around the world and 93 percent of these CEOs 
stated [that] sustainabil ity is important to the future success of 
their business.” 

Sustainability reports published annually or biannually by publicly 
traded companies increasingly are disclosing supply chain and worker 
safety and health risks that are material to their organization, said 
Seabrook.  Globally, the investment community and other organizational stakeholders have 
embraced the voluntary Global Reporting Initiative’s (GRI) Framework for reporting disclosures in 
sustainability reports.  Over 95 percent of the companies on the Dow Jones Sustainability Index 
now meet the reporting requirements of the GRI Framework. 

Some of these companies are moving to towards integrated reporting, which combines their 
sustainability and financial performance into one report. It is important to note Occupational 
safety and health performance is one of the reporting or disclosure requirements in the GRI 
Framework. The Center for Safety and Health Sustainability has been working to influence the 
OH&S GRI Framework requirements so they are more proactive and aligned with recognized 
management systems thinking.    

SUPPLY CHAIN ACCOUNTABILITY
The most recent version of the GRI Framework focuses on supply chain accountability and mate-
riality disclosures. Seabrook said that what this means is depending upon the industry sector, the 
supply chain and nature of risk and operations, OH&S risks may be identified as material to an 
organization’s financial condition and operational performance, and therefore must be disclosed 
or reported to shareholders as a requirement by the U.S. Security and Exchange Commission. 

“This is where the markets, sustainability, public policy and ISO 45001 converge,” Seabrook said.
In ISO 45001, she explained, an organization considers its external issues and the needs and 

expectations of interested parties to determine its OH&S risks. “An example of this is sustainability 
performance,” said Seabrook. “In this case, the interested party is the investment community and 
the external issue is transparency on OH&S performance in the sustainability report. Since OH&S 
performance and materiality reporting are becoming expectations of the investment community, 
this external issue impacts the organization’s ISO 45001 OH&S management system.”

To take it  a step further,  she said,  “ if  the OH&S risk is  determined to be material  to the 
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In 2010, the Deepwater Horizon offshore drilling rig exploded, killing 11 and triggering the 
largest oil spill in U.S. history.

The rig was plagued with compliance issues leading up to the disaster, receiving six 
citations from the Mineral Management Service for safety issues including non-grounded 
electrical equipment and a non-functioning blowout preventer.

A recent movie starring Mark Wahlberg 
titled “Deepwater Horizon” dramatized 

the c ircumstances that led up to the 
disaster and the consequences of safety 
not permeating to the sub-contractor level. 

Avetta Co-founder Jared Smith shared the 
following views about the movie and the 
importance of finding the right technology 
to vet and work with subcontractors or 
suppliers.

Deepwater Horizon is  one of  the f irst 
movies to demonstrate to the general pub-
lic the risks associated with outsourcing a 
job. The byproduct of the 100-year trend 
of outsourcing is that risk is introduced and 
needs to be mitigated, Smith said.

The challenge facing oil companies is the 
sheer number of contractors required to do 
the work. For example, a mid-size oil company 
utilizes a minimum of 1,000 contractors.

Using a platform that allows a contractor to manage the data and 
workflows associated with supplier vetting makes it possible to not 
only select the right supplier but also allows the contractor to com-
municate their standards, making the relationships stronger and more 
productive, he said.

Smith highlighted the four-step process of mitigating r isk when 
outsourcing:

1. Perform risk analysis.
2. Find the right supplier.
3. Partner and monitor with suppliers during the project.
4. Evaluate performance and improve.
 “Transparency breeds trust,” Smith said. “Suppliers need to be trans-

parent about who they are from a performance, compliance and cultural 
perspective.”

Still, the most important thing “Deepwater Horizon” gets across to 
the general public is an understanding of the human factor when a 
disaster occurs, Smith said.

“Every movie needs a hero and every movie needs a villain,” he said.  
“I absolutely love that the movie does a great job at telling the human 
stories – the grief and anxiety the family and employee goes through.” l

Avetta Co-founder Jared Smith indicates why choosing the right 
technology is important in the process of risk management.

BY STEFANIE VALENTIC

DEEPWATER HORIZON 
HIGHLIGHTS THE RISKS 
OF OUTSOURCING
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New goals for EHS regulatory compliance programs include minimizing the adverse life cycle 
impacts of products and operations and require integrating EHS practices and expertise 
into core business processes. At the same time, a more complex regulatory imperative has 
evolved as global regulations become more complicated and dynamic. This new imperative 
creates an important shift in focus from violation prevention to embedded compliance.

Conformance has evolved to become less about reactionary tactics and more a part of a 
strategic business plan that includes supply chain actions with measurable success factors 

rather than vague attempts to preserve and promote brand image. This is evidenced by recent 
studies in which respondents identified competitive advantage/corporate brand as a less substantial 
driver for participation in enterprise sustainability as compliance with regulatory requirements.

How can you help your company integrate EHS principles and intelligence into core business 
processes to actually procure, use and create safer, greener products, thus supporting your 
organization in its efforts to competitively operate in an ever-changing regulatory and busi-
ness climate? Is it possible to leverage existing EHS data and tools to reduce toxic footprint and 
develop better products?

ANALYZING THE SUPPLY CHAIN
As the volume and complexity of regulations increases worldwide, companies are forced to consider 
the safety, regulatory obligations, components and footprint of raw materials and non-process 
chemicals to which their employees, communities and customers are exposed. When combined 
with an intense focus on concepts such as greening the supply chain and running cleaner opera-
tions, companies are examining every phase of the product lifecycle to ensure they efficiently 
and cost-effectively are managing the full spectrum of their hazard communication and product 
stewardship requirements. In addition, it can be extremely important to ensure that suppliers are 

socially and environmentally responsible operators and if not, to dis-
continue relationships or apply pressure to encourage them to change.

This challenge is complicated by the fact that each phase of the product 
lifecycle has unique compliance and product stewardship requirements. 
From the cradle of research and development to the grave of waste 
disposal or cradle of recycling, a complete and detailed analysis of the 
compliance and sustainability requirements associated with each stage 
must be performed. In doing so, companies develop a better understand-
ing of the types of data that are required to fuel compliance performance 
and product stewardship initiatives throughout the product lifecycle.

Consider the following issues during your supply chain analysis:
Research and development (R&D) and formulation laboratories perhaps 

can make the biggest impact in making progress toward green product 
creation. It is far less expensive to design a low-impact product than to 
manage or retrofit a high-impact one. Scientists and engineers working 
in R&D must track global regulatory requirements as well as available 
toxicological and eco-toxicological data. Data aggregation tools can be 
used to facilitate or enhance the flow of information.

The challenge, however, is to identify solutions that provide more 
than just a compilation of regulatory text. Value comes from data and 
information solutions that distill regulatory information into normalized 
content that seamlessly can be integrated into platforms and tools. 
Generating and maintaining such data in-house can be time consuming 
and highly inefficient.

