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Dedication

This book is dedicated to those who think “I
should do something to improve safety around
here” and then decide to do it!
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Preface

This open educational resource is the culmination of my
work health and safety (WHS) management teaching and
research from 2010 until 2023 spanning two universities;
the University of Wollongong (Australia) and the
University of Otago (New Zealand). This resource was
therefore produced, in part, on Dharawal country
(Wollongong, Australia) and in Otepoti, Te Waipounamu,
Aotearoa (Dunedin, South Island, New Zealand). Please
note that when teaching in New Zealand I often use the
terms Aotearoa and New Zealand interchangeably,
however, for the purposes of this publication I have only
used the term New Zealand. This choice has been made
as effectively I am solely referring to the WHS jurisdiction
established by “the Crown” in the legislation which does
not, unfortunately, incorporate matauranga Maori
perspectives on safety management. However, where
possible and appropriate, I have sought to proffer insights
on how British colonial perspectives on Australia and
Aotearoa have impacted modern Human Resource
Management practices (see Past Influencing the Present in
Chapter 1).

As an important, yet emerging field, WHS research will
continue to evolve at a rapid pace so this resource is unable
to address all currently emerging ideas in this field but,
instead, is designed to provide a clear historical context to
the approaches (Part I) and processes that contemporary
organisations are drawing on today (Part II and Part III);
as such this resource is mainly is derived from a Safety
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I perspective but acknowledges, and integrates where
possible, the emergence of Safety II.

In Part II, the chapters focus on establishing,
implementing, and closing the loop in a WHS system in an
attempt to outline what occurs in each phase of the safety
management system, rather than exactly how to achieve
every aspect, given each organisation, due to its
jurisdiction and context, will likely adopt unique
approaches. Please do accept my apologies for any
oversights on aspects of safety management
implementation, as these are likely due to either the innate
constraints of publishing or reflect the limitations of my
personal knowledge.

Thank you for taking the time to read this open
educational resource and I sincerely hope that it enhances
your work health and safety practice.

Stay safe!

Lynnaire
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Introduction

Worldwide there are an estimated 2.78 million work-
related deaths per year (ILO, 2023), with work-related
injury and disease impacting on many more surviving
workers. The monetary and emotional cost to families,
organisations and societies means quality work health and
safety management has impact nationally, regionally and
internationally. When implemented effectively, workplace
health and safety reduces loss of life and injury in
organisations worldwide.

An Australian and New Zealand Human Resource
Management Guide to Work Health and Safety is designed
to:

* Qutline the historical and philosophical
evolution of the work health and safety theories,
principles and approaches used today.

* Delineate Human Resource Managers’ work
health and safety responsibilities.

* Empower Human Resource Managers to lead
work health and safety by providing examples
from actual workplace settings.
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History: Exploring the origins
of labour rights and worker
safety

This section presents a socio-historical review of human
‘labour’. It outlines foundational knowledge on the
intertwined origins of worker labour and safety rights
while contextualising the formation and role of unions in
securing labour rights that, today, are standard in
Australian and New Zealand contexts. It will enhance
your understanding of the historical origins of the
contemporary disciplines of Employment Relations and
Work Health and Safety (WHS) to explain why, although
today treated as separate domains, there are commonly
shared assumptions and principles.
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1.

The emergence of 'labour': Human
subsistence through to the Scientific
Revolution

This chapter presents a brief history of human labour
beginning with early human subsistence models and
concluding with western concepts of ‘labour’ as emerging
during the Scientific Revolution.

Learning Objectives

By the end of this chapter, we will have explored:

. The transition of human activity from
subsistence living through to the division of a
society’s tasks into different roles that, over
time, become increasingly specialised and come
to be undertaken by specific community
members as their ‘work’.

*  The links between an emerging scientific
paradigm and its use in the judgement of some
humans as ‘lesser’ than others, leading to the
devaluation of their labour as a justification for
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slavery.

For most of human history, people have not worked — they
have simply laboured to survive. In early communities,
humans hunted and gathered to ensure their daily survival.
As agricultural techniques developed in the Neolithic Era
(5000-3000BC), some people were freed up from
subsistence food production which enabled them to
develop role specialisations (Baysal, 2013; Violatti, 2018).
As communities divided up the work, people took on
different tasks, and even some free time was eked out.
In Neolithic Greece, beads for decorative necklaces
demonstrate a specialised craft activity that emerged when
access to raw materials combined with leisure time (Perles,
2021). Come the end of the Neolithic Era in ancient Egypt,
the division of roles was so sophisticated that social
hierarchies defined everyone’s place in society determining
the labour they were eligible to perform and, consequently,
the lifestyle they could aspire to (see Figure 1.1).
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Figure 1.1: Egyptian social structure
Source: Kate Thompson, CC BY-SA

The hierarchical centralisation of power in societies led
to the rise of conquests by historical figures including
Alexander the Great (Macedonian, b. 356BC, d. 323BC)
who conquered Greece then Egypt through to modern day
India (Wasson, 2016), Caesar Augustus (Roman, b. 63BC,
d. 14AD) who expanded the Roman Empire from the
Italian peninsula to Egypt, Central Europe and parts of
the Middle East (Appleton, 2022) and Genghis Khan
(Mongolian, b. 1162AD, d. 1227AD) who aspired to
control the ‘silk road’ trading route between Asia and
Europe (Appleton & Willis, 2022). Taking command of
other societies enabled the conquerors to seize both natural
resources and the labour of the conquered peoples (Spoden,
2019).

Indeed, slavery was pivotal to the expansion of the
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Roman Empire creating “one of the few ‘genuine slave
societies’ in the western experience” (Harper, 2011, p. 3).
While war led to some direct enslavement of the enemy,
it mainly created conditions that stimulated the slave trade
such as orphaned children, who could be easily enslaved,
and cashed up ‘victors’ (wealthy from the spoils of war)
who could afford to buy slaves at markets (Wickham,
2014). Harper concludes that, at the peak between 275
— 425AD, “the top 1.356 percent of Roman society thus
owned the bottom 5% of Roman society” (Harper, 2011, p.
59-60) and slaves comprised 10% of the Roman Empire’s
population (Harper, 2011). This represented a considerable
amount of unpaid slave labour, with slaves in rural
settings engaged in agricultural production and mining
while those in urban areas were household servants, in
public service and craft production (Hunt, 2010). Perhaps
surprising is that there some were highly educated, for
example, being a physician (doctor) was predominantly an
occupation undertaken by slaves in Roman times (Mohler,
1940).
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Figure 1.2: A tile mosaic depicting two slaves serving wine in the 2nd century
AD at Roman settlement Dougga (modern day Tunisia)

Source: “Mosaic of cupbears” by Pascal Radigue, Wikimedia Commons, CC BY
3.0
Modifications to perspective, framing and lightening by Habib Mhenni.

After the collapse of the Roman Empire in Europe, came
the Middle Ages (circa 500—1500AD) where social status,
and work roles, were organised according to a Medieval
feudal system (see Figure 1.3). This ranked King and
Church at the top and cascaded through levels of wealth
down to independent peasants and serfs (forced labourers)
at the bottom (Encyclopaedia Britannica, 2023a).

§

The Feudal Society in Medieval Europe

The Chvrch

e ——

Freemen
independent
peasant:

Figure 1.3: The Feudal Society of Medieval Europe

Source: “The Feudal Society in Medieval Europe” by Simeon Netchev, World
History Encyclopedia, CC BY-SA

By the time of the Elizabethan period (1558-1603), British
social structures had shifted towards a more simplified
class system with the nobility, the gentry, the yeomanry and
the poor. The nobility held power, while the gentry’s status


https://commons.wikimedia.org/wiki/File:Mosaique_echansons_Bardo.jpg
https://creativecommons.org/licenses/by/3.0/deed.en
https://creativecommons.org/licenses/by/3.0/deed.en
https://www.worldhistory.org/image/15424/the-feudal-society-in-medieval-europe/
https://www.worldhistory.org/image/15424/the-feudal-society-in-medieval-europe/
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was achieved through properties and fortunes; these two
groups did not work for a living. The yeomanry strived
to improve their lives through improving their lands to
generate the necessary savings to buffer them from poverty
in difficult times. The poor worked for others, according to
their ability and opportunities, but they struggled to secure
food and a place to live (Historical Association, n.d.).

Europe’s noble class, similar to previous historical
empires, came to increase their power and wealth through
territorial expansion (Spoden, 2019). The Age of
Discovery (1450—-1550) began with Portuguese exploration
of Africa. Later Christopher Columbus, who was
exploring on behalf of the Spanish, reached the Americas.
The Dutch, the French and the English were also all
striving to establish trade, secure new resources and, over
time, colonised new lands (Brown Mitchell, 2023). In
Britain, for example, the “transformation of the English
mercantile economy from its previous dependence upon
a single commodity into a diversified entrep6t [port] that
transshipped dozens of domestic and colonial products was
one of the most significant developments of the century”
(Encyclopaedia Britannica, 2023b, para 3). However the
newfound wealth came at a cost to some. In conquering
the Americas during the 16th Century, the Spanish “forced
the indigenous people to work in exchange for
‘protection’. The system of forced labour used by the
Spanish in the New World decimated the native
population...The Spanish and Portuguese authorities
encouraged their traders to use Africans for this work
instead” (Mohamud & Whitburn, 2018, para. 4). The
British followed suit, buying African slaves from Dutch
traders and relocating them to their British colonies (in the
Caribbean and America) to work on plantations (Mohamud
& Whitburn, 2018).
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Figure 1.4: Slaves cut sugar cane in 1823 for the British Empire on the Island
of Antigua (Caribbean)

Source: “Ten Views in the Island of Antigua” by William Clark, British Library
on Flickr, Public Domain

Interestingly then, European (Western) efforts to explore,
claim and colonise coincided with the Scientific
Revolution (1500-1700): “Since its birth around the same
time as Europeans began conquering other parts of the
world, modern Western science was inextricably entangled
with colonisation, especially British imperialism.” (Deb
Roy, 2018, para. 5) Early in the Scientific Revolution, Sir
Francis Bacon (b. 1561, d. 1626) challenged the traditional
ways of ‘knowing’ established in ancient Greece
(Sylvester, 1994) by promoting empiricism: “A conclusion
or piece of evidence derived from observation,
investigation, or experiment; an empirical result or
generalization” (Oxford English Dictionary, 2022, para. 2)


https://www.flickr.com/photos/britishlibrary/12459238523
https://www.flickr.com/photos/britishlibrary/12459238523
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thereby forming the foundations of modern experimental
science.

Come the 1700s, natural science had become a popular
pastime of the educated British leisure class (gentry).
“’Natural philosophy’ was mainly an amateur activity
pursued by English gentlemen during their leisure.”
(Sylvester, 1994, p. 1) Some, such as Sir Joseph Banks
(see Box 1.1), paid to join large explorative expeditions
and use scientific principles to understand, via observation,
the plants, animals and peoples of the places they
‘discovered’ (Ministry for Culture and Heritage, 2023).
Lawrence (2015, para. 2) reflects:

In the eighteenth century many famous expeditions were
despatched from FEurope. These were often explicitly
colonising enterprises, particularly involving the annexation
of various regions in South America, India, Australasia and
the Pacific Ocean. Historians now acknowledge that these
expeditions mostly appropriated local objects and
information in order to enhance Western knowledge.

The geo-political expansion of the British Empire was a
source of opportunity for gentlemen to engage in natural
science which, Lawrence (2015) suggests, was principally
the acquisition and subsequent display of curiosities.

Box 1.1: Joseph Banks the botanist onboard
Captain Cook’s Endeavour voyage

Joseph Banks came from that enviable class the
landed gentry; close enough to the land to draw
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common sense from it, and with enough of it to draw
from it also a handsome revenue; with brains
enough, indeed, unlike some country gentry, to repay
education, and with wealth more than enough to
allow of a town as well as country existence, and of a
standing in society which no mere rural squire could
claim. (Beaglehole, 1962, p. 3)

As natural science was a relatively new field of
study, Joseph Banks learned Botany at Eton by
paying local women to teach him about the plants
they gathered for herbal medicines. At Oxford, he
wished to continue his study of plants so paid one of
Cambridge University’s botanists to teach him (Te
Papa, 1998). His most famous expedition was on
the Endeavour with Captain Cook exploring Tahiti,
Huahine, Borabora, Raiatea, New Zealand and
Australia (Beaglehole, 1974). “The Endeavour
voyage was his second major field trip...It was
estimated to have cost him about £10,000 (worth
more than NZ$1.5 million).” (Te Papa, 1998, para.
4). According to ship records, Banks funded fellow
travellers including naturalist Daniel Solander, a
secretary, two artists and four servants (Captain
Cook Society, 2023). Beaglehole (1962) points out,
“It must have been a truly exciting experience for
the botanists to find themselves in a land where
every species of plant was new to them”. Banks’
silver fern specimen from the Endeavour voyage
(Figure 1.5) is part of Te Papa’s (Museum of New
Zealand) collection.
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Figure 1.5: A Silver Fern specimen collected by Sir Joseph Banks
and Dr Daniel Solander in Aotearoa / New Zealand on the 5th
November 1769

Source: Museum of New Zealand Te Papa Tongarewa
(PO09454/A), CCBY 4.0

However, there was a dark side to this natural
science. The artists onboard the Endeavour did not
simply sketch the plants but, see Figure 1.6, also the
peoples of these then remote places. “The drawings
and paintings made by the artists during the
expeditions formed the basis for dozens of artworks,
which brought to life areas of the world that had
previously been little known the Europeans.”
(Anderson, 2017, para. 1)



https://collections.tepapa.govt.nz/object/325748
https://creativecommons.org/licenses/by/4.0/
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Figure 1.6: A portrait of an Australian Aborigine [sic] circa
December 1770 - January 1771

Source: “Drawings illustrative of Captain Cook’s First Voyage” by
Charles Praval, British Library on Flickr, Public Domain

This image depicting an Indigenous Australian,
and other similar drawings, would go on exhibition
for the British elite and were then made more
widely available via their reproduction in
publications including The Gentleman‘s Magazine.



https://www.flickr.com/photos/britishlibrary/12458995123
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They came to shape British perceptions of the
peoples encountered (Anderson, 2017).

Activity 1.1

The Grand Tour was “a practice that introduced
Englishmen, Germans, Scandinavians, and also Americans,
to the art and culture of France and Italy...possible only for
a priviledged class—the same that produced gentlemen
scientists, authors, antiquaries, and patrons for the arts.”
(Sorabella, 2003, para. 1)

This ‘tour’ of European cultural highlights occurred from
the late sixteenth century for over three hundred years.
Visiting Italian cities, with their roman statues and
architecture, had a lasting impact on the socially powerful
young men of the Grand Tour and thus influenced many
aspects of British life at that time (Sorabella, 2003).

Consider then how an artist’s worldview, strongly
influenced by their Grand Tour and ancient Rome, might
influence how they depict the peoples they encountered on
their colonial expeditions.