Formulators should be encouraged to use environmental profiles to 
evaluate products prior to market release. The types of data maintained 
by EHS departments that are of greatest importance include:

•  What components may be banned or regulated in certain markets?
•  What means of transportation will be allowed for given formulations?
•  What components trigger more intense regulatory scrutiny and 

obligation due to high-profile, negative attributes such as carci-
nogenicity? Can less impactful components be substituted?

•  Will the components of these formulations require more elaborate 
safe handling measures than other formulatory options?

•  Can the final product have a smaller toxicological carbon or water 
footprint by substituting one component for another?

The discussion of the importance of regulatory content equally applies 
to the manufacturing function. Data management and analysis during 
the manufacturing phase of the product supply chain involves a myriad 
of variables.

Environmental health and safety (EHS) regulatory compliance 
programs and strategies, by definition, traditionally have been 
aimed at preventing violations, fostering safety and reducing risk.

LEVERAGING EHS DATA AND 
TOOLS FOR A SAFER AND 
GREENER SUPPLY CHAIN

N
BY ISAAC POWELL AND CONNIE PROSTKO-BELL
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approved uses and exposure scenarios on material safety data sheets 
(MSDS). But in the near term, teaming with a reliable vendor data pro-
vider or establishing communication with your suppliers are the best 
ways to ensure that you have all data that is available so that you may 
leverage it for decision making.

KEY DATA AND TOOL REQUIREMENTS
While each phase of the supply chain boasts its own unique require-
ments, there is a common thread throughout: access to comprehensive 
and accurate regulatory data is required during each and every phase, 
as this data is one of the most essential requirements for green and 
sustainability initiatives. The importance of this information cannot 
be overstated. In fact, it absolutely is critical for assessing the EHS 
sustainability footprint of chemical products. If properly applied, it also 
can be used to aid in the development and selection of safer and more 
environmentally friendly products.

But what exactly should companies look for when evaluating existing 
data or when researching possible outsourced data alternatives? If the 
goal is accessing and managing data for green or sustainability initia-
tives, then users will need access to chemical profiles and substance 
data to analyze and compare products by toxicity, environmental impact, 
use type and cost. Also consider examining competitive products and 
developing comparisons of your company’s finished goods to that of 
similar products in the marketplace.

During this phase of the lifecycle, a wide variety of compliance tasks and activities can be 
implemented to enhance product-related sustainability and workplace safety initiatives. These 
include accurate and regularly updated inventory of products; training for employees on proper 
handling, communication of product information to other stakeholders; regulatory reporting to 
local, state and federal agencies on chemical-related activities; proper preparation of materials 
for safe transportation; appropriate measures for waste management; and waste minimization. 
Other tasks companies can implement include providing support for safety and environmen-
tal emergencies involving their products on a 24/7 basis to their stakeholders, and effectively 
responding to workplace emergencies involving chemicals used or manufactured.

Distribution-related compliance and sustainability activities can vary widely, depending on 
the activities undertaken by the distributor. Non-asset-based distributors are faced with much 
less complexity when compared with asset-owning distributors. Further, the scope of functions 
performed — ranging from formulation and blending to re-branding — also has an impact on 
compliance and sustainability initiatives.

A distributor also often has responsibilities associated with the registration of products with 
the appropriate governing bodies in the countries to which they are imported. A well-maintained 
EHS database and/or data provider keeps data and intelligence related to national inventories 
and country-based approval of substances for specific uses. This information should be lever-
aged when determining distribution schemes and methods and when considering market/product 
combinations.

Transportation also offers a variety of challenges. The compliance and sustainability responsi-
bilities vary, depending on your company’s role in the supply chain. Companies that perform the 
role of the shipper typically have the responsibility to ensure that the product has been prepared 
for transportation in compliance with national and international regulations.

They also are responsible for ensuring that the product is transported in an environmentally 
friendly manner. Access to transportation regulatory data enables all supply chain management 
systems to be populated with the most current regulatory data for global transportation.

The end-usage stage includes the chemicals used in the workplace and the retailing and selling 
of regulated products containing chemicals directly to consumers. Again, access to regulatory 
content is paramount.

At the local level, it is important because many local agencies have jurisdiction over chemical 
storage, dispensing and handling. Other regulatory content includes information on limitations, 
such as selling certain products containing restricted ingredients only to authorized customers 
who can present appropriate approvals and required identification and information.

Compliant and environmentally friendly disposal also mandates access to regulatory content. 
For example, when disposing waste, companies must consider waste streams, waste codes and 
information relevant to waste classification and documentation.

It is extremely important to communicate the approved-use scenarios of your products to your 
customers and to understand and document the use scenarios of your raw materials that have 
been approved by your supplier. The EU REACH regulation presently is driving the inclusion of 
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Think about the results from a customer perspective, from a liability 
perspective and from a sustainability perspective. If your competitors’ 
products gain better ratings based on your analysis, how can you improve? 
If yours are better, let your customers know! Also consider choosing 
a data source that leverages global CAS-level regulatory profiles and 
chemical classification information.

Companies also must consider the system into which they are input-
ting the data. Ideally, this calls for utilizing a flexible system that allows 
users to utilize pre-determined criteria to calculate ratings and group 
products into categories, and even includes material costs to create 
direct and meaningful comparisons. While green procurement and 
product evaluation are important to companies, without a universally 
accepted standard for sustainability, it can be difficult to develop and 
implement a successful green program. The right tool can provide a 
baseline scoring methodology that can be completely customized to 
suit the requirements of a specific company or industry.

These tools must be flexible while also providing guidance to those 
who might sti l l  be defining their  parameters.  In addit ion,  the tool 
should integrate seamlessly with enterprise chemical and regulatory 
data in a way that enables decision makers to quickly assess the 
sustainability footprint of raw materials or finished goods, compare 
products to evaluate more environmentally friendly alternatives for 
greener purchasing decisions and create a simple baseline methodol-
ogy to measure improvement.

SAFER, MORE SUSTAINABLE CHOICES
The right EHS data and tools can support sustainabil ity initiatives 
throughout the enterprise, product life cycle and supply chain. By bet-
ter tracking and managing chemical inventories and ensuring that the 
materials being used conform to corporate and regulatory standards 
throughout the product l ifecycle, companies can reduce their toxic 
footprint and facilitate the development of a greener supply chain.  l

Isaac Powell is product manager for 3E Co.’s Technical Services, which includes emergency 
response, hazardous waste management, transportation, classification and regulatory 
reporting services. He has been certified as hazardous materials manager and is a member 
of the AHMP, NFPA and International Code Council .  Connie Prostko-Bell is a solutions 
engineer with 3E Co. She has 16 years of EHS and chemical industry experience, spanning 
the project management, product safety and product stewardship sectors. She believes 
environmental professionals will play a key role in raising the standard of living and 
general prosperity to new heights worldwide.

Building the connections that build the world
Avetta delivers a SaaS-based platform that mitigates the unseen 
risks of outsourcing, fostering sustainable growth throughout the 
supply chain. Through a proven vetting and evaluation process, 
Avetta is able to create dependable connections between clients, 
suppliers and contractors. For we believe industry and commerce 
are built on trust. When you believe in the people you work with, 
amazing things transpire. Industries grow. New technologies are 
born. And progress becomes inevitable.

Avetta is an evolution of the company
Formerly known as PICS Auditing.

Let’s connect at avetta.com | 800-506-7427

Your Workplace Safety
Is Our Obsession

Your Workplace Safety
Is Our Obsession
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Construction sites can be dangerous places. This isn’t news to anyone who has walked through 
a jobsite or reviewed incident rates for the industry. This should not, however, automatically 
equate to an unsafe workplace.

A construction contractor’s safety goal is to manage risk across a diverse work force 
while acknowledging the potential for devastating consequences. Unlike a fixed facility in 
general industry, each construction project is independent and unique, and projects often 

are managed by a central office that could be hundreds of miles away. In addition, the work 
force at each site is bid out and many of the workers or foremen have never worked with the 

general contractor.
At times, it seems as if companies have to recreate the proverbial wheel 

to ensure all of the required safety policies and procedures are instituted 
and enforced. There are systems available that can help manage this 
process using the power of technology and predictive analytics to provide 
actionable information from the field to manage jobsite risk.

RECORDING SAFETY INSPECTIONS
When using technology to record safety inspections, safety professionals 
remotely can access inspections housed in another location, such as a 
headquarters office. They also quickly and effectively can determine the 
observational patterns of a given individual, project, region or company, 
and then extrapolate against those patterns to predict future injuries and 
incidents. Multiple filters can be applied for the data, such as project/loca-
tion and crew/contractor, as well as the individual inspector. Technology 
also allows safety professionals to track observations by specific condi-
tions or behaviors.

Most companies have a process to record safety inspections. The chal-
lenge is managing the findings so companies can track and trend the 
data over time. The typical approach is to use paper cards or checklists 
to capture only unsafe observations. The observed issue then is fixed 
and the hard copy inspection is filed away in a file cabinet or a home-
grown database, never to be seen or used again. This is referred to as 
the “whack-a-mole” approach. It is better than not doing any inspection 
at all, but a safety inspection process should be more robust in order 
for it to be truly effective.

Risk management involves analyzing exposures and then determin-
ing how to best handle at-risk behaviors and conditions. The best way 
to accomplish this is to have a comprehensive inspection strategy. 
When supported by a robust technology solution, this strategy takes 
into account at-risk conditions and behaviors across time, allowing for 
historical comparisons — a method to track progress on long-term 
corrective actions — as well as predict when future injuries and inci-
dents will occur.

According to OSHA, a comprehensive inspection strategy entails a 
documented system for routinely scheduled self inspections of the 
workplace. This documented system includes a tool or checklist, an 
inspection schedule, hazard identification training, recording of find-
ings, determination of responsibility for abatement and hazard tracking 
for timely correction.

BY CARY USRAY

By putting systems into place to help manage the 
safety process on construction sites, contractors 
don’t have to keep reinventing the wheel.

USING TECHNOLOGY TO 
IMPROVE SAFETY ON 
CONSTRUCTION SITES
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work alone. The work is performed by subcontractors, who are under 
contract to the primary or general contractor. Subcontractors might, 
in turn, hire their own subcontractors to do part of the work that they 
have contracted to perform.

Although each contractor performing the work is contractually obli-
gated to adhere to health and safety guidelines, they may or may not 
be prepared to do so. When a subcontractor works in an at-risk man-
ner, this directly affects the general contractor in many ways. This can 
include negative financial implications for the general contractor through 
enforcement citations, injuries and even litigation following an incident.

By tracking observations with the aid of technology, the ability to track 
and trend a subcontractor becomes much easier. The information can 
be used to provide direct feedback to drive continuous improvement. In 
fact, the historical data can even be used to qualify a subcontractor in 
pre-bid selection, thereby rewarding safe contractors with future work 
and eliminating poor performers before the work even begins.

The ability to conduct trending analysis leads to the next evolution of 
a safety program, which is to use predictive analytics in order to predict 
and then prevent incidents before they occur.

I live in Florida, and there is a unique attraction in my area that has 
many alligators. A popular performance involves a worker sticking his 

RECORDING DETAILED OBSERVATIONS
Safety professionals who use technology to record detailed observations 
can benchmark leading metrics internally and externally, and measure 
where observations occur — not just by location, but also regarding who 
and what was observed. They also can measure and systemically improve 
the quality of the inspectors.

When recording findings, it is just as important to collect and record 
findings from safe observations as it is to record unsafe observations. 
Compliance officers typically have a saying: “If it is not documented, then 
it didn’t happen.”

Imagine a worksite manager being cited for failure to have a fire extin-
guisher adjacent to hot work activity such as welding. The manager argues 
that inspectors look at this daily and have never found any issues. However, 
a lack of unsafe observations does not indicate there were observations 
of this activity. Recording safe observations creates documentation of a 
company’s productivity in relation to performing work safely.

In addition, the ratio of safe and unsafe observations can provide a 
great deal of context to an inspection. For example, if there are two sub-
contractors with five unsafe observations related to personal protective 
equipment, the tendency would be to treat them equally (or berate them equally, as is usually the 
case). However, if the first subcontractor had 200 workers exposed and the second subcontractor 
had eight workers exposed, the effective risk is vastly different and only can be seen through the 
collection of safe observations.

Lastly, by recording both safe and unsafe observations, companies then can analyze inspection 
data to determine where observers are focusing their attention. Many observers tend to focus 
on the “low-hanging fruit” of safety, including categories such as the wearing of hard hats and 
safety glasses, while focusing a small amount of their inspection activity, if any, on higher-risk 
activities such as fall protection or areas where the company has experienced claims.

Armed with detailed observations, inspectors can be coached and trained to focus on higher-
risk activities. Safety professionals then could verify that the observations are occurring in places 
that will yield the biggest impact.

TRACKING CONTRACTOR PERFORMANCE
When using technology to track contractor performance, safety professionalso can ensure contrac-
tors have been observed during a given time period, quickly identify the most at-risk contractors 
and utilize historical data from contractors (specifically) and contractor types (generally) for 
pre-work safety instruction.

Another safety challenge in the construction industry is that most general contractors do not 
perform the work themselves. When an owner seeks to have a large-scale project built, a con-
tractor often is hired to perform the necessary work. The contractor, however, rarely does the 
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owners are making increasing demands for the reporting, monitoring 
and active management of workplace safety risk.

The Herculean task of construction safety is gaining transparency 
and visibility into multiple, diverse projects scattered across a large 
geographical area. The larger the construction company and the more 
data that is collected, the harder it becomes to manage this process.