An interactive H5P element has been excluded
from this version of the text. You can view it
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online here:

https://oercollective.caul.edu.au/conceptual-guide-whs-hr-
managers-nz-au/?p=101#h5p-2

When British slavery peaked between 1660 and 1838
(Carey, 2016), the entire British society benefited from
slave labour. “The British state, and the nation as a whole,
reaped the benefits from the duties collected on slave-
produced colonial goods...The consumption of cheap
slave-produced colonial commodities was widespread”
(Donington et al, 2016, p 1-2) Interestingly, it was these
duties (taxes) that led to the American Revolution against
the British (1765-1783), with those living in the British
Americas perceiving the taxing as signalling the beginning
of efforts towards their entire enslavement (Rothschild,
2018).

Past influencing the present

Like the sugar being consumed in English tea rooms —
our contemporary society also benefits from slave labour.
Modern slavery describes the ways in today’s economy
that labour or services are being extracted from people,
including children, unwillingly and without appropriate
compensation. In 2021, World Vision reported that New



https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=101#h5p-2
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=101#h5p-2
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Zealanders unknowingly spend approximately NZ$34
dollars a week on products ‘implicated’ in modern slavery
(World Vision, 2021).

Figure 1.7: Modern slaves in Bali, Indonesia

Source: Untitled by Nick Agus Arya, Unsplash, Unsplash licence

Once successfully independent of Britain, citizens of the
United States constantly debated the morality of slave
labour in their society (Conlin, 2015). The Declaration
of Independence, signed by the original 13 states on the
4th July 1776, stated, “all men are created equal, that
they are endowed by their Creator with certain unalienable
Rights, that among these are Life, Liberty and the pursuit
of Happiness” (Jefferson, 1776, para. 2). In 1861, a tipping
point was reached between northern states that had
abolished slavery in the early 1800s and the southern states
that sought to retain it; the American Civil war
(1861-1865) was based on the premise of abolishing


https://unsplash.com/photos/25YCF5HNTf8
https://unsplash.com/license
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slavery in the USA (Conlin, 2015). Abraham Lincoln
(16th President of the United States 1861-1865) supported
the emancipation (liberation) of America’s slaves and the
abolishment of slavery via his Emancipation Proclamation
during the American Civil War in 1863 (see Figure 1.8).
The emancipation of slaves and the implications for labour
markets conditions during the American Industrial
Revolution are a focus of Chapter 3.
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Figure 1.8: An artistic depiction of Abraham Lincoln delivering his 1863
Emancipation Proclamation.

Source: “Emancipation” by J. L. Magee Publisher, Library of Congress, Public
Domain

From this chapter, we have learned that human survival
tasks evolved into specialised roles undertaken by, and
often limited to, particular community members as their
work. As societies expanded, there was a desire to take
over other human settlements and harness their peoples in
the further expansion of the conqueror’s empire. With this
emerged slavery; sometimes as ownership of the slave or,
at least, as forced labour.

Past influencing the present

While slavery has been recorded far back in history, the
intertwined histories of colonisation with the Scientific
Revolution in the 1700—1800s is critical to understanding
contemporary cultural and diversity perspectives in Human
Resource (HR) management in workplaces today.

Linda Tuhiwai Smith, in Decolonizing Methodologies:
Research and Indigenous Peoples, writes:

The ways in which scientific research is implicated in the
worst excesses of colonialism remains a powerful
remembered history for many of the world’s colonized
peoples. It is a history that still offends the deepest sense of
our humanity. Just knowing someone measured our
‘faculties’ by filling the skulls of our ancestors with millet
seeds and compared the amount of millet seed to the capacity



https://www.loc.gov/item/scsm000450/
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for mental thought offences our sense of who and what we
are. (2021, p. 1)

We can now see how science and colonisation frame
slavery as:

In the 1700s and early 1800s, scientists in Europe and the
Americas studied “race science” —the idea that humankind
is divided into separate and unequal races. They tried to
explain the contradiction between the belief in human
equality expressed during the American and French
Revolutions and the emergence of slavery in the United
States and several European countries. (Facing History &
Ourselves, 2017, para. 1)

Today HR managers are striving to address the legacy of
colonisation in HR and Employment Relations practices
through initiatives such as equitable recruitment strategies
(anti-discrimination) through to proactive strategies to
attract, and support, indigenous employees as they
overcome years of inter-generational discrimination based
on ‘principles’ of natural science that justified their slavery
and de-valued their labour.

Chapter 2 will now examine how, parallel to the natural
sciences, the scientific fields of physics and mechanics
led to machines and new industries during the Industrial
Revolution creating the conditions that founded workplace,
health and safety from within the unionised ‘labour’ rights
movement.
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2.

The British Industrial Revolution 1730
until the early 20th Century

As part of the Scientific Revolution, concurrent with the
‘explosion’ of the natural sciences among the British upper
class, there were also theoretical scientists such as Isaac
Newton (b.1643, d. 1727) who “unified the terrestrial and
celestial mechanics...and transformed the mechanical
philosophy...by adding to it mathematically expressed
laws” (Schuster, 1996, p. 217). These scientific ‘laws’,
or perhaps the subsequent emerging scientific paradigm,
fostered invention and the ‘labour-saving’ machines of the
Industrial Revolution (Dennis, 2017). Machines came to
‘revolutionise’ the production of iron, steel and textiles
which had a cascading effect across the British economy
and society (Newton, 2021, p. 2366). The scientific
method, as enacted in a culture of applied science and
technology, led to the development of labour-saving
machines resulting in the British Industrial Revolution
(Jacob, 2014). This chapter will explore British
experiences of industrialisation through until the early 20th
century.

Learning Objectives

25
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By the end of this chapter, we will have explored:

. How the Scientific Revolution enabled the
British Industrial Revolution (1730 — 1850)
through the creation of labour-saving machines.

. How rapid industrialisation and a population
boom in Britain resulted in low wages for
dangerous work and how these poor working
conditions became the origins for labour
(employment) relations, trade unionism and
workplace health and safety.

*  The emergence, in the early 20th Century, of
the British Labour Party from the trade union
movement.

The journey from ancient civilisations to the Scientific
Revolution took thousands of years. However, the British
Industrial Revolution (1730 — 1850) was a period of
accelerated change and, in just over 100 years, remarkable
shifts took place that impacted “demographics, politics,
social structures and institutions, and the economy”
(Newton, 2021, p. 2367). As Zhao explains, “in the 17th
century, Britain was still a peaceful agricultural country.
However, in the industrial revolution...manufacturing
factories rose up along river valleys, canals and
railways...[this] greatly changed the face of British towns”
(Zhao, 2019, p. 107); thus the British landscape was
rapidly transformed (see Figure 2.1).
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Figure 2.1 Industrialisation 19th century town in Lancashire

Source: Wellcome Collection, CCBY 4.0

However, the large-scale adoption of machines during the
Industrial Revolution created a different type of work.
The craftsmanship developed over many generations, since
the division of roles during the Neolithic Era (see Figure
1.1), was replaced by the division of labour “the extent to
which jobs in an organization are subdivided into separate
tasks” (Heery & Noon, 2017, para. 1). No longer would
one craftsperson work from beginning to end on an item,
the labour would be divided among many workers most
of whom were responsible for only one task in the item’s
production.


https://wellcomecollection.org/works/vcvsfxe5
https://creativecommons.org/licenses/by/4.0/
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Box 2.1: English Bobbin Mill

In this video we see machines making mass
production a possibility. Machines revolutionised
this work as the craftsmen who would have
previously handmade timber items, such as the
bobbins used to hold thread during textile
manufacturing, could be replaced by machines
operated by less skilled labourers. This was
particularly efficient given the increasing demand
for bobbins during the industrial revolution’s textile
industry boom.

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
quide-whs-hr-managers-nz-au/?p=137#oembed-1

»

Source: “Things to do in the Lake District: Stott Park Bobbin Mil
by English Heritage, YouTube

Influenced by Newton’s scientific laws, Scottish economist
Adam Smith (b. 1723, d. 1790) sought out similar general
economic principles (Montes, 2008) and observed that the
division of labour “increases production and makes it more
efficient by dividing the separate tasks of making an object
among different individuals and thereby simplifying the


https://youtu.be/tUvvkh1XP4A?si=-KTWVBbePpRy0-sa
https://www.youtube.com/@EnglishHeritage
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job each person must perform” (Wolf, 2019, para. 3).
Smith then conceptualised production’s fixed costs as raw
materials, plant equipment and human capital (Spengler,
1977), where human capital was “the economic value of a
worker’s experience and skills” (Kenton, 2023a, para 1).
Smith perceived there to be an “unnecessary costliness of
human capital as well as its suboptimal use” (Spengler,
1977, p. 25). Smith highlighted the considerable economic
potential that could be harnessed from the efficient
utilisation of raw materials, machines and workers. With
this assertion, Adam Smith shifted both economic thought
and precipitated the field of management (and
subsequently HR management).

However, the rapid change of industrialisation created
great challenges; the intensification of production, enabled
by machines, often led to terrible conditions for the people
operating the machinery. As Newton recounts:

Work places were often poorly ventilated, overcrowded, and
replete with safety hazards. Men, women, and children alike
were employed at subsistence wages in unhealthy and
dangerous environments. Workers were often able to afford
no more than the simplest housing, resulting in the rise of
urban slums. Stories of the unbelievable work conditions
in mines, textile factories, and other industrial plants soon
became a staple of Victorian [1837 — 1901] literature. (2021,
p. 2368)

Poor working conditions led to the craft guilds, who had
protected crafts and trades since the Middle Ages, re-
organising to raise awareness of the work conditions—this
was the beginning of the trade wunion movement
(Cartwright, 2023).

However, it is an outbreak of malignant fever at a cotton
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mill near Manchester in 1784 that marks the true
beginnings of employment relations and workplace health
and safety. Dr Thomas Percival determined that, “the
epidemic was due to overwork for inordinately long hours,
poor food, wretched clothing, bad ventilation, and
overcrowding in insanitary houses and factories, especially
by children” (Meiklejohn, 1958, p. 2). The absentee
factory owner, Sir Robert Peel, was a parliamentarian who
was both surprised and devastated by the conditions at his
mill; he championed the Health and Morals of Apprentices
Act of 1802. The legislation applied to any textile mill or
factory with more than three apprentices, or over twenty
workers, and required ventilation and cleaning of the
workplace. Specific to apprentices was a maximum
12-hour work day, no work between 9pm and 6am,
provision of work clothing and an education including
reading, writing, maths and Christian religion.

Sir Robert Peel had been particularly concerned about
apprentices and made them the focus of the legislation
because, at the time, orphans and pauper children were
often sent to live and work as apprentices at factories in
compliance with the “Poor Law”, an act that ensured they
were sheltered, fed and clothed. However, Sir Robert Peel
disagreed with the poor conditions of the work they were
exposed to in order to earn their up-keep (UK Parliament,
n.d.). To contextualise this, it is important to understand
that in one facility alone, that of Robert Owen’s New
Lanark mill in 1799, 70% of the workforce were under
18 years old but the majority were under 13 (Bolin-Holt,
1989, as cited in Innes, 2002). On average children began
working at eight and a half years old, often in cleaning
roles that required them to manoeuvre around working
machinery, “working for very low pay, performing work



ANZ HR Management of Work Health & Safety 31

that was dirty and dangerous, and usually working long
hours as well” (Griffin, 2014, para. 2).

Box 2.2: Harrowing lives of children sent to work
in English mills revealed

Professor Rebecca Gowland has studied the
skeletal remains of 154 people buried in a North
Yorkshire cemetery, many of whom were children
working in a local textile mill. Her team discovered
that the children “were forced to sacrifice
themselves to conditions that were detrimental to
their physical and mental wellbeing, in some
instances leading to death within a few years of
apprenticeship” (Gowland et. al., 2023, para. 56).
Figure 2.2 depicts a rib bone with abnormal bone
growth. Such abnormalities on rib bones indicate
lower respiratory tract disease (Davies-Barrett,
Antonine & Roberts, 2019).
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Figure 2.2: Abnormal bone growth on a rib indicating lower
respiratory tract disease

Source: Woven bone on the visceral surface of the vertebral end of
a left rib of SK 334 by Gowland et al, PLoS One, CC BY 4.0

Like to learn more? A news article on this research is
available here and the original research publication is
available here.

The Health and Morals of Apprentices Act of 1802 is the
first piece of labour and safety legislation in the world
but, unfortunately, it was poorly enforced (Innes, 2002).
Preceded by the Combination Acts (1799-1800), which
banned collective wage negotiations as any worker “who
combined with another to gain an increase in wages or
a decrease in hours” could be penalised (Encyclopaedia
Britannica, 2017, para. 1), the Health and Morals of
Apprentices Act of 1802 also coincided with rapid
population growth. Agricultural improvements resulted in
greater population health and wellbeing (Komlos, 1990),
effectively providing employers with a limitless supply of
willing workers (Cartwright, 2023). With no tangible legal
consequences for employers, and an inhibition of worker
collectives, there was little actual possibility for improved
labour and safety outcomes for workers at this time.

Over the following decades, political tolerance for non-
compliance by factory owners waned as members of
Britain’s parliament, some of whom were also factory
owners themselves, took a paternalistic view towards their
workers. The Health and Morals of Apprentices Act of


https://doi.org/10.1371/journal.pone.0284970.g009
http://creativecommons.org/licenses/by/4.0/
https://www.theguardian.com/society/2023/may/17/harrowing-lives-of-children-sent-to-work-in-english-mills-revealed-in-first-study-of-kind
https://journals.plos.org/plosone/article?id=10.1371/journal.pone.0284970
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1802 signalled an important shift in labour health and
safety management with the introduction of factory
inspectors who could enforce infringement notices,
however, there were too few inspectors to enforce the Act
with just four inspectors being responsible for 4000 mills
(UK Parliament, n.d.). Political efforts continued with
Lord Ashley-Cooper campaigning for the Mines Act of
1842, which banned all women and girls from mining and
excluding boys under 10 years of age, and again he
championed the Ten Hours Act of 1847 which sought to
reduce the workday in mills to ten hours (Encyclopaedia
Britannica, 2023c).

In the emerging industrialised environment, legally it
was becoming challenging for workers and employers to
effectively negotiate wages without being at risk of
contravening the Combination Acts. In 1859, Judge
Rupert Kettle began advocating for legal mechanisms, such
as arbitration, to resolve industrial disputes with a view that
laws should “be used to foster negotiation between masters
and men, not to quash collective action by either side”
(Cornish, 2010, p. 668). The 1868 Royal Commission
into Organisation and Rules of Trades Unions and Other
Associations followed. It produced a majority report
supporting the status quo of unions as illegal while a
minority report favoured the regulation of trade unions,
the latter came to be adopted by government (Cornish,
2010). This led to the Trade Union Act 1871 which
decriminalised the formal association of workers
for wage bargaining, however striking was still
illegal (Cornish, 2010).

It is important to recognise that these times and events
are both shaped by, and influence, societal and government
debate. Why, for example, would the government of the
day choose to support the minority rather than the majority
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report? Historical figures, such as Karl Marx who was
based in London during these times, were shaping
intellectual debate on capitalism, communism, and
human labour. Such societal debates would naturally
influence political leaders. Box 2.3 provides a very brief
overview of Karl Marx’s perspective on labour.

Box 2.3: Karl Marx (b. 1818, d. 1883)
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Figure 2.3: Karl Marx (circa 1875)

Source: “Karl Marx 1875” by John Jabez Edwin Mayall colored by
Olga Shirnina, Wikimedia Commons, Public Domain

In 1867, while based in London, Karl Marx
published Das Capital. In critiquing Adam Smith’s
conceptualisation of production as being solely a
capitalist approach, Marx focused specifically on
the labour component. He proposed that “there are
two major flaws inherent in capitalism that lead to
the exploitation of workers by employers: the
chaotic nature of free market competition and the
extraction of surplus labour” (Kenton, 2023, para.
9). Marx argues that profit is achieved when
employers pay staff less than the value of their
labour, not by selling items at a higher price
(Liberto, 2021). This conceptualisation of the
relationship between labour exploitation and
employer profit likely shaped the subsequent
government decision to establish the Trade Union
Act 1871 to counteract the imbalance of power
between employers and workers.

In concluding our understanding of the impact of the
British Industrial Revolution on labour (employment)
relations, unions and safety, it would be remiss not to
mention the Fabian Society. The Fabian Society was
established in January of 1884 to achieve socialist
objectives in a slow and methodical manner, as opposed
to revolutionary, manner and this non-violent approach to
change arguably enabled their positive engagement with


https://commons.wikimedia.org/wiki/File:Karl_Marx,_1875.jpg
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government (Fabian Society, n.d.). In 1900, the Fabian
Society became a founding member of the British Labour
Party (The Labour Party, n.d.) and in the 1906 elections
there were 26 voted representatives who considered
themselves to be for ‘labour’. In 1906, the Fabians,
together with the ‘labour’ representatives, had successfully
lobbied to establish a minimum wage and by 1911, they
had established foundations for the British universal
healthcare system (Fabian Society, n.d.).

Crucial founders and actors in the Fabian Society were
Beatrice and Sidney Webb who wrote many of the
Society’s foundational publications, including the History
of Trade Unionism in 1894. While their contributions in
this arena are many, they are renown for having coined
the term ‘collective bargaining’, in the aforementioned
publication (Webb & Webb, 1898, p. 33). At the end of
the 19th century “free bargaining between the capitalist and
his workmen became the sole method of fixing wages”
(Webb & Webb, 1898, p. 77), disadvantaging the workers
and creating the aforementioned legal quandaries (Cornish,
2010). The Webbs’ acknowledged that it was
approximately 50 years before the Act of 1825 provided
the “right of collective bargaining, involving the power to
withhold labour from the market by concerted action” in
Britain (Webb & Webb, 1898, p. 111).

The British Industrial Revolution, at its conclusion, had
led to massification of production, with the assistance of
‘labour-saving’ machinery (see Figure 2.4). Its beginnings
saw the most vulnerable of workers labouring in the
harshest of conditions. We also saw initial efforts from
paternalistic owners, some of whom were in parliament,
to reduce child labour and increase regulation around the
hours of workers. A demographic population ‘boom’, and
the associated availability of labour, made achieving better
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working conditions, and particularly better wages,
particularly difficult throughout this period. Come the turn
of the 20th century, however, efforts were underway to
enable the collective association of workers, underpinning
the formation of the British Labour Party which would,
over time, led to the modern British trade union
movement.

Figure 2.4: Making Bessemer Steel, Edward Frederick Skinner oil painting
(1917)

Source: “Making Steel by Skinner,” Science Museum London, CC BY-NC-SA 4.0

While the Industrial Revolution began in Britain, it was
not geographically constrained and it moved rapidly across
Europe. Moreover, it reached the Americas via Britain’s
colony as approximately 6000 people emigrated from
Britain between 1773 and 1776, and “with these
immigrants came some textile workers who were familiar
with the latest innovations in spinning wool and cotton”
(Weightman, 2007, p. 37). Chapter 3 pivots from this


https://www.worldhistory.org/image/17215/making-steel-by-skinner/
https://creativecommons.org/licenses/by-nc-sa/4.0/
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examination of the British context, to consider the impact
of industrialisation on the United States (sometimes known
as the Second Industrial Revolution) and the uniquely
American phenomena that have implications for workplace
health and safety today.
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3.

Industrial Revolution in the United
States from 1793 until the early 20th
Century

The beginning of the United States’ Industrial Revolution
is attributed to an English immigrant opening a textile
mill in Rhode Island in 1793 (Weightman, 2007). Like
in Britain, mass industrialisation and production followed,
but in America, a labour shortage led to more union activity
and a greater emphasis on productivity. This, in turn, led to
studies of management and, more specifically, scientific
management.

Learning Objectives

By the end of this chapter, we will have explored:

*  The unique circumstances within the United
States and how these influenced
industrialisation in this new nation.

. The role of the American Civil War, and its
anti-slavery movement, in generating a labour
shortage which enabled worker collectives to

39
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establish.

*  The emergence of Taylorism, Scientific
Management and Fordism as employer
responses to managing worker productivity in
the face of labour shortages and labor union
movement strikes.

The European master-apprentice model transferred from
Britain, via its colony, to America. By 1792, craft guilds,
such as the Association of Shoemakers in Philadelphia,
were already establish (Freeman, 2020). British
craftspeople dominated the British labour market well into
the British Industrial Revolution because their collective
movements fought to protect skilled (trade or craft) worker
rights (Walling, 1905). In America, the labour market
transition was swifter and, for example, master craftsmen
dominated Boston’s labour market in 1790 but were
considerably outnumbered by journeymen (unskilled day
labourers) by 1815 (Tomlins, 1993).

Walling’s (1905) explains that in the American context
reduced demand for skilled workers was paired with an
inflow of less skilled workers. The emphasis in America
came to be on skilled and unskilled workers associating
to collectively negotiate better conditions. While initially,
displaced skilled craftspeople comprised the membership
of worker collectives, by the middle of 1800s unions for
everyone were forming in mining, railroads, and factories
because “many workers saw the development of these
kinds of unprecedented concentrations of wealth as
threatening not just their employment situation but the very
nature of American democracy” (Freeman, 2020, para. 6).
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This said, similar to in Britain, there were also
paternalistic employers who were innovative in their
approaches towards workers, Lowell Mills (see Box 3.1) is
one such example.

Box 3.1: Lowell Mills

In 1814, a mill opened in Massachusetts whose
operation was to be based in the Protestant work
ethic. Francis Cabot Lowell and his Boston
Associates decided to overcome potential labour
shortages by offering work to women. “For many
of the mill girls, employment brought a sense of
freedom. Unlike most young women of that era,
they were free from parental authority, were able to
earn their own money, and had broader educational
opportunities” (Gilder Lehrman Institute, 2023,
para. 3). Lowell insisted that, in addition to
housing, the young women be provided with an
education. However, it is also important to
recognise that hiring an all-female workforce was
good financial decision with their lower wages.
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Figure 3.1: The Lowell Mill

Source: “Mills in Lowell, Massachusetts” by Timothy Dexter,
Wikimedia Commons, CC BY-SA 3.0

When conditions changed in the 1830s, a drop in
the price of textiles meant that the Lowell Mills
sought to cut wages. The ‘mill girls’ successful
went on strike against the decision and, as a result,



https://en.wikipedia.org/wiki/File:Lowell-mills-massachusetts.jpg
https://creativecommons.org/licenses/by-sa/3.0/
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sustained their wage. They came to form the First
Union of Working Women (American Federation of
Labor, 2023). The Lowell Mill girls are also
renown for reducing their six day, 75 hour week,
down to a ten-hour day (see Figure 3.2) as part of
the ten-hour day movement (Nicholson, 2004).
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Figure 3.2: Lowell ‘mill girls’ lobby for a ten hour day

Source: Voice of Industry Project, Public Domain

To contextualise this, by 1835 Boston Artisans
were lobbying against long work hours with
paternalist employers (likely the Boston
Associates who were also involved in the Lowell
Mill). These skilled craftspeople fought for the ten-
hour day by refuting arguments of Protestant-ethic
employers that these workers would “spend all our
hours of leisure in drunkenness and debauchery if
the hours of labor are reduced” (cited in Irving &
Schwaab, 1952, p. 342-343). Some success came
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in 1840 when President Martin Van Buren, by
executive order, “directed the observance of the ten-
hour system for laborers and mechanics employed
on the [federal] government’s public works” (Kelly,
1950). However, it took until 1847 for the first state
legislated ten-hour day for non-government workers
and this took place in the State of New Hampshire.
The New Hampshire legislation, although not
strictly enforced, demonstrates the influence of
Lowell Mill girls on their geographical region and
overall on the United States Labor Movement
(American Federation of Labor, 2023).
Interestingly, 1847 is when the British Ten Hours
Act was introduced (Encyclopaedia Britannica,
2023).

Past influencing the present

Have you ever considered how the Industrial Revolution
impacts on our lives today?

When a school bell rings, it seems normal and timeless
that school students will collect their belongings and move
on to their next class. However, many facets of modern life
are, in fact, based on practices established by the Industrial
Revolution. For example, using a school bell to signal a
shift in activity or the start of a lunch break, is based on a
factory model of education (Shaw, 2016, para. 1).

In response to the tight control of their working hours
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(and lives) women of the Industrial Revolution wrote
poems of protest, such as The Factory Bell, as “The bells
woke the operatives up, called them into the mills; they
rang at breakfast, called them back into the mills, again at
lunch, at closing time, and finally at curfew” (Voice of
Industry Project, 2012, para. 3).

The power of the collective in America was strengthened
by a labour shortage induced by the emancipation of
slavery. In 1803, as calls to emancipate slaves increased in
the northern states:

The United States [federal government] abolished the
international slave trade [importation of slaves], creating a
labor shortage. Under these circumstances, the domestic
slave trade increased as an estimate one million enslaved
people were sent to the Deep South [southern states of the
United States] to work in cotton, sugar and rice fields.”
(Elliott & Hughes, 2019, para. 14)

The American Civil War (1861-1865), fought on
abolishing slavery altogether (see Abraham Lincoln’s
Emancipation Proclamation, Figure 1.8), stimulated
manufacturing which then required more workers (Clinton,
2008) but concurrently removed males from the labour
force, as they became soldiers (or even casualties),
therefore reducing the available working population
(Clinton, 2008). Increased taxes, taken by government to
pay for the war, led to inflation which, in turn, encouraged
workers to organise to increase their wages to protect their
standard of living (Commons, 1918). The conclusion of
the war then abruptly removed slave labour, leading to a
complete restructuring of economies in the southern states
(Ransom, 1989), which exacerbated the existing labour
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shortage and would, post-war, empower the union
movement. Notably these uniquely American conditions
were quite a distinct from the British Industrial Revolution
experiences given their rapidly growing British population
had provided a ready source of workers thereby thwarting
attempts by workers to collectively negotiate better wages
and conditions.

Collective worker groups, even those devastated by the
Civil War, rapidly reformed when subsequent peace-time
industrialisation occurred. In 1865, William Sylvis had
high ambitions for these newly formed collectives to
combine into a national union so as to influence
government laws on labour (Commons, 1918; Foner,
1947). As leader of the National Union of Iron Molders,
he wrote to the Ship Caulker’s union saying, “what we
need is a Department of government attending exclusively
to Labor matters, with its head in the president’s Cabinet
to speak for us” (cited in Lombardi, 1942, p. 19). Union
lobbying for this cause appears to have been somewhat
successful as, in 1867, Congress established the Committee
on Education and Labor (Committee on Education and the
Workforce, 2023). However, this committee had a wide
gamut, ranging from addressing the emergence of industry,
through to post Civil War developments, such as the
establishment of an education system as a means to
integrate former African American slaves into mainstream
society, particularly for the employment options education
could afford them (McKinney, 2013). When Sylvis headed
the National Labor Union (1866-1873) he “placed its
reliance primarily on legislative action” as opposed to the
“economic coercion” of traditional labour unions
(Lombardi, 1942, p. 17). When he died in 1869, however,
the legislative approach discontinued as he’d been its
driving force (Lombardi, 1942).
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Despite their existence, unions were not formally
endorsed and their economic coercion approach (strikes)
led to a period of violent clashes between organised
workers and those who sought to quell their ‘illegal’
activities. “Between 1875 and 1910, state militias — which
is what today we would call the National Guard — were
called out nearly 500 times to deal with labor unrest”
(Freeman, 2020). In response, in 1883, the Committee
on Education and Labor was specifically charged with
addressing labour unrest across the country (McKinney,
2013). One outcome of that year’s sitting of the
Committee was the establishment of the Bureau of Labor
Statistics, and this was followed in 1888 by a Bureau of
Labor (U.S. Bureau of Labor Statistics, 2023). Notably,
neither of these entities reach Sylvis’ aspirations; they were
not directly overseen by the U.S. President (Lombardi,
1942).

In the context of a labour shortage, and strengthening
union activity, employer approaches to the ‘management
of labour’ emerge—these are the origins of the modern
discipline of management. As a “result of the rapid and
chaotic growth of many organizations, it became clear that
a more systematic approach to management was needed”
Witzel (2011, p. 6-7). Henry Towne was an American
engineer who, in 1886, wrote:

The organization of production labour must be directed and
controlled by persons having not only good executive ability,
and possessing the practical familiarity of a mechanic or
engineer with the goods produced and the processed
employed, but having also, and equally, a practical
knowledge of how to observe, record, analyze and compare
essential facts in relation to wages, supplies, expense
accounts, and all else that enters into or affects the economy
of production and the cost of the product. (Towne, 1986)



48 Lynnaire Sheridan

While echoing Adam Smith’s assertion that efficiency
could further unlock the economic potential of industrial
production, this statement was designed to validate the role
of industrial engineers in the ‘management’ of production
workers and was a call to action, to which American
engineer  Frederick Taylor responded via his
conceptualisation of Scientific Management.

Scientific Management may be defined as:

An approach to management, based on the theories of F.W.
Taylor, dealing with the motivation to work. It sees it as a
manager’s duty to find out the best way to do a given job,
by a process of work measurement, then give each worker
individual instructions which have to be strictly followed.
The individual is thus seen as the extension of his or her
machine, and his or her rewards are also to be allocated
mechanically, with more pay expected to produce more
output regardless of any other factors. (Statt, 1999, p. 150)

It is the practical use of scientific methods, gained from
the Scientific Revolution, to enhance production outcomes
amidst the rapid changes derived from industrialisation.