Using a shared technological system to gather data, analyze it and 
then disseminate the information derived from it is not only a good 
idea, but critical to truly protecting workers. Through a process involv-
ing the collection and review of data and subsequent feedback relayed 
to the appropriate end users, companies can set safety standards and 
expectations. Using predictive analytics, contractors even can identify 
issues before they occur.

Ask yourself this question: When considering the need to incorporate 
modern technology into your safety process, why investigate injuries 
when you can prevent them? l

Cary Usrey is an implementation manager at Predictive Solutions Corp. In this role, he is 
responsible for implementing training solutions and best practices for customers seeking 
to prevent worker injuries and reduce potential l iabilities. Usrey started his career in the 
U.S. Navy’s Nuclear Power Program in 1988, then served as the EHS compliance director 
at Adirondack Resource Recovery Associates for more than 12 years. In 2004, Usrey 
took a position with Turner Construction, where he served as the business unit safety 
director for the upstate New York office. Usrey currently is studying occupational safety 
and health at Trinidad State Junior College. He has served on the board of directors for the 
VPPPA (Region II) and currently is a member of the ASSE. He can be reached at cusrey@
predictivesolutions.com.

head in an alligator’s mouth. To me, this is an error-prone situation. The question is not if the 
worker is going to get hurt, but when. On construction sites, there are many workers exposed to 
similar risks; hopefully, they don’t involve actual alligators!

By playing “whack-a-mole” and correcting workers’ at-risk behaviors, but not addressing the 
initial factors that led them to work in an unsafe way, it is only a matter of time and luck before 
injuries occur.

During my time as a safety director for a construction company, we were investigating a ter-
rible accident in which a worker fell from an elevation and was seriously hurt. Our company had 
a zero tolerance policy for fall protection, meaning workers were to be removed if observed not 
complying with the policy, even for the first offense.

Whenever a terrible accident occurs, people say it could have been prevented if only they knew 
about the risk. With that in mind, management reviewed the inspection data for the project and 
found that the safety manager had recorded eight previous instances of at-risk conditions for 
that subcontractor directly related to fall protection. At no point was any proactive action taken; 
nobody was removed from the job and no meetings with the subcontractor management were 
conducted. The safety manager simply told the exposed worker not to do it again (and again and 
again).

By “fixing” issues as we see them without digging deeper to address the reasons why safety 
procedures and policies are circumvented, it is likely we will see this same behavior repeat itself 
until something is done to stop it — usually in the form of a catastrophic event. The worker will 
continue to stick his head in the alligator’s mouth if he feels the reward outweighs the risk.

Trending of this data and the use of predictive analytics will allow a company to determine if 
the event was a one-time occurrence or if it is a habitual issue. The goal then is to identify and 
address the at-risk exposures so as to prevent an accident from occurring, which may involve 
action beyond a simple fix with a Band-Aid.

SHARING COLLECTED DATA
Using technology to share collected data allows safety professionals to summarize and share 
data with key stakeholders — including employees, management, subcontractors and customers 
— through easy-to-interpret reports. They can automate reports to run on a recurring frequency, 
and implement real-time reports using current data.

Another way technology can aid safety professionals on a construction site is by allowing timely 
communication. As inspections occur and data is collected, an organization can roll this data up 
into reports that are actionable at all levels of the company. For example, management can use 
the data to drive accountability; the safety team can use the data to provide necessary resources 
such as training and coaching; and inspectors can use the data to know which subcontractors 
have been inspected, as well as review what areas of risk have been observed and which ones 
need additional focus. In addition, this data can be provided to the subcontractors so they know 
what areas require immediate attention and improvement. Finally, information can be provided 
to a contractor’s end customer, who often is the most important stakeholder. Many property 
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I recently was asked by a global client in the mining industry for advice on the company’s 
plans to introduce a new variable compensation system for employees related to safety 
performance.

The company’s previous bonus system only was connected to their lost time injuries (LTI) 
performance, which presents two potential drawbacks for organizations that have not yet 
reached safety performance maturity. First, when a bonus system entirely is based on LTI, or 

other lagging indicators, it can discourage reporting or make people come to work when they 
should stay at home. The second problem with basing rewards on LTIs is that it often does not 

result in any action, simply because people fail to see how it translates into their daily routines.
The mining company realized it needed to use a balanced mix of leading and lagging indicators. 

The new system that I reviewed included a combination of both. The main lagging indicator for the 
company was still LTI, and zero LTIs was the condition sine qua non for employees to be eligible 

for the bonus system. The bonus amount, though, was dependent on 
several leading indicators, such as:

•  5S performance
•  Execution of safety action plans
•  Organization of safety briefings
•  Reporting of near misses
•  Execution of safety audits

MAKING THE MOST OF KPIS THROUGH AN INTEGRATED 
PERFORMANCE MANAGEMENT SYSTEM
These key performance indicators (KPIs) look good at first sight, but 
let’s examine performance management and what it is meant to achieve. 
The old saying, “What interests my boss, fascinates me,” is, of course, 
still valid. But a strong performance management system consists of 
much more than simply producing a long list of KPIs.

The fundamental elements of performance management are:
• Strategy/KPIs/visual management
• Regular performance dialogues
• Structured problem solving

It all starts with defining your vision and strategy; not at a high level, 
but at a more tangible one. This allows everyone in the organization to 
make the right choices on a daily basis.

How often do we see a vision statement on a company’s lobby wall 
that could easily apply to any other? “We want to be the safest, highest 
quality, lowest cost producer of _______ while providing our custom-
ers with world-class service and innovation.”

It is essential to take a step back and rethink your actual strategy. In 
what specific areas do you really need to excel, and in which can you 
accept parity? A clear, prioritized strategy enables an organization to 
push decisions to the lowest possible level, enabling people at that 
level to understand the ultimate priorities.

Once a clear strategy is established, it needs to be translated into 
meaningful KPIs for every level of the organization. A high-level KPI, 
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develops in maturity, quality metrics should be introduced, e.g. audit 
scores and actions completed on time. Once this is under control, com-
panies can add a focus on repetitive findings, and make a connection 
between audit findings and actual incidents.

KEEPING KPIS FRESH
At DuPont, the traditional KPIs that we have been driving – but not 
necessarily rewarding financially – on top of our lagging performance 
indicators include:

• Audit execution and results
•  Execution of inspections (specifically on process safety critical 

processes)
•  Execution of safety action plans (including upgrading procedures, 

systems, investments, etc.)
•  Safety observations execution (and, if possible, quality of obser-

vations and closure of actions)
•  Participation in safety training and safety meetings
•  Execution of safety training plans (legally required and other)
•  Permit deviations
•  Safety perception survey results and follow-up on action items

DuPont uses the last KPI, safety perception surveys, as a tool to probe 
and uncover safety culture performance issues that might otherwise go 
unnoticed and that could adversely affect our safety performance. They 
offer a proven and effective solution to pinpoint the “safety conscience” 
within the organization and allow us to address issues proactively before 
an incident occurs.