Frederick Taylor read Henry Towne’s 1886 article and,
after garnering considerable workplace experience,
presented his own perspective in 1895 focused on
rewarding employees based on the work performed, rather
than the hours worked. He justified his stance with
scientific data derived from undertaking:

Time trials with a stopwatch, measuring how long it took
workers to perform tasks, and set up a small department to
record and analyse the results. By creating a run of data
through these time studies, Taylor was able to arrive at
optimum times for each task. (Witzel, 2011, p. 85)

Taylor felt paying workers for the work they achieved
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was the fairest way to compensate their labour while
maximising production.

However, unions had long advocated “A fair day’s
wages for a fair day’s work”—a popular slogan used by
worker collectives since philosopher Thomas Carlyle
coined it in 1843 (Carlyle, 1843, p. 17). Taylor was
arguing that what comprises a fair day’s work should be
determined through Scientific Management as he felt that
many unions deliberately had their members work slower
on day pay rates (McKelvey, 1952, p. 15). Around the
same time, public awareness on the conditions of workers
was increasing due to the efforts of people such as
sociologist Lewis Hines who, using a camera (see Figure
3.3), sought to capture the experiences of the working
class, including the plight of child labourers, to create
awareness among the general population on the human
cost behind the increasingly affordable products they were
purchasing (Sutherland, 2012).

Figure 3.3: Spinners and doffers in Mollahan Mills, Newberry, South Carolina,
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December 1908

Source: “Spinners and doffers in Mollahan Mills. Many others as small.
Newberry, S.C.” by Lewis Hine, Wikimedia Commons, Public Domain

While Taylor’s pay-per-piece did incentivise the worker
to produce more (Thompson, 1913), unions continued to
raise concerns about the injuries to workers caused by
fast, repetitive, work. At the 1911 American Federation of
Labor convention, their President Samuel Gompers stated,
“organized labor would always be hostile...to any system
which ruined the worker’s health and lowered wages by
substituting unskilled for skilled operatives” (McKelvey,
1952, p. 17). However, Taylor’s approach to timing staff,
and paying the most efficient workers more, was popular
with business owners and production supervisors as it
provided a credible and logical response to collective
(union) pay claims—you get paid for what you do—but,
from this point, The International Association of
Machinists and the American Federation of Labour became
“implacable enemies of Scientific Management” (Nelson,
1992, p. 9)—more money per piece did not redress their
concerns.

In fairness to Taylor, it is important to note that his
perspective was influenced by the Protestant ethic, “the
value attached to hard work, thrift, and efficiency in one’s
worldly calling, which, especially in the Calvinist view,
were deemed signs of an individuals’ election, or eternal
salvation” (Encyclopaedia Britannica, 2020, para. 1). In
the current day, it is difficult to understand Taylor’s view
on work as ‘Godly’ and that his desire to ensure employees
worked to their fullest capacity was linked to everyone
receiving a righteous reward in Heaven. Indeed, timing
worker outputs in today’s world, with greater awareness


https://commons.wikimedia.org/wiki/File:Spinners_and_doffers_in_Mollahan_Mills._Many_others_as_small._Newberry,_S.C._-_NARA_-_523129.tif

ANZ HR Management of Work Health & Safety 51

of the risks of repetitive work under pressure, seems
inappropriate but Taylor saw it as a noble pursuit:

The principle objective of management should be to secure
the maximum prosperity for the employer, coupled with the
maximum prosperity for the employe [sic]...throughout the
industrial world, a large part of the organisations for
employers, as well as for employes [sic], is for war rather
than peace, and that perhaps the majority on either side do
not believe it is possible so to arrange their mutual relations
so that their interests become identical. (Taylor, 1911, p.
9-10)

Essentially, maximum prosperity was associated with
maximum efficiency, and this was a Godly pursuit that
Unitarists (unitarism) such as Taylor believed, this should
not be interfered with by unions (Boddwyn 1961).
Taylor’s work culminated in 1911 with the publication of
his book The Principles of Scientific Management (Taylor,
1911).

Given he was credible, with experience designing
machinery and in industrial supervisory roles, “Taylor’s
imagery evoked an enthusiastic response from engineers
and factory managers and from a larger group whose
interested extended to virtually every institution” (Nelson,
1992, p. 6). He certainly appears to have influenced Henry
Ford (b. 1863, d. 1947), of the Ford Motor Company,
as Ford used time and motion studies to reduce the
complexity of making a car into many steps that could
take advantage of the efficiency of the division of labour
(Hounshell, 1988). Subsequently, in 1913, Ford became
known for revolutionising manufacturing by innovating
assembly line production — with work being brought to the
worker rather than the worker going to the object being
built. The assembly line, together with the overall division
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of labour, significantly reduced the cost of the cars Ford
was producing and made these a widely available
consumer item (Ford Motor Company, 2020). However,
Nyland asserts that an important point of different between
Taylor and Ford exists; Ford actively de-skilled workers
as a wage reducing mechanism, whereas Taylor sought
worker efficiency (Nyland, 1998).

As its implementation evolved, Scientific Management
and Fordism (as Henry Ford’s manufacturing system came
to be known) was not without its critics because of the
expectations it placed on workers. The fast and repetitive
nature of work at the Ford Motor Company initially led
to high worker turnover because “workers found the
assembly line work boring as they were now doing only
one or two task(s)...workers did not like the strict timing
that the moving assembly line required” (Ford Motor
Company, 2020, para. 3). To address this, Ford increased
his wages to double the average wage ($5 an hour) which
made the pace more attractive to existing workers and
incentivised others to seek work at Ford Motor Company;
this provided Ford with a constant source of replacement
labour (Ford Motor Company, 2020). This 1914 wage
increase was designed to ensure unions could not establish
themselves in Ford’s premises and to ensure the cost of
human capital would not keep going up indefinitely
(Cwiek, 2014). The division of labour, established early
in the British Industrial Revolution, enabled Ford to exert
considerable control over his workers as anyone could do
the unskilled work required on the Ford production line.
Box 3.2 contains a video outlining relationship between
Taylor’s Scientific Management and Henry Ford’s
development of the assembly line.
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Box 3.2: Taylor and Ford: Scientific Management
and the assembly line.

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
guide-whs-hr-managers-nz-au/?p=329#oembed-2

Source: “Ford and Taylor Scientific Management (Edited)",
Ryngoksu, YouTube

So why this push for productivity? To Taylor it was
‘Godly’, to Marx (see Box 2.3) it was profit driven with
employers cashing in on the gap between the cost and
value of labour, and, for others, it was simply because of
the labour shortage. One ‘solution’ to the labour-shortage
issue was to introduce immigration, President Lincoln
endorsed this strongly in his third address to Congress in
1863:

I again submit to your consideration the expediency of
establishing a system for the encouragement of
immigration...there is still a great deficiency of laborers in
every field of industry, especially in agriculture and in our
mines, as well of iron and coal as of the precious metals.
(Lincoln, 1863, para. 18)


https://youtu.be/8PdmNbqtDdI?si=ldyCWCnup7mJOfy1
https://www.youtube.com/@ryngoksu
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He was successful in his lobbying. The Immigration Act
of 1864 established a Commissioner of Immigration to
facilitate employment-centric immigration (Migration
Policy Institute, 2013). The resulting migrants were
welcomed until the 1880s when anti-immigrant sentiments
began to emerge, one example being the Alien Contract
Labor Law of 1885 whereby employers could not contract
foreign labour (U.S. Citizenship and Immigration Services,
2020), however overall immigration from Southern Europe
continued in large numbers until World War I (Wittke,
1949). This very briefly contextualises what would come
to form the United States’ historical narratives around
being built on migrants and, by working hard, these
migrants too would be able to achieve economic prosperity
offered by the American Dream , “a better, richer, and
happier life for all our citizens of every rank” (Adams,
1931, Preface, para. 2).

Mexican Labour in the United States

Mexicans have a long labour history
in the United States, however, this is
not discussed here. If you are
interested to find out more about
Mexican workers and immigrants,
you may be interested in reading my
previous publication.

Lymaire M. Snuridan

“I Know It's

Lynnaire Sheridan (2009), “I Know Its
Dangerous” Why Mexicans risk their lives to

cross the border, University of Arizona
Press.

However, the reality for these migrants was harsh working
conditions with few safety provisions. The New York
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Triangle Shirtwaist Factory fire in 1911 impacted mainly
recent Italian and Jewish migrant women with 123 women/
girls and 23 men dying when exits were blocked in order
to prevent workers taking unauthorised breaks (Trasciatti,
2022). Public pressure led to the establishment of a State
of New York Factory Investigating Commission which
heard reports from field agents, and directly from a variety
of related stakeholders, including workers about conditions
in manufacturing (Golding, 1989). Resulting from this
investigation, in 1913 a federal Department of Labor was
established “to foster, promote and develop the welfare of
working people, to improve their working conditions and
to enhance their opportunities for profitable employment”
(MacLaury, 1988, para. 2, citing the legislation). Finally,
Sylvis’ aspirations for a Department of Labor that would
truly represent the voice of the worker directly to the
President were realised (Lombardi, 1942).

Box 3.3: “Can’t Take No More”, excerpt from the
1979 film produced by the Occupational Safety and
Health Administration (OSHA).

This video provides a good overall summary of
the interwoven origins of labour rights, unions and
workplace health and safety in the United States, as
resulting from their industrialisation.
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One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-

guide-whs-hr-managers-nz-au/?p=329#oembed-1

Source: “Workplace Health and Safety History, to the 1920s",
markdcaitlin, YouTube

The industrialisation of the United States saw craftsmen
displaced by low-skilled workers, but the unique
conditions, including a labour shortage, resulted in quite
different outcomes than in Britain. From its beginnings,
the United States had a culture of worker collectives (such
as the Lowell Mill girls), which tended to adopt economic
coercion methods to achieving labour rights (such as
strikes) more than the political approaches seen in Britain
with the establishment of the Fabian Society and,
subsequently, the British Labour Party. A number of
factors, including the tight labour market, then led to
employers seeking the maximum productivity from the few
workers they had; this became the impetus for Taylorism.
Scientific Management then emerged as America’s
response to ‘managing’ the rapid change that
industrialisation brought and making the best ‘use’ of the
interaction between workers and machines.


https://youtu.be/3eFwNk7I0hg?si=QScCTeXskbbDnwOc
https://www.youtube.com/@markdcatlin
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Past Influencing the present

The cost savings achieved by replacing craftsmen with
unskilled labourers benefited those producing the goods,
but also the consumers. The Industrial Revolution sowed
the seed for a growing middle class who could aspire to
own products they had never previously imagined possible.
Henry Ford, for example, reduced his cost of labour and
increased his efficiencies through adopting a moving
assembly line to make cars that were affordable to middle
class Americans (see Figure 3.4).
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Figure 3.4: Ford Model T advertisement from LIFE magazine, October 1908,
“High priced quality in a low priced car”

Source: The Henry Ford on Flickr, CC BY-SA 2.0

Importantly, the challenges Britain and the United States
faced in the 18th, 19th and early 20th centuries have, in
recent times, simply been transferred to the developing
economies today. While we continue to benefit from access
to imported cheap consumer goods, in the places where



https://www.flickr.com/photos/thehenryford/3641577202/
https://creativecommons.org/licenses/by-sa/2.0/
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these items are manufactured there is still child labour, long
hours, low wages and threats to everyday health (Min et al.,
2019). So, while we live the legacies of the Industrial
Revolution in our daily lives through school bells in our
educational system, others are still more immediately
impacted on a daily basis by realities of industrialisation in
their countries today. A photograph of a Pakistani child
removing dust from a cotton production machine (see
Figure 3.5), is uncannily similar to images by Lewis Hines
of children working in the American cotton mills in 1916
(see Figure 3.6).
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Figure 3.5: A Pakistani child worker,
photograph taken January 2016

Source: “Cotton and textile industry,
Tirupur,” © International Labour Organization,
used with permission

Figure 3.6: American Linen Co. spinnil
room cleaner, photograph taken June 19

Source: “American Linen Co. Cleaner
Spinning room. Location: Fall River,

Massachusetts” by Lewis Hine, Library g

Congress, Public Domain

This section of the book, History: Exploring the origins
of labour rights and worker safety, was designed to
highlight the historical origins of modern day perspectives
on Work Health and Safety by seeing how the development
of the concept of ‘labour’ has evolved into domains: labour
(employment) relations, the union movement and
workplace health and safety. Worker entitlements, worker
safety and the right to collective representation of workers


https://oercollective.caul.edu.au/app/uploads/sites/13/2023/09/c1647-scaled.jpg
https://oercollective.caul.edu.au/app/uploads/sites/13/2023/09/c1647-scaled.jpg
https://www.loc.gov/item/2018678220/
https://www.loc.gov/item/2018678220/

ANZ HR Management of Work Health & Safety 61

to employers, exist in contemporary NZ and Australian
legislation as longer-term consequences of the British and
American industrial revolutions. It is a period in history
that fundamentally shaped our current perspective. Having
now established key links between the past and the present,
the following section will specifically focus on workplace
health and safety from the perspective of HR managers.
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Theory: A systems approach
to work health and safety
management

This section defines key concepts for work health and
safety (WHS) management. It explains James Reasons
Swiss Cheese Model of safety incident causation as a
systems-based approach to WHS management; a model
proposing that it is the combining of active failures
(human errors) and latent conditions that lead to the
WHS incidents that harm workers. Subsequently, safety
management systems are proposed as a mechanism to
identify, and actively resolve latent factors, before
introducing safety culture as fundamental to effective
WHS management.

b
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4,

What is work health and safety?

Understanding how to achieve effective work health and
safety (WHS) management is complex. Also, when we
start to think about WHS, it could mean many different
things to different people. This chapter is designed to help
you understand some key concepts in WHS by exploring
some of its complexities and defining important terms.
This will set you up to explore theories that try to explain
why certain approaches are useful, while others lead to
serious injuries for workers.

Learning Objectives

This chapter introduces:

*  Key work health and safety (WHS) concepts
and definitions.

. The purpose of, and motivations behind,
undertaking WHS management.

*  The concepts of incident versus accident to
define human resource (HR) manager
boundaries for their ‘duty of care’ when
engaged in WHS.

65
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Defining WHS

What is WHS management? In it’s simplest sense, WHS

management comprises the actions employers undertake to

ensure a safe workplace for workers.

regulations

e
% incidext U‘Mﬁ
?n"q% & o ity

n, incident %:

procedu res N 3?
@ N v&"ém"rker 3
e ocedures |
Qvorker \Q(, i
iy "SQulatign /OE
D \X/orkplace heattkgrevem osnafi;[ula&%ﬁ ?p
% preventlon
sregulations%:

workplace-health-&-safety

3workplace-health-&-safety

preven
mwgwmrkgr

ntion

Worker s

nefurn-€o-Wonk
Do /ention worker
hega," worker % w"‘“"'_'e‘"“"&
"’o,,g worker _

Figure 4.1: Workplace health and safety terminology

Source: Lynnaire Sheridan, CC BY-SA 4.0

There is a lot of technical terminology involved in WHS
management (see Figure 4.1); let’s cover the basics. The
World Health Organization defines work (occupational)
health and safety as “all aspects of health and safety in the


https://oercollective.caul.edu.au/app/uploads/sites/13/2022/08/wordcloud_ball.jpg
https://creativecommons.org/licenses/by-sa/4.0/deed.en
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workplace...[with a] strong focus on primary prevention of
hazards” (World Health Organization, n.d., para. 1) where,
health is “a state of complete physical, mental and social
well-being and not merely the absence of disease or
infirmity” (World Health Organization, 1946, p. 1). What
then is a hazard? A hazard may be defined as “anything
with the potential to harm life, health or property” (Dunn,
2012, p. 53).