DuPont also has focused on improving idea-generation, or “bottom-
up innovation,” by tapping into the problem-solving capabilities of the 
entire organization. We therefore are measuring the generation of ideas 
and their actual implementation. The aim, as mentioned before, is to 
move resolution of action items to the lowest possible level and avoid 
a long list of capital projects or maintenance work orders.

Another leading indicator that some of DuPont’s sites introduced 
is a safety culture pulse check. This consists of a targeted, short list 
of questions asking people how they feel about EHS, how leaders are 
behaving and how supervisors are responding to feedback from teams. 
This is in addition to our more extensive safety perception survey, which 
takes place every other year. The pulse check was added to keep safety 
perception alive and occurring at regular intervals. Emphasis is placed 
on promoting dialogue rather than the recorded results.

such as LTI, will not do the trick. Organizations need 
to think about how it can be captured into one or more 
meaningful KPIs that are tangible on the shop floor. 
Seen from that angle, the new list of leading indica-
tors proposed by the mining company already is much 
more meaningful than their previous focus on LTIs.

Visual display and visual management of meaning-
ful and real-time KPIs for each department enables 
regular performance dialogues and helps promote a 
daily cross-functional review between operations, maintenance and engineering. It also can help 
identify topics that need to be escalated to the weekly or monthly long-term management process.

The third leg of strong performance management is problem solving at different levels. Long 
lists of action items, or a long backlog in maintenance departments, are all too common because 
often, every deviation is referred to another department, buried in a work order or placed on a 
project list. Highly effective problem-solving uses the capabilities of the entire organization, 
including the lowest level possible. This may require a change in company culture toward a more 
independent or interdependent organization, so that operators, mechanics, lab technicians and 
customer service representatives not only feel permitted, but encouraged, to solve the majority 
of problems themselves, right away.

Many operators know their process and equipment so well that they can quickly identify when 
something deviates from the norm – companies should not ignore this familiarity, but put it to 
use. Of course, there always will be issues that need the involvement and expertise of different 
departments, but that should not be the automatic first response. This should be reserved for 
second-tier problem-solving that brings together the right people to solve an issue in the short 
term. And some more fundamental problems may need to be solved in longer-term projects, 
Kaizens or value accelerators, led by a project leader.

QUESTIONS TO ASK YOURSELF WHEN SETTING KPIS
Let us go back to the initial question from this mining company: Can you advise on the leading KPIs 
for a bonus system? Before analyzing their five specific leading indicators, it is worth asking a few 
critical questions in order to find out what the organization can realistically expect to achieve:

1. How would you describe the safety maturity of your organization?
2. Where are you now in terms of safety culture, and where do you want to go?
3. What behavior are you trying to drive with this variable compensation system?
The answers to these questions matter. If an organization is not yet “mature” in its safety 

performance, it will need to focus on preventing fatalities and serious incidents, as well as high-
potential near misses, before introducing a KPI for other more minor near misses. With increasing 
maturity, the organization can select additional KPIs, as well as react to more subtle signals.

In an immature organization that is just starting with an auditing system, it probably makes 
sense to track quantity metrics like the execution of the number of audits. As the organization 
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have a good reflection of real ity when it  comes to reporting 
near misses without driving an excessive amount of report-
ing.  Therefore,  “qual ity”  near misses should be reported,  or 
only those incidents that offer critical opportunities to learn. 
 Another approach is to track and reward the number of safety 
improvement ideas generated and implemented. This could drive 
the same behavior with a better KPI that tracks the level of learn-
ing in your organization.

• Safety audits: Auditing your safety management system is critical. 
But where do you set the target? Do you focus on the audit score 
or on the execution of the audit plan? Execution of the audit plan 
is a straightforward KPI that people should be able to influence.

Putting a target on the auditing scores, however, includes some poten-
tial risks. This type of KPI might put pressure on the auditors in a less 
mature organization. They will know that the organization’s variable 
compensation system will depend on how strict they are (and an audit 
is never fully black and white). Sometimes, people have an increased 
understanding of what a standard really means, and they raise the bar 
for themselves. Sometimes, the audit score stays flat because they are 
looking at it with different eyes, which is what you want to encourage 
to constantly raise the bar.

A strong performance management system consists of several ele-
ments that need to be integrated to achieve the desired results. KPIs 
are just one of them. Companies can use KPIs to influence people’s 
behavior and, in the end, organizational performance, but it is essential 
to carefully consider what behavior you want to drive versus what it 
is that your existing KPIs will actually accomplish. What could be the 
unintended consequences?

Although a variable compensation system directly linked to EHS KPIs 
can work, companies also should consider the power of reward and rec-
ognition, beyond monetary rewards. Maintaining a strong safety culture 
requires collaboration among the entire organization. Other recognition 
initiatives could consist of team awards/team events when reaching 
certain milestones, verbal recognition for extraordinary achievements 
(president’s safety award, safety coins, safety medals) or team rewards 
for improvement ideas generation. Money isn’t everything when it comes 
to safety performance. l

Mieke Jacobs is the global practice leader for operational risk management and employee 
safety with DuPont Sustainable Solutions.

The aim is to keep KPIs fresh and effective. Instead 
of just continuing to use the same KPIs as before, it 
is important to monitor performance against them. If 
all action items are closed, if your dashboard shows 
green all the time, that is the time to be suspicious, 
not the time to relax and be complacent. It is pre-
cisely the moment to ask yourself what is going on 
and whether you should be re-evaluating your KPIs 
and digging deeper.

REVIEW OF THE PROPOSED 
LEADING INDICATORS
As mentioned before, the right KPIs can drive the right 
behavior (if you include the other critical elements of a 
performance management system), but consequently 
the wrong KPIs can drive the wrong behavior.

In principle, EHS compliance and proactive behavior are a condition of employment. So it can be 
very tricky to reward people for behavior that is expected of them in the first place. With all this 
in mind, here is my response on the leading indicators that the mining company was considering:

• 5S: It is good to make a connection between 5S and safety, and “Sustain” in 5S indicates that 
it’s critical to pursue this at all times. But adding it as a leading indicator connected to the 
bonus system might limit the process of cascading resolution of action items to lower levels 
of the company. Ideally, employees would be empowered to own 5S and do the checklists 
themselves. Incentivizing an audit of their own area with a variable compensation system 
might lead to a biased review.

• Implementation of safety action plans: Strong follow-up and disciplined closing of action 
items is a clear indicator of the operational discipline and the workload in an organization. 
However, since most organizations do not use their first-tier problem-solving capabilities 
very often, not many action items are assigned to the shop floor. Action items mainly will be 
allocated to engineers, supervisors, managers and professionals. And in that case, shop-floor 
employees might not be able to influence the implementation or closure of action items.

• Organization of safety briefings: This clearly should be part of the job. Both organizing 
and attending safety briefings, trainings and toolbox meetings should be mandatory and 
therefore should not be rewarded monetarily.

• Reporting of near misses:  This is  another important indicator of  the cultural  matu -
rity of an organization. Mature companies want to ensure they actively are addressing 
near  misses  before  actua l  in jur ies  occur.  They  want  people  to  be  more  proact ive . 
 Sometimes when I visit a plant, I  see damaged warehouse racks and protection bars, 
and yet there are no reports of any internal traff ic incidents.  Something clearly isn’t 
adding up. Reporting of near misses is important. At the same time, it is important to 
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RESOURCES
https://www.avetta.com/resources

Avetta provides a low-cost and secure, contractor pre-qualification, 
monitoring, and auditing solution to more than 300 of the world’s leading 
organizations. Avetta gathers, verifies, and stores the documents these 
organizations require of their contractors, vendors, and suppliers. 

With real-time reporting and a hol ist ic  view of your supply chain, 
Avetta saves you time, reduces your contractor management costs, and 
minimizes your risk exposure when hiring third-party vendors.

http://Avetta.com 

Avetta API

Make Better Business Decisions Across Your Entire 
Organization with Avetta API
 

Your business has multiple systems that help your company grow. Unlock the power of your 
internal ecosystem by enriching other solutions with Avetta’s supplier prequalification data. 
Avetta’s easy-to-use API makes communication across your systems a breeze and empowers 
you to make better decisions. 

REST API standard protocol architec-
ture makes it easy to access and  
implement within your existing  
ecosystem.
 

Rest assured that your data is secure 
with our pull system and API key  
authentication.
 

View Avetta’s supplier data in other 
systems for better decision making 
without logging into multiple systems. 
 

Easy-to-Use Secure Better Decisions

Learn more at avetta.com or contact us at 949-936-4500
©2017 All rights reserved. Avetta logo is owned by Avetta LLC.

Sample of Available Data For Pull:

• Contact Information
• Account Status
• Avetta Flag Status
• Flag Status Reasons  

• Supplier Trades 
• Audit Data
• Links to Documents

Access Management Vendor Management Reporting Tool ERPProcurement

Data Pull
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Building the connections that build the world
Avetta delivers a SaaS-based platform that mitigates the unseen 
risks of outsourcing, fostering sustainable growth throughout the 
supply chain. Through a proven vetting and evaluation process, 
Avetta is able to create dependable connections between clients, 
suppliers and contractors. For we believe industry and commerce 
are built on trust. When you believe in the people you work with, 
amazing things transpire. Industries grow. New technologies are 
born. And progress becomes inevitable.

Avetta is an evolution of the company
Formerly known as PICS Auditing.

Let’s connect at avetta.com  | 800-506-7427
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cleaners. The difficulty is, across Innogy’s 
geographies, procurement professionals 
need access to detailed information of the 
health and safety requirements to which their 
suppliers must adhere. 

“We have 550 buyers, but only two in 
Scotland, for example. We need to make sure 
all buyers have a good understanding of best 
practice,” says Innogy CPO Dr Ulrich Piepel. 
“Not every buyer can have an understanding 
of everything in all markets, so we have 
dedicated internal experts to teach others: 
there is someone they know they can ask 
questions about a topic. We also offer health 
and safety advice using internal web video.” 

Innogy is among a growing number of 
international businesses that understand that 
their responsibilities for health and safety do 
not end once a contract has been signed. 
Although commercial arrangements may set 
out the supplier’s legal responsibilities, 
that can be of little comfort should the 
supplier’s behaviour lead to a serious health 
and safety incident. 

Temporary labour, 
permanent risk

Governance, risk and compliance are the 
corporate responsibility watchwords when using 

subcontracted labour, writes Lindsay Clark

The road journey between Inverness and 
Bucharest is a little more than 2,000 miles 
(3,500 kilometres). Even with a seven-
hour flight, organising business over these 
distances can be a challenge. It is a problem 
faced every day by Innogy, a Frankfurt-listed 
company 77% owned by German electricity 
generation and distribution business RWE. 
While some management can be devolved 
to a local level, the European energy giant 
also needs to share knowledge across its 
operations. When it comes to working in 
difficult locations, as is required when 
servicing offshore wind farms or maintaining 
remote power lines, health and safety 
knowledge is paramount. 

But Innogy does not have direct managerial 
control over huge numbers of people 
charged with servicing its infrastructure 
and maintaining its building and facilities. 
Instead, it is procurement’s responsibility 
to source and contract out the supply of a 
temporary workforce: anything from highly 
skilled field-service engineers to office 
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“There are exceptions, but in general, 
if something goes wrong we are looked 
upon as the end of the food chain,” 
Piepel says. “The public is looking on 
us to perform at 100% and so if one 
of our suppliers does not do a good 
job, in many cases it would be seen as 
relating directly to us. We need to be 
risk-aware and very smart in how we 
check suppliers’ performance on health 
and safety.”

The challenge of maintaining 
oversight of health and safety standards 
among suppliers has been increasing 
over the past ten years, and that trend 
is set to continue, Piepel says. Around 
70% of RWE’s spend is on services, 
making the total spent on some form 
of outsourced labour across the entire 
group around €6bn.

“The growth trend in outsourcing 
services is still ongoing,” Piepel says. 
“It makes a lot of economic sense. 
Suppliers get better and better at what 
they do because they don’t just do it 
for us; they focus on their specialist 
area. We outsource call centres and 
IT services; but also maintenance of 
power lines, which around ten years 
ago would have been done by our own 
people. On the whole, there is no new 
hiring for these kinds of jobs.” 

Such reliance on outsourced labour 
must be managed in accordance with an 
increasing focus on health and safety, 
he says. For example, Innogy’s health 
and safety performance is published 
in annual reports to shareholders. 
As such, buyers may need the latest 
specialist information about health and 
safety standards for a specific activity 
or market for which they have never 
contracted before. To ensure they do, 
Innogy has created a company-wide 

content system that provides details of 
best practice in health and safety across 
a broad spectrum of activities. 

But RWE has not always been able 
to share knowledge and expertise 
so easily across the widespread and 
diverse organisation. To do so required 
standardisation of processes and IT 
systems to measure supplier performance 
on health and safety (see box, Innogy: 
Compliance and good governance).

No phoning a friend
RWE’s experience is increasingly 
common. Companies across a broad 
range of sectors have seen the issue 
climb up the corporate agenda, says 
Tim Hill, corporate compliance partner 
at global law firm Eversheds. 

But awareness does not always 
translate into best practice, he says. 
“You might have people at the top 
who say they have got a good handle 
on health and safety and say they have 
robust procedures in place, but they 
need to understand what happens in 
practice. Even if something was in 
the supplier’s contract, if an accident 
happened it is the buying organisation 
that will get all the publicity – whether 
they are legally compliant or not.” 