WHS management is then any action taken by
responsible parties to ensure a healthy and safe workplace.
This means protecting the people, plant, and environment
from hazards that potentially could cause harm. In simple
terms, it can be considered to be the approaches, processes,
tools and techniques used by organisations to keep their
workers safe so they can achieve their work. Notably,
taking into account the World Health Organizations
definition of ‘health’, WHS is not just preventing illness
or injury, but proactively helping workers to be, and stay,
well.

What then does ‘safety’ mean in this WHS management
context? Safety is a “state in which the risk of harm (to
persons) or damage is limited to an acceptable level” where
risk is defined as the “likelihood and consequence of injury
or harm occurring” (Standards Australia & Standards New
Zealand, 2001, p. 5). This means that an employer is only
expected to manage health and safety to an ‘acceptable
level’ of risk for injury or harm to occur to their
workers—that which is reasonably practicable or
“reasonably able to be done” (Safe Work Australia, 2023,
part 18).

While WHS has traditionally been about health and
safety in a ‘workplace’, the notion of ‘ workplace’ is
changing and evolving over time. To address this, the
focus and responsibility is placed on a PCBU, a person
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conducting a business or undertaking (NZ Parliament,
2015; Safe Work Australia, 2023). WorkSafe New Zealand
explains, “a PCBU may be an individual person or an
organisation. This does not include workers or officers
of PCBUs, volunteer associations, or home occupiers that
employ or engage a tradesperson to carry out residential
work” (WorkSafe, 2019, p. 4). This shift towards PCBUs
being responsible for workers, rather than a workplace,
means PCBUs are responsible for managing worker health
and safety wherever workers are engaged in work.

Who then is a ‘worker’? A worker is a person
undertaking work for a PCBU (Safe Work Australia,
2023). Notably, a worker does not have to be an
employee—contractors, sub-contractors, interns and, in
certain situations, volunteers are all considered workers
(NZ Parliament, 2015; Safe Work Australia, 2023).

Note: While notionally the same, there are some
nuanced differences between Australia and New Zealand
legislated definitions of a worker so it is important to
follow the legislation that applies in your jurisdiction.

In summary, WHS management is designed to keep
workers (people who undertake work for a PCBU ) in
good health (not just unharmed) and safe (to an
acceptable, reasonably practicable, level) from any
foreseeable hazards that could present as they undertake
their work. However, what should a PCBU actually
manage?

Managing WHS

What WHS management comprises for a PCBU, in any
given context, is determined by the legislation that applies
in that jurisdiction, the existence or adequacy of WHS
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regulators and, very importantly, the attitude of the
organisation and its people towards WHS (safety culture).

Managing worker health

In most legal contexts, PCBU WHS responsibilities extend
to occupational diseases (health) and workplace incidents
(safety). Let’s start with occupational disease which is
“any illness associated with a particular occupation or
industry. Such diseases result from a variety of biological,
chemical, physical, and psychological factor that are
present in the work environment or are otherwise
encountered in the course of employment” (Kazantzis,
2022, para. 1). From a WHS perspective, these diseases
are preventable through the control of employee exposure
to the hazards that cause disease (Kazantzis, 2022).

While some occupational disease can occur through
immediate exposure, detection of most occupational
disease is done via occupational epidemiology which is
the investigation of the occurrence of disease and clusters
of impacted people having their exposure linked back to
specific workplaces or industries (Merletti et al., 2014). It
can take many years to identify the hazard associated with
an illness, given it requires accumulated exposure over
time before it presents as disease in a worker. For example,
asbestos was first industrially manufactured in the 1880s
with the first recorded case of asbestosis disease being
documented in 1906. Many deaths subsequently occurred
before, in the 1970s, there was enough epidemiological
evidence to conclude that asbestos was a carcinogen
(cancer causing) and that those working with asbestos were
at most risk (Lemen et al., 1980). The need for long-term,
epidemiological evidence, means that occupational disease
identification is often beyond what is reasonably
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practicable for an individual HR practitioner or their
organisation; to identify and control these hazards requires
collaboration between public health agencies, WHS
regulators and specialists in occupational health (Ahrens
et al.,, 2014). The United State’s Centers for Disease
Control and Prevention (CDC), “the nation’s leading
science-based, data-driven, service organization that
protects the public’s health” (CDC, 2023a, para 1.), is a
public health entity that incorporates worker health in its
remit. The CDC’s National Institute for Occupational
Safety and Health (NIOSH) operates through partnerships
with employers to enhance worker health outcomes (CDC,
2023b).

Past influencing the present

Occupational health, as a specialisation within WHS, has
its modern-day origins in the Industrial Reveolution. In
Chapter 2, we saw that Dr Thomas Percival identified the
crucial link between the congested, unsanitary, conditions at
a cotton mill and the outbreak of malignant fever
(Meikeljohn, 1958) which, in turn, led Sir Robert Peel to
introducing Britain’s first WHS legislation, the Health and
Morals of Apprentices Act of 1802 (UK Parliament, n.d.).

Occupational health had its modest beginnings in first aid
and disease controls for high risk heavy industry
workplaces, such as mines. It gained greater recognition in
the 1970s when the World Health Organization
acknowledged its contribution to the identification of
workplace-derived factors causing occupational illness,
suggesting its remit be broadened to encompass public
health. As such, many occupational health specialists now
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have more of a public health, rather than ‘occupational’,
focus (Schilling, 1989).

Figure 4.2: Occupational nurse, Sharnice Johnson, checks a patient’s vital signs.

Source: “Naval Branch Health Clinic Albany occupational health
210525-N-QA097-201" by Navy Medicine, Flickr.com, Public Domain

Schilling (1989) notes that historical WHS occupational
health challenges are simply repeating themselves today in
developing economy contexts:

The health problems arising from industrial progress in
developing countries today are, in many aspects, similar to
those during industrialization in the nineteenth century; these
countries also have to face major threats from endemic
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disease and generalized poverty. Weakly organized labour
with a large work force available places little pressure on
employers to provide anything more than wages and basic
services. (Schilling, 1989, p. 4)

If you have ever had a workplace medical examination,
or you schedule these regularly for your employees, these
are likely part of a health monitoring initiative designed to
identify any early-onset symptoms of occupational disease
but may also be seeking to identify repetitive strain injuries
(WorkSafe, 2022). In this aspect of occupational health,
you would be likely to work with ergonomists, “someone
who studies the design of furniture or equipment and the
way this affects people’s ability to work effectively”
(Cambridge Dictionary, 2023a, para. 1), to ensure office
set up avoids the poor posture or unnecessary movements
leading to strain injuries. However, if someone incurs a
workplace illness or strain injury, or you wish to employ
someone already living with a disability, you will likely
collaborate with an occupational therapist who will make
reasonable adjustments:

The concept of reasonable adjustments reflects the
understanding that a worker with an injury, ill health or
disability can often perform tasks if adjustments are made
to accommodate the effects of their injury, ill health or
disability. The aim of any reasonable adjustment is to
minimise the impact of the injury, health problem or
disability to enable the worker to fully take part in work-
related programs and effectively undertake the inherent
requirements of their job. (ComCare, 2013, para. 1)

Where an illness or injury is temporary, return to work
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plans will be designed with occupational therapists to
enable the worker to return to work in a reduced or
different capacity that, over time, ideally will see them
return to good health and their full original work role
(Canadian Centre for Occupational Health and Safety,
2022). Reasonable adjustment is also important when
employing a person already living with a disability:

Reasonable adjustments are changes an employer makes to
remove or reduce a disadvantage related to someone’s
disability. For example: making changes to the workplace,
changing someone’s working arrangements, finding a
different way to do something, providing equipment,
services or support. Reasonable adjustments are specific to
an individual person. They can cover any area of work.
(Advisory, Conciliation and Arbitration Service, 2022, para.

1

Considerations for this cohort of workers is often also
addressed in legislation relating to disability
discrimination (Mason, 2017).

As you can see, occupational injury tends to involve HR
managers more than occupational disease control. Often it
is these WHS practitioners who become embedded, or at
least quite closely affiliated, with HR departments within
organisations. ~The following Contemporary WHS
challenge explores how HR and occupational therapists
can collaborate together to address the transition to
retirement for workers who experience the emergence of
dementia symptoms in the workplace.

Contemporary WHS Challenges: Dementia in the workplace
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What is dementia? According to the World Health
Organization, “dementia is a term for several diseases that
affect memory, thinking, and the ability to perform daily
activities” (n.d., para. 2). The occurrence of dementia
increases with age (Dementia Australia, 2022). Workforce
participation by Older Australians (65+ years) has doubled
from 6.1% in 2001 to 15% in 2021 (Australian Institute of
Health and Welfare, 2023). The aging of the Australian
workforce increases the likelihood that some employees
will have dementia. However, as Alzheimers New Zealand
points out, “although dementia tends to affect older people,
for younger people with dementia or those who choose to
stay in the workforce at older ages, dementia can affect
their capacity to work” (Alzheimers New Zealand, 2017, p.
45). So, no matter the age of the worker, if they have
dementia it will impact on their work performance.
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Figure 4.3: In a multi-generational workplace, you might be surprised which
worker is living with dementia.

Source: “Business people” by Direct Media, StockSnap, CCO

The challenge with dementia in a workplace is that it
generates risks, particularly when the worker is expected to
undertake a highly skilled role such as driving (Andrew et
al., 2015) but, at the same time, it can present to a manager
simply as poor work performance (Andrew et al., 2018).
When identified and managed effectively by an
occupational therapist, people with dementia can continue
to work and generate great outcomes for the business while
having their own lives positively enhanced through the
financial and social benefits that work generates (Andrew et
al., 2018). Finally, when it is time for a person with
dementia to finish up at work, it can be incredibly
beneficial that they have access to a medical retirement,
compared to being managed out of an organisation via a
disciplinary processes, as medical retirement can enable
access to critical retirement savings at the very time they
need and can enjoy these funds (Ministry for Business,
Innovation and Employment, n.d.). Quite simply, as New
Zealand’s Ministry for Business, Innovation and
Employment explains, “medical retirement allows an
employee to leave an organisation with dignity” (Ministry
for Business, Innovation and Employment, n.d., para. 21).

Box 4.1: Catherine Andrew Dementia Research
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In the following video, Catherine Andrew
discusses the important role that WHS (and HR) staff
should play to ensure that organisational
performance management processes and
disciplinary procedures capture all potential causes of
performance decline in employees and to ensure that
illnesses, such as dementia, are managed according to
WHS legislation, and not employment relations
policy.

One or more interactive elements

has been excluded from this version

of the text. You can view them online
here: https://oercollective.caul.edu.au/
conceptual-guide-whs-hr-managers-nz-
au/?p=2015#oembed-1

Source: Sheridan, L. (Producer). (2016). Dementia concepts
for business curricula. Learning, Teaching and Curriculum,
University of Wollongong, Australia. YouTube

Reflect:

Imagine you’re an HR professional and one of
your organisation’s managers approaches you about a
clear case of performance decline in a middle-aged,
long-term, employee. How would you determine if
this issue should be managed in accordance
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with employment relations or WHS legislation and
policy?

Interested to find out more? In the following video
Catherine Andrew explains dementia before
providing insights and models derived from her
research into dementia in the workplace and
management of the transition to retirement.

One or more interactive elements has been

excluded from this version of the text. You

can view them online here:
https://oercollective.caul.edu.au/conceptual-guide-
whs-hr-managers-nz-au/?p=2015#oembed-2

Source: “Dementia Symptoms While in Paid Employment” by
Catherine Andrew for the Work Wellness Institute, YouTube

Further reading:

Andrew C., Phillipson, L. & Sheridan, L. (2018). What is
the impact of dementia on occupational competence,
occupational participation and occupational identity for
people who experience onset of symptoms while in paid
employment? A scoping review. Australian Occupational
Therapy 66(2), 130-144.



https://www.youtube.com/watch?v=qP1TFmV2agU
https://workwellnessinstitute.org/about-wwi/
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Evans, D., Murray, C., Berndt, A., & Robertson, J.
(2021). Supporting people with dementia in employment.
In D. Evans, L.-F. Low, & K. Laver (Eds.), Dementia
Rehabilitation: Evidence-based interventions and clinical
recommendations (pp. 149 — 170). London, United
Kingdom: Academic Press.

Managing worker safety

Prevention of workplace incidents of any scale is a strong
focus of day-to-day WHS management in organisations.
In the WHS context, “an incident is an unplanned event
or chain of events that results in losses such as fatalities
or injuries, damage to assets, equipment, the environment,
business performance or company reputation” (Wolters
Kluwer, n.d., para. 1). It is important to distinguish an
incident from an accident which is defined as “something
bad that happens that is not expected or intended and that
often damages something or injuries someone”
(Cambridge Dictionary, 2023b, para. 1) or “something that
happens by chance or without expectation; an event that
is without apparent or deliberate” (Oxford English
Dictionary, n.d., para. 6). Both appear very similar, but
what distinguishes them is that, under the law, accidents are
considered Acts of God: “The operation of uncontrollable
natural forces, an instance or result of such forces,
frequently in the context of insurance” (Oxford Dictionary,
n.d., para. 3)—they are uncontrollable—whereas incidents,
with effective WHS management, are considered
potentially controllable (and therefore potentially makes
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organisations legally liable for negligence for poor WHS
practice).

Box 4.2: Video 1, An introduction to work health
and safety management

The following video is a useful summary and
further contextualisation of this discussion around
key definitions in WHS management.

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
guide-whs-hr-managers-nz-
au/?p=2015#oembed-3

A transcript of this video is available here.

Source: Sheridan, L. (producer, narrator). (2019). Video 1: An
introduction to work health and safety management.

Preston, A. (audio engineer); Orvad, A., (artist) and Franks, R.,
(animator), Learning, Teaching and Curriculum. University of
Wollongong, Australia. YouTube

Now technically understanding what comprises WHS
management, it is useful to understand how different
organisations, and even regions of the world, approach it.
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Differing perspectives on WHS and its
management

As mentioned earlier, the World Health Organization
defines work (occupational) health and safety as “all
aspects of health and safety in the workplace and has a
strong focus on primary prevention of hazards” (World
Health Organization, n.d., para. 1). So, at the
organisational level, why might one organisation be very
proactive about WHS, to the extent of doing worker
wellbeing activities, and another may only do the minimum
or try to avoid any focus on worker safety? Some factors
to consider might be:

* Size — the number of employees and/or financial
capacity.