Hill conducts management training on 
health and safety for a number of large-
scale projects, including High Speed 
Two, the project to build a high-speed 
rail link from London to Birmingham, 
Leeds and Manchester, making it the 
largest rail infrastructure project in 
Europe. Hill says the top management 
has to know what it might face. 

“At some point, you could be sat in 
a room with a tape recorder in front 
of you and people asking very difficult 
questions and everything you say is on 

“The public is looking on us to perform at 100%, so if one of our suppliers 
does not do a good job it would be seen as relating directly to us”
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INNOGY: COMPLIANCE AND GOOD GOVERNANCE

Innogy, the renewables, infrastructure and 
retail subsidiary of German energy giant 
RWE, knows its reputation for safety can lie 
in the hands of thousands of casual workers 
who maintain the power network, run call 
centres and roll out technology. To ensure 
supplier management keeps abreast of best 
practice as it applies to specialist fields, the 
company runs an internal competence centre 
and has standardised processes to ensure 
good governance when contracting new 
suppliers of casual labour. 

But this has not always been the case, says 
Dr Ulrich Piepel, Innogy’s CPO.

“Fifteen years ago we were not organised 
in such a centralised manner. Every company 
and location managed suppliers’ health and 
safety themselves. There were companies 
that were doing a really good job and others 
which were not performing as well,” he says. 

“Ten years ago, we started work on agreed 
standards in procurement and health and 
safety. Over the years we have developed 
a more central approach that now reaches 
across Germany, the UK and the Netherlands. 
You still have to allow some variation to 
account for legal issues, which vary according 
to each country, but we are on the whole 
very consistent.”

Long-term commitment
Piepel warns businesses attempting to 
create a similarly standardised governance 
model that they should be in it for the long 
haul. “The programme has taken a long time 
because we have 60,000 people working for 
us. It is not easy. We started ten years ago and 
we are still working on continually improving. 
But we have benchmarked ourselves against 
other companies and we believe we are in 
the top 3% in terms of managing supplier 
performance in health and safety.”

Innogy manages firms that supply casual 
labour by using dedicated modules within 

the company’s enterprise resource planning 
system. This ensures that even minor health 
and safety infringements are recorded, as 
patterns may emerge that indicate general 
concerns over standards. 

“Minor things can have a big impact. We 
put them all into the system, so we know 
what kind of incidents happened in the past 
and we have access to the data. Then we can 
discuss it with suppliers,” Piepel says.

Safety in numbers
The company also maintains a database of 
standard safety procedures that suppliers 
must adhere to. 

“We have developed criteria that can be 
applied across the business but adapted to 
a specific market or brand. Working on a 
cooling tower is not the same as cleaning 
a boiler. But in terms of health and safety, 
if a company is providing labour to clean 
our industrial boilers, they have to show a 
certificate that demonstrates they have yearly 
instruction to each worker on how to work 
with chemicals and maintain safety levels.” 

At the same time, Innogy will visit sites to 
check that safety training records are up to 
date. “We will have a meeting on their site 
and say, ‘You have 100 people working for us, 
here are three of their names: we want to see 
their training records’,” says Piepel.

But meticulous attention to detail on setting 
and maintaining supplier safety standards 
does not necessarily mean more expensive 
contracts. Innogy has a team of four people 
who advise procurement on how to judge 
suppliers’ costs in casual labour, including 
meeting health and safety standards. 

“We created an internal competency centre 
for external hiring,” Piepel says. “They are 
expert in negotiating these kinds of deals 
as they understand the structure behind 
calculating supplier costs and that has helped 
generate a lot of savings.”
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the record. You cannot phone a friend or 
defer to the health and safety manager. 
How comfortable are you with that?”

As a result, there is a move away from 
the perception of health and safety as 
an add-on – something perfunctory, 
boring and negative. “There are plenty 
of big business where the penny is 
starting to drop that safety is integral 
to everything they do. If you look at the 
businesses that get it right, good safety 
is good business. Staff and suppliers 
who are engaged with health and safety 
are generally more engaged with the 
business culture – and doing everything 
else well, too.” 

The 2010 Deepwater Horizon 
explosion, which claimed 11 lives, 
sharply raised awareness that complex 
contractual relationships can affect 
safety processes. Although oil giant 
BP was held largely responsible for 
the disaster, only seven of the 126 
crew on board the rig at the time were 
employees of the company. As the legal 
cases following the incident are settled, 
a broader spectrum of businesses are 
taking on board the health and safety 
lessons the incident provides, Hill says.

Knowledge gap
“The biggest feature of the lessons 
to come out of Deepwater Horizon is 
that you need to strip out the technical 
language. Safety is about strong 
leadership. It is not just about saying 
you work safely; it is being out on the 
plant showing how it all works together; 
it is about being available to staff to 
educate and train them. It is about 
encouraging people to come forward 
with ideas to improve processes: little 
things that help people feel they can 
make a difference.”

But when it comes to contracting a 
large proportion of specialist or casual 
labour, procurement processes have 
not always kept up-to-date with the 
wider culture of health and safety, 
Hill says. Although a health and 
safety assessment may be part of the 
procurement process, its influence is 
limited in terms of ongoing interaction 
with the supplier. 

“The idea of health and safety in 
the procurement of services is great, 
but how it is managed in practice is 

“Safety is about strong leadership. It is not just about saying you work 
safely; it is about being available to staff to educate and train them”

PROCUREMENT LEADERS INSIGHT | 7

not always good. A lot of people in 
procurement don’t know enough detail 
about safety.” 

For example, asking about previous 
safety incidents may not reveal a great 
deal about the current safety culture 
at a particular supplier. It may have 
had an incident five years ago and, 
since then, dramatically improved 
its processes. Another supplier may 
never have had an incident through 
sheer luck, but subsist on quite limited 
safety processes with a poor culture of 
observing them, Hill says. 

To add to this, there is a trade-off 
between working with suppliers to 
continually improve their approach 

to health and safety, and re-
tendering contracts. 

“There are lots of benefits of using the 
same supplier repeatedly and improving 
the safety processes,” Hill says. 
“Tendering to a fresh set of bidders can 
increase risk from a safety perspective.” 

Procurement can help raise 
suppliers’ health and safety standards 
by ensuring they understand how their 
performance will be measured during 
the bidding and negotiating phase and 
as part of the contract, he says. 

“At pre-contract stage, you can say: 
‘These are the safety key performance 
indicators; this is what we are going 
to measure you against.’ That way the 
supplier understands their people have 
to be disciplined and trained. If they 
are not, you have got the terms in the 
contract and can show there is a material 
breach. You can say to contractors and 
subcontractors, ‘These are the agreed 
standards, sort out performance in the 
next four weeks or you are off the job.’” 

In the end, suppliers that perform 
well in terms of health and safety will 
understand they will be rewarded for 
their behaviour with more work, rather 
than seeing rivals they know have poor 
processes win contracts by bidding low. 

“Contractors start to understand it is 
a way of winning work. They start to see 
it is about how you manage culture and 
behaviour around safety and quickly get 
a picture that shows there are business 
benefits. Suppliers want to demonstrate 
how they work. They don’t need to ask 
what is in the contract; they want to 
show their systems and set up a meeting 
with your safety people. From a client 
perspective, that is assuring,” Hill says. 

Construction cards and contracts
Morgan Sindall, a British-based 
construction and civil engineering 
company, spends around £100m on 
temporary labour every year. As a 
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basic standard, every contractor must 
carry a card from the Construction 
Skills Certification Scheme run by 
the government-backed Construction 
Industry Training Board. In addition, 
the firm runs an online induction 
scheme and specific health and safety 
courses for contractors depending on 
the scheme they will work on. A large, 
high-profile project such as the £4.2bn 
Thames Tideway, a 25km sewerage 
tunnel set to run mostly under the 
tidal section of the river Thames in 
London, requires three days’ health 
and safety training, says Graham 
Edgell, Morgan Sindall’s director of 
sustainability and procurement. 

Employment agencies that provide 
specialist contractors are also rated on 
their performance, including health 
and safety. “The sites report back on a 
job-by-job basis on ten criteria.”

In the extreme case, if suppliers do 
not get a high enough score, they will 
not be used again, but Morgan Sindall 
tends to work with suppliers to help 
them improve performance. 

“It is not a punitive action. The 
measurement is done for their benefit as 
well as ours. We don’t just strike them 
off the approved list; we advise on how 
they can improve so they can come back 
and bid for more work,” Edgell says. 

While a construction firm may have 
to deal with tens – if not hundreds – of 
temporary labour suppliers, transport 
company National Express has decided 
to deal only with one agency for a pool 
of temporary drivers in the UK. The 
contract is put to tender every three 
to five years. Martin Tipple, group 
purchasing director of National Express, 
says that although using multiple 
suppliers may drive down prices, there 

THE NETWORK OPPORTUNITY

“If procurement professionals can reduce 
their list of approved suppliers but know 
that they are the best contractors and that 
they share their values and culture, in terms 
of health and safety, then they know their 
efficiency and workforce morale are going 
to be higher,” says Danny Shields, industry 
relations director of Avetta, a company 
which provides software and vetting 
services to help manage risk in hiring 
casual labour.

Because Avetta’s cloud-based solution 
gathers common measures of supplier health 
and safety performance, such as health and 
safety incidents, it can help procurement 
professionals to pre-qualify potential 

suppliers. Avetta’s software and services are 
used by global businesses such as chemicals 
giant BASF, energy company ExxonMobil 
and engineering multinational GE. 

Avetta also offers an audit programme in 
which its safety experts check a supplier’s 
recorded processes and performance history 
to identify any anomalies and report to 
potential buyers. In addition, it offers site 
audits for potential and existing suppliers to 
ensure safety processes described on paper 
are carried out in practice. 

“We offer feedback to the client and the 
contractor in the form of a performance 
review, which also suggests how the 
supplier can improve. We cover the entire 

“We require temporary staff to meet the same standards as our permanent 
employees. That’s why we build a long-term relationship with our recruiter”

PROCUREMENT LEADERS INSIGHT | 9

is a trade-off between reduced costs 
and improved performance when 
procuring temporary labour. 

“If you looked purely at the hourly 
rate, we might get a better price with an 
annual e-auction. But you have to look 
at the whole life cost and the purpose 
of bringing in temporary labour. The 
objective is not to reduced cost; it is to 
add value when the business cannot get 
resources itself,” says Tipple.

“You are not solving a cost problem; 
you are solving an operational 
problem. If temporary staff are not 
up to the standards you require, then 
it could cost you much more than the 
25 pence per hour you might save [by 
sourcing labour more cheaply]. We 
require temporary staff to meet the 
same standards as our permanent 
employees. That’s why we build a long-
term relationship with our recruiter.” 

As well as standard commercial 
driving licences, National Express 
requires temporary drivers to complete 
its own two-to-three week training 
course, which includes health and 
safety. It will judge the agency’s 
performance on how many drivers 
pass this course, as well as on driver 
performance, measured by telemetric 
technology, once they are in service. 

This approach requires a significant 
investment, Tipple says, but it is worth 
it. “In terms of any impact on the brand 
[from a health and safety incident] it 
does not make any difference whether 
it is a permanent or a temporary driver,” 
he says. 

Protecting suppliers’ margins
One approach to balancing commercial 
and safety requirements is to work 
with suppliers to understand their 
costs and ensure health and safety 
requirements do not cut into a mutually 
agreed margin, says Simon Boggis, 
principal and owner of consultancy 

THE NETWORK OPPORTUNITY

life cycle, from early in the procurement process, 
to ongoing supplier performance management,” 
says Shields. “Because it is Software-as-a-Service, 
the information is available from anywhere and 
is continually updated. When auditors go into the 
field, the notes are always at their fingertips, but it 
provides an opportunity for suppliers, too.” 

From the contractors’ perspective, they see the 
network Avetta provides as “a huge opportunity 
to highlight themselves as a provider to other 
clients,” Shields says. “The search function allows 
other clients to find them on the system, knowing 
they have been vetted and approved. We give them 
the opportunity to grow their business because 
the buyers know they are good and will be up to 
standard with health and safety.”
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ACI Solutions and former CPO of 
Ceva Logistics. By creating a pool of 
vetted suppliers working on agreed 
margins, the buying organisation can 
then move to manage performance on 
health and safety. 

“Once we get that level playing 
field we can focus on delivering on the 
business’s needs. The main drive is to 
ensure that operations is served with the 
right people, fit-for-purpose to do the 
work. This is part of supplier relationship 
management and it is mission-critical to 
success. If we get it wrong on temporary 
labour, the business could grind to halt, 
get bad press or be subject to legal 
action,” Boggis says. 

Ultimately, health and safety can 
mean life or death for a temporary 

worker, a permanent employee or a 
member of the public. It could result 
in an incident that the company’s 
name will be associated with for a 
long time. Managing performance on 
complex health and safety standards 
in the temporary work force for large 
businesses is onerous. Putting together 
strong governance models, backed by 
modern, accessible applications puts 
businesses at an advantage, creating 
more stringent standards in less time, 
with less effort. 

Businesses avoiding such an 
investment may save money in the 
short term, but they may also find out 
that the worst thing that can happen 
can happen to them – even if  their own 
employees are not at fault. n

Avetta provides a low-cost and secure, 
contractor pre-qualification, monitoring, 
and auditing solution to more than 300 of 
the world’s leading organisations. Avetta 
gathers, verifies, and stores the documents 
these organisations require of their 
contractors, vendors and suppliers.

With real-time reporting and a holistic 
view of your supply chain, Avetta saves 
you time, reduces your contractor 
management costs and minimizes 
your risk exposure when hiring third-
party vendors.
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