» Danger — some jobs might be physically or
psychologically more dangerous than others. So
some businesses — just to get the job done — may
need a stronger safety focus than others.

+ Legislation — different parts of the world have
different laws, so WHS requirements might be
different.

As such, there may be some scenarios where an employer
could get the job done more cheaply without safe work
practices (perhaps in developing economies without
legislation and with many available workers; a similar
situation to Britain during the Industrial Revolution in
Chapter 2), alternatively, in a knowledge economy (where
employees are valued for thoughts and ideas) an employer
might want to support wellbeing as they require relaxed
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and thriving employees to achieve the company’s aims.
Every situation, and response to WHS, will be different
depending on historical and contemporary contexts.

g s W & i \', \ o
o f ¥ -

Figure 4.3: Workers without safety equipment patching the roads in Metro
Manila, Philippines.

Source: “Dangeous jobs” by Wayne S. Grazio, Flickr.com, CC BY-NC-ND 2.0

Likewise, employees come to work with different attitudes
towards health and safety. Together employer and
employee values—the attitudes and beliefs towards
WHS—will either prioritise or deprioritise it in a particular
business. Values and goals are a combination of top-
down, employer, values but also bottom-up, worker,
behaviours. Hopkins & Palser (1987) suggest that
organisations and their workers either blame-the-victim,
and believe that the worker causes the situation and/or
injury, or blame-the-system, and believe that the situation
and/or injury occurred because of a series of workplace
errors. Every decision from then on is based on which of


https://www.flickr.com/photos/fotograzio/
https://www.flickr.com/photos/fotograzio/20012119466/in/photostream/
https://creativecommons.org/licenses/by-nc-nd/2.0/
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these two approaches an organisational has towards WHS
management and, subsequently, creates a proactive or
reactive safety culture. We will address the concept of
safety culture in more depth in Chapter 6.
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Box 4.3: Video 2, An introduction to work health
and safety management

The following video discusses the differing
worker and employer perspectives on WHS.

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
quide-whs-hr-managers-nz-
au/?p=2015#oembed-4

A transcript of this video is available here.

Source: Sheridan, L. (producer, narrator). (2019). Video 2: An
introduction to work health and safety management.

Preston, A. (audio engineer); Orvad, A., (artist) and Franks, R.,
(animator), Learning, Teaching and Curriculum. University of
Wollongong, Australia. YouTube

Activity 4.1
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Take this ten question quick quiz to review your
understanding of key concepts introduced throughout
Chapter 4 and see how your learning is progressing.

An interactive H5P element has been excluded

from this version of the text. You can view it

online here:
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-
managers-nz-au/?p=2015#h5p-3

WHS management is not applied consistently between
organisations or in different regions of the world.
Organisational and worker values will prioritise or de-
prioritise safety management. This is because there are
different philosophical perspectives towards WHS
management. At this point you may be asking yourself, as
an HR manager, how can I possibly manage WHS in my
organisation? In the next chapter you will be introduced to
conceptual models, together with practical know-how, that
will help you prepare to embark on safety management.


https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=2015#h5p-3
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=2015#h5p-3
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5.

The Swiss Cheese model of safety
incident causation

In the previous chapter, we learned that PCBUs are
responsible for the health and safety of workers, wherever
they undertake this work. Occupational health was
identified as a specialist field requiring PCBUs to stay
engaged with public health, WHS regulators, and to hire
occupational health expertise as needed, ranging from
consulting ergonomists through to occupational
therapists. We also learned the difference between
accidents, which we cannot control, and incidents which
we, as HR managers involved in WHS management, seek
to control to a reasonably practicable level. This chapter
will specifically focus on incidents and their potential
prevention through adopting James Reason’s theorical
Swiss Cheese Model of safety incident causation.

Learning Objectives

This chapter introduces:

»  The characteristics of large-scale WHS
incidents and the lessons learned.

85
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. James Reason’s Swiss Cheese Model of
safety incident causation.

A WHS incident is “an unplanned event or chain of events
that results in losses such as fatalities or injuries” (Wolters
Kluwer, n.d., para. 1), however, incidents (lost time
injuries/disease events) are only one of three types of
potential WHS events:

* Lost time injuries/diseases: Those occurrences that
resulted in a fatality, permanent disability or time
lost from work of one day/shift or more.

* Injuries without lost time: Those occurrences that
were not lost time injuries and for which first aid
and/or medical treatment was administered.

* Near-misses: Unplanned incidents that occurred
at the workplace that, although not resulting in
any injury or disease, had the potential to do
so.(Archer et al., 2015, p. 86)

Injuries without lost time and near misses, as we will learn
across this chapter, can be useful indicators of the
functionality and effectiveness of WHS management in
your business.

Notably, most WHS theory has emerged from in-depth
analysis of large-scale WHS incidents. These critical
incidents may be defined as a “sudden, unexpected and
overwhelming event, that is out of the range of expected
experiences” (UNHCR, 2019, para. 1); these are low
probability—high risk events that unfold rapidly across a
specific point of time (Reason, 1997a).

James Reason is a preeminent WHS scholar who has
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examined the role of human factors in large-scale WHS
incidents. He noted that most WHS managers were
focused on human errors, the “errors and violations
committed at the ‘sharp-end’ of the system...likely to have
a direct impact on the safety of the system and, because
of the immediacy of their adverse effects, these acts are
termed active failures” (Reason, 1997a, p. 10). Reason,
and other scholars such as Hopkins & Palser (1987) and
Hudson (2007), identified that critical incidents were never
just one person’s fault, there were different issues in and
around organisations that affected the people involved and
led to the incident. Reason wanted to prove that we really
should not blame-the-victim for system failures.

Reason then observed that every workplace has hazards,
but they are not injuring workers all the time or at the same
rate — some organisations have catastrophes while others
have low rates of injury even when workers are doing the
very same job with exposure to the same hazards.

Reason concluded that it depends on the effectiveness of
the organisation to identify the hazard, assess its risk—the
actual potential for injury to occur to a worker—and
undertake measures to reduce the risk to the workers
through hazard control (Reason, 1997a). This led him
to him conceptualising the Swiss Cheese Model of safety
incident causation to explain this phenomenon (Figure
5.1).



88 Lynnaire Sheridan
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Figure 5.1: Swiss Cheese Model of safety incident causation (after
Reason,1997a)

Source: “Swiss Cheese Model” by Ben Aveling, Wikimedia Commons, CC
BY-SA 4.0

Reason proposes that safety in a workplace may be
conceptualised as a block of cheese comprised of slices that
act as layers of defence against hazards. Given the internal
and external factors putting pressure on organisations and
their workers, weaknesses will develop in these defence
layers. These weaknesses, ‘holes’, are not always
predictable or static; they pop up when safety issues arise
and disappear when safety issues are resolved.
Weaknesses can occur in different defence layers, within
different parts of the organisation. As such, Reason argues,
work safety looks more like Swiss cheese (Reason, 1997a).

In the model, we can visualise a hazard as an arrow.
If the arrow is able to pass through holes in all the safety
defence layers, an incident occurs leading to worker injury
or harm. Essentially, when multiple layers of safety
defences are weak, there are more holes in the cheese


https://oercollective.caul.edu.au/app/uploads/sites/13/2022/12/Swiss_cheese_model.svg
https://commons.wikimedia.org/wiki/File:Swiss_cheese_model.svg
https://creativecommons.org/licenses/by-sa/4.0/deed.en
https://creativecommons.org/licenses/by-sa/4.0/deed.en
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and a greater probability that the hazard arrow can shoot
straight through to cause more incidents (Reason, 2000).
In contrast, a near miss, “an event that could have
potentially resulted in...losses, but the chain of events
stopped in time to prevent this” (Wolters Kluwer, n.d.,
para. 1), is when at least one of the safety defence layers
stops the hazard passing through, therefore preventing the
hazard from having contact with worker or at least
minimising the harm. Ideally, as depicted in Figure 5.1,
most hazards would be stopped and losses prevented.

Returning to consider Archer’s definition of WHS
events (Archer et al., 2015), injuries without lost time
and near misses can then be re-conceptualised as key
performance indicators (KPIs) measuring the
effectiveness of an organisation’s safety defence system.
Reason’s Swiss Cheese Model infers that the more
incidents you have, the weaker your safety defences, and
that the more near misses you have, the greater the
likelihood of an incident occurring, unless interventions are
adopted to strengthen the safety defences (Reason, 1997a).
Measuring WHS events, even the low impact ones, then
becomes useful to effectively managing WHS (National
Safety Council, 2013). Notably, organisations striving for
good safety management would try to repair the holes in
the Swiss cheese as promptly as possible to minimise the
probability of all the holes lining up and the hazard arrow
shooting through.

What comprises the defence layers? Reason (1997a, p.
7) states that the defences in the model are designed to:

+ create understanding and awareness of the local
hazards
+ give clear guidance on how to operate safely

» provide alarms and warnings when danger is
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imminent

* restore the system to a safe state in an off-normal
situation

* interpose safety barriers between the hazards and
the potential losses

* contain and eliminate the hazards should they
escape this barrier

» provide the means of escape and rescue should
hazard containment fail.

Clearly this model is based on a blame-the-system, rather
than a blame-the-victim, approach as the defence layers
are comprised of more than solely addressing the errors
made by individual workers.

A key assumption of the Swiss Cheese Model of safety
incident causation is that:

Fallibility is an inescapable part of the human condition, it
is now recognized that people working in complex systems
make errors or violate procedures for reasons that generally
go beyond the scope of individual psychology....poor
design, gaps in supervision, undetected manufacturing
defects or maintenance failures, unworkable procedures,
clumsy automation, shortfalls in training, less than adequate
tools and equipment...may be present for many years before
they combine with local circumstances and active failures
to penetrate the system’s many layers of defences. (Reason,
1997, p. 10)

Workers are not to blame, according to Reason, because it
is the latent conditions that fail to protect workers and lead
to incidents.

So perhaps we could consider managing active failures,
the human errors, as only one layer of safety defences—a
people layer—whereas the majority of safety defence
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layers may seek to uncover and resolve the latent
conditions, issues that otherwise would lay dormant in
the system until the active error occurs. If we reconsider
Reason’s (1997) latent conditions, these might cluster
around engineering (poor design, clumsy automation, less
than adequate tools and equipment), procedural (gaps in
supervision, unworkable procedures) and administrative
(shortfalls in training). For our purposes, in an HR context,
we might reconfigure these to think about an organisation’s
internal systems as potential overarching safety defence
layers:

* A people layer — safety focused workers with
relevant values, behaviours and safe decision
making (we will discuss safety culture in
Chapter 6).

* An engineering layer — with alarms, physical
barriers and automatic shutdowns.

* A procedural layer — with instructions on safe
work practices.

* An administrative layer — ensuring people are
hired with the right skills and provided the right
training to perform tasks safely and are also, for
example, given a safe work uniform.

Avoiding human error then only corresponds to only one
layer of safety defences because, as Reason observed via
his investigations of large-scale WHS disasters, you cannot
blame-the-victim and achieve better organisational safety
outcomes (Reason, 1997a). His Swiss Cheese Model
illustrates that when there are weaknesses (latent
conditions) in the safety defences layers (such as the
engineering, procedural and administrative systems within
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an organisation) and these converge with human error, an
incident will occur. Taking this view means that the
Swiss Cheese Model of safety incident causation can see
that it can be used two different ways:

 After an incident has occurred to help
understand what went wrong, to learn from
mistakes and improve the health and safety
defences.

+ Before an incident occurs to help us identify any
weaknesses in our safety defences, to intervene
and fix these before an incident occurs.

For example, we can now understand the preceding
discussions of  occupational  health  (Chapter
4)—vparticularly health monitoring—as being situated in
the people safety defence layer and striving to reduce the
risk of human errors (active failures), but clearly there are
many other safety imperatives in our organisations that
require a blame-the-system philosophy in order to manage
them.

Box 5.1: Video 3, An introduction to work health
and safety management

The following video reviews and conceptualises
James Reason’s Swiss Cheese Model of safety
incident causation.
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One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
guide-whs-hr-managers-nz-au/?p=79#oembed-1

A transcript of this video is available here.

Source: Sheridan, L. (producer, narrator). (2019). Video 3: An
introduction to work health and safety management.

Preston, A. (audio engineer); Orvad, A., (artist) and Franks, R.,
(animator), Learning, Teaching and Curriculum. University of
Wollongong, Australia. YouTube

Activity 5.1

Take this five question quick quiz to review your
understanding of key concepts introduced throughout
Chapter 5 and see how your learning is progressing.
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An interactive H5P element has been excluded

from this version of the text. You can view it

online here:
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-
managers-nz-au/?p=79#h5p-4

When used proactively, the Swiss Cheese Model presents
opportunities to examine the unique latent conditions that
exist within our workplaces that, if we simply blamed the
victim, we would not be able to identify, learn from and
address in order to reduce the risk of hazards inflicting
harm on workers. The following Contemporary WHS
challenge, considers a culture of care leading to aged care
staff incurring injuries. This was only discoverable by
adopting a blame-the-system approach to understand why
care workers were deliberately putting themselves at risk
of harm when undertaking their duties of care towards the
elderly.

Contemporary WHS Challenges: Aged Care work



https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=79#h5p-4
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=79#h5p-4

ANZ HR Management of Work Health & Safety 95

Figure 5.2: Aged care as work

Source: pxhere.com, CCO

Due to the demographic aging of Australia, the demand
for aged care services has, and will continue, to increase
(Australian Government, 2023). The same trend is
occurring in New Zealand (StatsNZ, 2022). The 2021
Australia Royal Commission into Aged Care Quality and
Safety revealed serious concerns about the quality of care
being provided to elderly people in aged care facilities, in
part, because of the increased casualisation of work, the
‘gig economy’, and a lack of oversight of these workers
with regards to their education and training (Royal
Commission into Aged Care Quality and Safety, 2021).
This lack of training, as a latent condition, has potential
serious implications for managing WHS in aged care.

The aged care sector is, by its very nature, a challenging
workplace with hazards and risks including “lifting,
supporting and moving patients, moving and handling
equipment such as beds, mattresses, trolleys and



https://pxhere.com/en/photo/1028578
https://creativecommons.org/publicdomain/zero/1.0/deed.en
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wheelchairs, occupational violence, work-related stress and
bullying and harassment” (WorkSafe Victoria, n.d.).
Ensuring adequate training for staff to manage these
hazards, and their risks, is a challenging but important task.
However, the nature of care work presents other, less
obvious, challenges that still need to be managed.

Box 5.2: Neil Logan WHS in aged care

In the following video, Neil Logan discusses the
conundrum of workers who injure themselves when
striving to provide quality care to the elderly.

One or more interactive elements has been

excluded from this version of the text. You

can view them online here:
https://oercollective.caul.edu.au/conceptual-guide-
whs-hr-managers-nz-au/?p=79#oembed-2

Source: Sheridan, L. (Producer). (2016). Dementia concepts for
business curricula. Learning, Teaching and Curriculum, University of
Wollongong, Australia. YouTube

Reflect:

Imagine you are an HR manager for an aged care
organisation. How would you address the moral
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conundrum of ensuring care workers provide optimal care
to your elderly residents while sustaining their compliance
with your organisation’s WHS policies?

Further reading:

Sheridan, L. & Agim, T. (2014). Aged care safety
dilemma: Caring for self versus caring for residents.
Australian Journal on Aging 33(4), 283-285.

In conclusion, active failures are complex human-centric
factors which makes them difficult to predict and control.
However, latent conditions can be identified and fixed
before an incident occurs. It is here that HR managers have
a pivotal role to play in WHS management; in supporting
all the policies, procedures, training and performance
management that leads to effective identification of the
pre-determinable hazards and the fortification of safety
defences that prevent the occurrence of incidents. Keeping
latent conditions under control is key to effective safety
management. To achieve this, most organisations will
come to choose a coordinated, cyclical, approach; they will
adopt a safety management system —and these are the
focus of the next chapter.
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6.

A systems and safety culture approach
to work health and safety management

In Chapter 4, we learned that some organisations will adopt
a blame-the-victim approach and will place little
importance on WHS management. In Chapter 5, we came
to understand that it is only through blaming the system
that organisations can move beyond examining human
error (active failures) to uncover the latent conditions
that, according to James Reason’s Swiss Cheese Model
of safety incident causation, increase the risk of a hazard
causing harm to workers via a WHS incident.

James Reason’s model then explained why WHS
incidents occur but, most importantly, indicated that
through addressing latent conditions, incidents can be
prevented. However, achieving this concept in practice
is complex as notionally each safety defence layer must
be unpacked to identify hazards, interventions must be
implemented to reduce the risk, and then ongoing
monitoring is required to ensure that existing weaknesses
(holes in the Swiss cheese) do not recur or new ones do not
emerge before they can be rectified.

The goal of this chapter is to give you the systems-based
approaches that enable the best possible safety outcome,
within the limits of what is reasonably practicable. We
will then explore how a safety culture can both embed
the safety management system within the organisation, and

99
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help avoid, as much as possible, the active human errors
associated with poor safety attitudes and behaviours at
work.

Learning Objectives

This chapter introduces:
*  Systems-based standards for workplace
health and safety management.

*  The components of a WHS system
framework and what each is designed to
achieve.

»  Safety culture theory.

A system-based approach to WHS

While there are many ways to implement WHS
management, we adopt a systems-based approach aligned
with James Reason’s Swiss Cheese Model. As WHS
management is complex, and WHS incidents expose
organisations to business risk, many businesses choose
to adopt a standardised framework to assist them in
establishing their organisation-specific WHS management
system. There are many standardised frameworks used
by businesses and they cover different aspects of their
operations (environmental management, quality, WHS
etc.). These are known as standards.
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Box 6.1: What are standards?

In the following video, the International
Organization for Standardization (ISO) explains
what a standard is and their approach to producing
international standards.

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
quide-whs-hr-managers-nz-au/?p=83#oembed-3

Source: “What ISO standards do for you” by the International
Organization for Standardization, Vimeo

Standards are agreed to principles and approaches
established by panels of experts (International
Organization for Standardization, 2023; European Agency
for Safety and Health and Work, n.d.). The organisations
that establish the standards can then accredit experts to
independently audit businesses against these standards and,
in turn, businesses that demonstrate compliance with the
standards can be certified (United Kingdom Accreditation
Service, n.d.). This independent certification can be
valuable to businesses who need to demonstrate their effort
towards good practice to their stakeholders, such as


https://vimeo.com/847908972
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organisations up or down-stream in their supply chains,
because, as Jenks explains, “companies that are able to,
at a glance, display brand and strategic value, are more
appealing to collaborate with” (2017, para. 20).
Certification is also useful as “standards often align with
regulatory  requirements, and  certification = can
help...demonstrate compliance and avoid potential legal
or financial penalties” (Best Practice Certification, 2023,
para. 5). At a minimum, adopting standards encourages
a coordinated approach to addressing WHS issues and
generate the documentation that legal authorities may draw
upon in audits or investigations to determine if due
diligence requirements have been met.

There are different standards bodies operating in
different regions of the world. For example there is the
ISO, with it’s origins in establishing uniform adoption of
the Metric System (International Organization for
Standardization, 1997), but there is also the European
Union’s standards that underpin trade agreements
(European Agency for Safety and Health and Work,
n.d.). The standards framework a business chooses to
adopt may be based on common practice in their industry,
what is required to supply the product to a market (i.e.
meeting European Union standards) or the cost and/or the
practicability of implementation and certification.

In Australia and New Zealand, many businesses will be
familiar with WHS management standard is AS/NZS ISO
45001:2018 (Occupational health and safety management
systems — Requirements with guidance for use) and its
predecessor AS/NZS 4801:2001. Endorsed by regional
standards bodies, Standards Australia and Standards New
Zealand, this particular standard is identical to the
international-level ISO 45001:2018 standard (Standards
Australia & Standards New Zealand, 2018, p. ii). This
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means that Australian and New Zealand businesses that
achieve AS/NZS ISO 45001:2018 certification, have met
international expectations as set by the experts via the ISO.

No matter the WHS standards framework, a safety
management system should be designed to “continuously
improve safety performance through the identification of
hazards, the collection and analysis of safety data and
safety information, and the continuous assessment of safety
risks” (Civil Aviation Authority of New Zealand, 2023,
p. 12). Standardised systems help develop a common
language that enable a shared understanding of WHS
within the business, and across industries (International
Organization for Standardization, 2021). Through
fostering collaboration, WHS standards seek to reduce
workplace illness, injury and the associated financial, and
social costs, of workplace incidents.

Components to a safety management
system

At its core, AS/NZS ISO 45001:2018 provides guidance
to organisations on how to set up a safety management
system, how to ‘build in’ continual improvement
mechanisms and, finally, it helps businesses identify the
resources they will need to achieve effective safety
management (Standards Australia, 2018). However, in
trying to understand current approaches to WHS
management systems, it is useful to step back to the prior
AS/NZS 4801:2001 to understand what worked and what
developments had to take place to establish AS/NZS ISO
45001:2018 as current ‘best practice’. AS/NZS 4801:2001
helped organisations break down the complexity of a safety
management system by approaching it in five steps:
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1. Commitment and policy
Planning
Implementation

Measurement and evaluation

ook W

Review and improvement

Rather than being linear, as presented in the list above, it
was proposed as a series of repeatable phases (see Figure
6.1) that organisations would continue to undertake over
and over again, with the outcome being continuously
improved safety outcomes for their business.

Continual improvement

Management OHS
Review Policy

Measurement
&
Evaluation

Planning

Implemen-
tation
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Figure 6.1: AS/NZS 4801:2001, WHS Management System Model
Source: AS/NZS 4801:2001

What does each step comprise? Standards Australia &
Standards New Zealand (2001) explain simply that safety
management starts at the top. Commitment and policy:
Senior leadership teams must commit to safety
management and support it’s undertaking through policy
and resourcing. Planning: A safety management system’s
processes, procedures and measures (key performance
indicators (KPIs), lead and lag indicators etc.) must be
designed in consultation with key stakeholders before they
can be enacted. Implementation: The operationalisation
of the planned activities encompassed in the safety
management system. Measurement and evaluation: This
phase requires reporting from the safety management
system on safety outcomes, as measured by the KPIs.
Review and improvement: Senior leadership must be
informed of the actual safety outcomes, positives and
negatives, to determine what improvements must be made
to safety management to enhance safety outcomes by the
end of the following safety management cycle.

The conundrum for AS/NZS 4801:2001 was that it was
heavily focused on the latent, specifically system-based,
factors outlined in James Reason’s Swiss Cheese Model
(see Figure 5.1). Many businesses became so focused on
the administration of the safety management system (the
administrative and procedural safety defence layers) that
they became “remote from the processes they manipulate
and, in many cases, from the hazards that potentially
endanger their operations” (Reason, 1998, p. 296). In
essence, safety management systems were becoming very
bureaucratic and burdensome for the employees, this
discouraged reporting of near miss incidents which


https://www.standards.govt.nz/shop/asnzs-48012001/
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inevitably diminished the quality of the decision making
data (Hudson, 2007). The very high risk-low probability
critical incidents that safety management systems were
designed to avoid, were still occurring despite safety
management system documentation making it appear like
the organisation was effectively blocking the holes in their
Swiss Cheese Model (Reason, 1998).

This likely occurred because, even today, WHS is a
rapidly developing field with practice informing theory,
often before theory can inform practice. To address this
conundrum scholars, including James Reason, sought to
understand the critical role of worker attitudes, beliefs and
behaviours (safety culture) in safety management
(Hudson, 2007). While active human errors are known to
be associated with poor safety attitudes and behaviours at
work, these researchers additionally identified that latent
conditions were not resolving unless the organisation had
a positive safety culture that genuinely sought to enact
change.

Components of a safety culture

Reason conceptualises a safety culture as comprising “a
reporting culture, a just culture, a flexible culture and a
learning culture” (Reason, 1997b, p. 196). By focusing
on the development of these individual subcomponents, he
believed that a safety culture would emerge via a process
of “collective learning...ways of doing, thinking and
managing that have enhanced safety health as their natural
byproduct” (Reason, 1997b, p. 192).

A reporting culture, where employees report incidents
(including near misses), is important to attaining the
necessary data to determine which safety defence layers
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in the Swiss Cheese Model (see Figure 5.1) need actions
taken to reduce the probability of a repeat incident.
However, organisations notoriously make reporting
hazards and incidents difficult, with time-consuming
paperwork and processes. Businesses can also be punitive
with negative consequences for anyone who reports an
incident that was, in part, due to their error. In contrast,
organisations that have a functioning reporting culture
make reporting easy, provide confidentiality to those who
report, and separate business functions that undertake
disciplinary processes in the organisations, from those
that action WHS continuous improvement. Essentially a
reporting culture is based on trust (Reason, 1997b).

A just culture requires workers to “share the belief that
justice will usually be dispensed” (Reason, 1997b, p. 205).
As outlined by Hopkins & Palser (1987), in a systems-
based approach, blaming the victim is rejected. Reason
argues instead that a just culture will be lenient towards
unforeseen human error, yet provide consequences for
“reckless, negligent or even malevolent behaviour of
particular individuals” (Reason, 1997b, p. 205).

A flexible culture means the organisation is “able to shift
from centralized control to a decentralized mode in which
the guidance of local operations depends largely upon the
professionalism of first-line supervisors” (Reason, 1997b,
p. 218). Reason argues that high quality day-to-day
leadership (including usually hierarchical leadership) will
often enable a quick and effective transition to those who
have the expertise when having to “perform complex and
exacting tasks under considerable time pressure” (Reason,
1997b, p. 214). This would, of course, include scenarios
such as emergency responses (see Chapter 12).

Finally, a learning culture is where WHS observations,
reflections and actions take place. Reason argues that
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while embedding learning can be easy, achieving actions
based on authentic learning derived from observations and
reflections is difficult in practice (Reason, 1997b).
Theoretically, it is this component of the safety culture that
would underpin the continuous improvement aspired to in
safety management systems (such as step 5 “Review and
Improvement” in AS/NZS 4801:2001).

While Reason’s Safety Culture theory was useful, as
it outlined the behaviours of businesses with an effective
safety culture, it did not provide organisations with
guidance on how to achieve this ideal safety culture. For
example, Agim & Sheridan (2013) investigated the
subcomponents of Reason’s safety culture in practice and
found that just culture is an enabler of a reporting culture.
This alone demonstrates that this safety culture theory is
useful, but has not yet been fully conceptualised as a
working model.

Other scholars therefore examined the characteristics of
culture specific to high reliability organisations—those
organisations that had implicitly dangerous work but very
few incidents. Weick & Sutcliffe identified that these
organisations are ‘mindful’ and their safety culture can
be understood as a “preoccupation with failure, reluctance
to simplify interpretations, sensitivity to operations,
commitment to resilience and deference to expertise”
(Weick & Sutcliffe, 2001, p. 30). This is a very useful
insight but difficult to operationalise without examples
from practice, and guidelines on the steps that must be
taken to achieve it.

Patrick Hudson progressed this field by proposing a
diagnostic tool; a safety culture ladder model (see Figure
6.2) that organisations can use to critically reflect and
determine the current status of their safety culture (Hudson,
2007). Ideally, the safety culture would become so
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embedded that it would be ‘how we do business round
here’ but could start from lower levels, such as being
reactive, and progress towards becoming ‘generative’.

GENERATIVE (HRO)
HSE is how we do business
round here

PROACTIVE
Safety leadership and values
drive continuous improvement

CALCULATIVE
We have systems in place to

manage all hazards

REACTIVE
Safety is important, we do a lot
every time we have an accident

PATHOLOGICAL
Who cares as long as
we're not caught

Figure 6.2: Patrick Hudson’s Safety Culture Ladder

Source: Safe Work Australia on YouTube, CC BY

Box 6.2: Patrick Hudson’s Moving up the culture
ladder

The following video provides an in-depth
explanation by Patrick Hudson of the conundrums
facing safety management systems and his safety
culture ladder model.



https://www.youtube.com/@safeworkaustralia9148
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One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
guide-whs-hr-managers-nz-au/?p=83#oembed-1

A transcript of this video is available here.

Source: “Professor Patrick Hudson: Moving up the culture ladder”,

Safe Work Australia, CC BY

Importantly, Hudson identified that his diagnostic tool (the
ladder) needed to be matched with an improvement tool
(based on Prochaska and DiClemente’s transtheoretical
model, see Figure 6.3) to ensure that, “the culture ladder
and the change model, define (i) where an organisation
might go and (ii) how it might go there” (Hudson, 2007, p.
705).


https://www.youtube.com/@safeworkaustralia9148
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Preparation
Making plans

Maintenance
Keep it alive

Improve on it!

Figure 6.3: Patrick Hudson’s Safety Culture Change Model

Source: “The change model based on the transtheoretical model of Prochaska

& DiClemente (1983)” by Patrick Hudson, Safety Science
While today it is common to read statements such as:

Organisations with an effective SMS typically show genuine
management commitment, creating a working environment
where staff are encouraged to engage in and contribute to
the organisation’s safety management processes. These
organisations benefit from having an active Just Culture
policy, supported by regular feedback on what has been
done in response to staff reports, and from effective controls
to manage the identified risks. Hazard identification, risk
assessment, evaluation, and control have therefore become
an integral part of day to-day business. Managers and staff
understand that supervision of the operations, and therefore
safety, is the responsibility of all, not just the Safety
Manager. (Civil Aviation Authority of New Zealand, 2023,

p. 12)

Acknowledgment of the importance of safety culture, and


https://www.sciencedirect.com/science/article/pii/S0925753507000227#bib34
https://www.sciencedirect.com/science/article/pii/S0925753507000227#bib34
https://doi.org/10.1016/j.ssci.2007.04.005
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its integration into a safety management system, is clearly
relatively recent.

Returning now to consider AS/NZS ISO 45001:2018
(see Figure 6.4), the essence of a safety management
system remains similar to that outlined in AS/NZ
4801:2001 but the five phases of a safety management
system are now reduced to four (planning, support and
operation, performance evaluation and improvement), all
enabled through leadership and worker participation
which exists within the context of the organisation
(external and internal issues as well as the needs and
expectations of workers and other interested parties). In
the diagram below, the shaded area external to the system’s
activities represents these internal and external factors that
are constantly acting on the organisation.

/ Plan \
Leadership
and
‘worker participation

Performance

Support
and
operation

Improvement

evaluation

\ Check /
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Figure 6.4:1SO 45001:2018 conceptualisation of a safety management
system

Source: Lynnaire Sheridan, modified from 1SO45001:2018, CCBY 4.0

Notably, safety culture is still not explicitly integrated into
the Plan-Do-Check-Act (PDCA) cycle of ISO 45001:2018
but it is referred to in its guidance for use:

A culture that supports an organization’s OH&S [WHS]
management system is largely determined by top
management and is the product of individual and group
values, attitudes, managerial practices, perceptions,
competencies and patters of activities that determine
commitment to, and the style and proficiency of, its OH&S
[WHS] management system. (Standards Australia and
Standards New Zealand, 2018, p. 27)

ISO 45001:2018 still only focuses on only the reporting
culture and just culture sub-components of James Reason’s
safety culture theory, as seen in the standards where they
state “An important way top management demonstrates
leadership is by encouraging workers to report incidents,
hazards and risks [reporting culture] and opportunities and
by protecting workers against reprisals [just culture], such
as the threat of dismissal or disciplinary action, when they
do so” (Standards Australia and Standards New Zealand,
2018, p. 27). In the standards, however, we do see
elements of Hudson’s (2007) making the plans, do it and
improve on it reflected through the integration of PDCA
into the diagram (see Figure 6.4). Overall, this suggests
that WHS safety management system standards are still
only coming to grips with how to embed safety culture into
the operationalisation of a safety management system.

At this point, it is important to acknowledge that there is
a movement among some scholars to abandon the systems


https://creativecommons.org/licenses/by/4.0/
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approach to WHS because of the innate challenges of
sustaining a data-driven system, while enacting it via a
safety culture. One example is Sidney Dekker, who wrote
the book The Safety Anarchist: Relying on human expertise
and innovation, reducing bureaucracy and compliance
(Dekker, 2018). He argues for anarchy, rather than
hierarchy. He advocates for horizontal coordination of
WHS focused on ‘doing’ rather than reporting. He
suggests that the “novelty, diversity and complexity” of
WHS incidents are least effectively managed by the
bureaucracy that safety management systems create
(Dekker, 2018, p. iv). Past influencing the present
considers the influence of the Industrial Revolution on
contemporary WHS management and the limitations this
may present.

Past influencing the present

According to Sidney Dekker, many present-day
approaches to WHS (sometimes referred to as Safety I)
emerged in response to Industrial Revolution conditions but
today constrain our capacity to effectively implement safety
management:

For sure, bureaucratic initiatives from the last
century—regulation, standardization, centralized
control—can take credit for a lot of the progress on safety
we’ve made. Interventions by the state, and by individual
organizations, have taken us away from the shocking
conditions of the early industrial age. We had to organize, to
standardize, to come together and push back on unnecessary
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and unacceptable risk. We had to solve problems
collectively; we had to turn to the possibility of coercion by a
state or other stakeholders to make it happen...Bureaucracy
and compliance may well have taken us as far as they can.
(Dekker, 2018, p iv)

If we consider that Scientific Management emerged
during the American Industrial Revolution (see Chapter 3),
it makes sense that contemporary workplaces—those now
heavily influenced by Human Relations School
approaches to management—might imagine new ways of
organising safety practices that acknowledge the expertise
of the worker and seek to harness their intrinsic
motivation. Indeed, the opening of Dekker’s film Safety
Differently features a worker emphasising the importance of
autonomy. If we consider this in the context of the Self-
Determination Theory which “proposes that all human
beings have three basic psychological needs—the needs for
competence, autonomy, and relatedness” (Deci & Ryan,
2015, para. 1), we can see that this modern theoretical lens,
derived from the Human Relations School, is influencing
contemporary approaches to safety management.

Another worker questions why efforts to enhance safety
outcomes focus on failure, rather than success. This
perspective aligns with a related contemporary WHS
approach known as Safety II. Safety II shifts from
blocking the holes in the Swiss cheese, to examining what
works in the organisation and replicating that success
(Hollnegal et al., 2015).
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Box 6.3: Sidney Dekker’s Safety Differently

One or more interactive elements has been

excluded from this version of the text. You

can view them online here:
https://oercollective.caul.edu.au/conceptual-guide-
whs-hr-managers-nz-au/?p=83#oembed-4

Source: “Safety Differently | The Movie®, Sidney Dekker, Vimeo

As an important, yet emerging field, WHS research will
continue to evolve at a rapid pace. Most businesses either
directly, or indirectly, will be engaging in practices derived
from James Reason’s Swiss Cheese Model and safety
culture theories. Many will be adopting standards-based
approaches to developing safety management systems.
However, in many ways, Weick & Sutcliffe’s (2001)
observations are correct; being vigilant and taking safety
seriously is perhaps the only way to achieve effective
safety management. We now know that employees
internalising personal and collective responsibility towards
safety, is vital to achieving this. While progress has been


https://vimeo.com/821575893
https://vimeo.com/user118303172
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made on how to achieve a safety culture we’ve learned here
that it is very much still under development.
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Box 6.4: Video 4, An introduction to work health
and safety management

The following video is a useful review and
further contextualisation of WHS systems and
safety culture.

NOTE: Australian and New Zealand Standard
4801:2001 has now been replaced with AZNZ
45001:2018

One or more interactive elements has

been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
guide-whs-hr-managers-nz-au/?p=83#oembed-2

A transcript of this video is available here.

Source: Sheridan, L. (producer, narrator). (2019). Video 4: An
introduction to work health and safety management.

Preston, A. (audio engineer); Orvad, A., (artist) and Franks, R.,
(animator), Learning, Teaching and Curriculum. University of
Wollongong, Australia. YouTube
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Activity 6.1

Take this 10 question quick quiz to review your
understanding of key concepts introduced in Chapter 6 and
see how your learning is progressing.

An interactive H5P element has been excluded

from this version of the text. You can view it

online here:
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-
managers-nz-au/?p=83#h5p-5

This section of the book, Theory: A systems approach to
work health and safety management, introduced key WHS
concepts, adopted a systems-based theoretical approach to
safety management and outlined how organisations can use
standards to establish their safety management systems.
James Reason’s Swiss Cheese Model of safety incident
causation was used to conceptualise the relationships
between hazards, risk, and safety defence layers in
organisations. Safety culture was identified as pivotal to
embeding a safety system within a business, and enacting
the change required to resolve latent conditions. The next
section unpacks each component of safety management
systems to understand their enactment in practice.


https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=83#h5p-5
https://oercollective.caul.edu.au/conceptual-guide-whs-hr-managers-nz-au/?p=83#h5p-5
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Practice: Establishing,
implementing and closing the
loop in a safety management
system

This section examines the leadership commitment,
policies, procedures, planning, and compliance
competency required before a safety management system
can begin. It explains the implementation of hazard
identification, risk assessment, and hazard control
procedures before outlining the importance of emergence
response procedures as a final safety defence layer. It
concludes with ‘closing the loop’, effectively using
measurement and evaluation data to ensure adequate
commitment to, and resourcing of, the next iteration of the
safety management system cycle.

121
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7.

Establishing: Leadership commitment,
policies, procedures and planning

Organisations that blame-the-victim will not prioritise
safety management (see Chapter 4); they only consider
the active failures (human error) within their businesses
and will not genuinely adopt systems-based approaches
to address latent conditions. As James Reason would
explain it through his safety culture theory, a learning
culture will not exist within these businesses; as Patrick
Hudson would explain it, they are likely pathological or,
at best, reactive (see Figure 6.2). In contrast, this chapter
takes the perspective of a business that has adopted a
blame-the-system philosophy and is now seeking to
establish a safety management system.

Learning Objectives

As outlined in ISO 45001:2018, this chapter introduces:

*  Leadership commitment as an enabler of
safety management.

. The role of policy and procedures in

123
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establishing safety management in an
organisation.

The vital importance of planning before
establishing a safety management system.

Leadership Commitment

In ISO 45001:2018, leader commitment to safety is
fundamental to achieving safety management system
success because it ensures the resourcing required to enact
the system and establish the safety culture (Standards
Australia & Standards New Zealand, 2018). However,
even when taking a blame-the-victim approach,
organisational levels of commitment to safety do vary. As
a WHS professional, it is vitally important to determine
the extent to which your organisation’s leadership team
values, and is committed to, safety otherwise you may
face “tensions and burdens due to...general management
not embracing ethical values, and safety being regarded as
a value while facing financial and economic constraints”
(Lindout & Reniers, 2021, p. 8518). If your leaders are
not committed to safety, your ability to enact safety and
develop a safety culture, is limited (Hudson, 2007).

So how can you determine an organisation’s level of
commitment to safety? Patrick Hudson’s Safety Culture
Ladder (see Figure 6.2) is one tool (Hudson, 2007).
Discussions with staff are likely to reveal if a blame-the-
victim or blame-the-system approach prevails within the
business. Reviewing an organisation’s safety record would
likely position the organisation on one rung of the ladder



ANZ HR Management of Work Health & Safety 125

(pathological, reactive, calculative, proactive and
generative) and would highlight any pathological
recidivism (repeat offending).

So how do organisations make decisions regarding their
commitment to safety? Again, analysing Hudson’s Safety
Culture Ladder it appears that pathological and generative
organisations make moral choices, whereas reactive,
calculative and proactive organisations adopt a risk-
centric, cost-benefit analysis, approach. Examining the
moral versus business risk approach is therefore useful.

A moral commitment to safety

Morality may be defined as “’what is right?’ ...respect
for autonomy, non-maleficence, beneficence and justice”
(Lindout & Reniers, 2021, p. 8515). The decision by
senior leaders to commit to safety is a moral judgement,
the “evaluation of actions with respect to moral norms
and values established in society” (Thoma et. al. 1991
cited in Li et al., 2017, p. 122). In making their choice,
some senior leaders will take a relativistic stance; they will
make their judgement based on the situation or individuals
involved. In contrast, those who “value moral principles of
harm/care and fairness/reciprocity more highly...are more
likely to experience distress toward harm and outrage
toward injustice” (Li et al.,, 2017, p. 135) and would
support safety as a moral impetus.

HR managers engaged in safety management likely have
little influence over a senior leader’s moral commitment to
safety. Depending on your moral stance, the value placed
on safety may be an important consideration in selecting
your place of work. This said, moral decision-making is
not the only driver for the implementation of WHS
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management, often the impetus is business risk avoidance
enabling a business case to be made for safety.

A business-risk derived commitment to safety

Not to be confused with safety-specific risk, business risk
may be defined as the “exposure a company or
organization has to factors that could lower its profits or
lead it to fail” (Kenton, 2022, para. 1). Kenton (2022)
suggests that business risk is comprised of four principal
risks: strategic, compliance, operational or reputational.
Safety management, at least in its early stages within many
organisations, is likely prioritised according to the risk
poor safety management presents in the each of these four
domains. However, WHS management also presents good
business opportunities, as effective safety practices should
mitigate:

» compliance risk: averting prosecution for
negligence.

+ operational risk: with continuous safety
improvement enhancing productivity through
design efficiencies (better ergonomics), better
control of maintenance regimes etc.

 reputational risk: averting WHS incidents.

Up until this point, we have viewed WHS management
as a people-centric HR business function. This is because
the origins of safety management are derived from the
Industrial Revolution concurrent with employment
relations (labour rights) and unions (see Chapters 1-3).
However, the subsequent evolution of WHS management
theory (see Chapters 4-6) has led to a systems-based
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philosophy which, increasingly, aligns WHS with
environmental and quality risk management approaches
(Kauppila et al., 2015). This risk-centric response
recognises that businesses need a social licence to operate,
an “ongoing acceptance of a company or industry’s
standard business practices and operating procedures by its
employees, stakeholders, and the general public” (Kenton,
2023, para. 1). WHS is being drawn into an alternate
philosophical frame grounded in sustainability and the
triple bottom line, there is now an expectation that business
should be reporting on “their social and environmental
impact—in addition to their financial performance—rather
than solely focusing on generating profit, or the standard
‘bottom line” (Miller, 2020, para. 5). WHS management,
and its performance outcomes, through this lens are then
perceived as a social good sustaining an organisation’s
social licence to operate, rather than a worker entitlement.

Box 7.1: John Berry, Social licence to operate

In this video John Berry, an expert in sustainable
investing, discusses the implications of the concept
of a social licence to operate on contemporary
business.

One or more interactive elements has
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been excluded from this version of the

text. You can view them online here:
https://oercollective.caul.edu.au/conceptual-
qguide-whs-hr-managers-nz-
au/?p=1101#ocembed-1

Source: Leckie, T. & Sheridan, L. (producers) (2023). Business for
Good: John Berry.

Molloy, J. (video and audio), Pearce, J. (coordinator), Hortle, L.
(assistant), Media Production Unit, the Otago Business School.
University of Otago, New Zealand. YouTube

Sustainability reporting is one approach taken by
organisations to foster their social licence to operate.
Sustainability reporting requires businesses to provide “an
overview of the economic, environmental, social and
cultural impacts, caused by an entity’s activities” (External
Reporting Board, 2023). Compiling these reports, usually
undertaken for compliance and reputational reasons, can
be exceedingly complex. One strategy to simplify their
operationalisation is to have the key performance
indicators (KPIs) aligned and managed across business
functions within management systems.

Similar to safety management systems (Chapter 6), there
are standards are used to manage the business risks
associated with the natural environment (ISO 14001) or
product quality (ISO 9001) (International Organization for
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Standardization, n.d.). Again, these standards are likely
to be operationalised via environmental or quality systems
before they are audited and certified to independently
demonstrate an organisation’s fulfilment of the social
licence to operate. One organisation adopting the
combined systems approach to safety management is
Unilever (see Box 7.2).

Box 7.2: Unilever, a systems-based approach to
managing business risk

Figure 7.1: Unilever’s brand logo

Source: Unilever on Flickr.com, CC BY-NC-ND 2.0

Unilever is a large multinational organisation
operating in more than 190 countries (Unilever,
n.d.-a). Given their cross-border operations, they
use a standards-based approach to ensure
compliance in all jurisdictions where they operate
(Unilever,