
1

#483 Making your safety incentive
program OSHA-friendly

Pam Ferrante, CSP, CHMM

Wednesday, March 30, 2011
11 a.m. to Noon

Making Sure Your Safety
Incentive Program
is OSHA-Friendly

Making Sure Your Safety
Incentive Program
is OSHA-Friendly

Pamela (Ferrante) Walaski, CSP, CHMMPamela (Ferrante) Walaski, CSP, CHMM
JC Safety & Environmental, Inc.JC Safety & Environmental, Inc.

www.jcsafety.comwww.jcsafety.com

Ohio Safety Congress 2011Ohio Safety Congress 2011
March 30, 2011March 30, 2011

Copyright 2011 - JC Safety & Envrionmental, Inc. 3

Today’s PresentationToday’s PresentationToday’s PresentationToday’s Presentation

The theory behind the ideaThe theory behind the idea

Why is OSHA unhappy with someWhy is OSHA unhappy with some
types of incentive programs?types of incentive programs?

Do incentive programs even workDo incentive programs even work ––
what’s the research show?what’s the research show?

 Is it possible to create one thatIs it possible to create one that
OSHA will “approve”?OSHA will “approve”?

 Is it possible to create one that willIs it possible to create one that will
work?work?
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The TermsThe Terms

 IncentivesIncentives -- activators that promptactivators that prompt
behaviorbehavior

RewardsRewards -- consequences for theconsequences for the
desired behaviordesired behavior

GellerGeller

 IncentivesIncentives -- benefits workers get forbenefits workers get for
doing or not doing somethingdoing or not doing something

MichaelsMichaels
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The TermsThe Terms

Contingent rewardContingent reward– reward that is
given if the goal is met/activity
occurs (i.e. the carrot)

Contingent punishmentContingent punishment ––––
punishment that is inflicted if a goalpunishment that is inflicted if a goal
is not met/activity occurs (i.e. theis not met/activity occurs (i.e. the
stick)stick)

Ian AyresIan Ayres
Carrots and SticksCarrots and Sticks

The TheoryThe Theory

B.F. SkinnerB.F. Skinner

PositivePositive
reinforcement as areinforcement as a
consequence ofconsequence of
certain behaviorscertain behaviors
increases theincreases the
chance that they willchance that they will
happen again.happen again.

Punishment alsoPunishment also
works…sort of.works…sort of.
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The TheoryThe Theory

Assumes:Assumes:

nono externalexternal reinforcement to safereinforcement to safe
behaviorbehavior -- you just don’t get hurtyou just don’t get hurt

 the reward is appealing enough to modifythe reward is appealing enough to modify
behavior and actionsbehavior and actions

 the reward is perceived to be achievablethe reward is perceived to be achievable
and fairand fair

The reward is given immediatelyThe reward is given immediately
((hyberbolichyberbolic discounting)discounting)
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The TheoryThe Theory

Incentives guide people to make betterIncentives guide people to make better
choices. “Carrots” can improvechoices. “Carrots” can improve
performance.performance.

Roland FryerRoland Fryer
Harvard EconomistHarvard Economist

CEO NYC Dept. of EducationCEO NYC Dept. of Education

His “dollars for scholars” program paysHis “dollars for scholars” program pays
students to get better grades.students to get better grades.
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The TheoryThe Theory

How large of an incentive is enoughHow large of an incentive is enough
to change behavior?to change behavior?

Extreme carrots lead to temporaryExtreme carrots lead to temporary
behavior (i.e. “The Biggest Loser”)behavior (i.e. “The Biggest Loser”)

Smaller sticks lead to longSmaller sticks lead to long--term resultsterm results
((i.ei.e Weight Watchers)Weight Watchers)

Commitment contracts take poorCommitment contracts take poor
choices off the table (choices off the table (AntabuseAntabuse))

Ian AyersIan Ayers
Carrots and SticksCarrots and Sticks
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The TheoryThe Theory

 Incentives fail when they interfere withIncentives fail when they interfere with
intrinsic motivation. (late pickintrinsic motivation. (late pick--up finesup fines
at day care)at day care)

They also fail when the price ofThey also fail when the price of
compliance is merely inconvenient.compliance is merely inconvenient.
(charity donations)(charity donations)

 Inclination is to conform to what otherInclination is to conform to what other
people are doing. (energy efficiencypeople are doing. (energy efficiency
bills)bills)

AyersAyers

The TheoryThe Theory

Shouldn’t workersShouldn’t workers
“want” to behave“want” to behave
safely? Isn’t it thesafely? Isn’t it the
right thing to do?right thing to do?

Extrinsic incentivesExtrinsic incentives
decrease intrinsicdecrease intrinsic
motivationmotivation
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Incentive Program?Incentive Program?

HeadlineHeadline –– Pittsburgh PostPittsburgh Post--GazetteGazette

Wednesday February 2, 2011Wednesday February 2, 2011

““UPMC threatens to fine employeesUPMC threatens to fine employees

As infections rise, workers could be fined for notAs infections rise, workers could be fined for not
washing hands”washing hands”
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

OSHA’s positionOSHA’s position
on the issue ison the issue is
pretty clear.pretty clear.
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

During an OSHA webinar broadcast inDuring an OSHA webinar broadcast in
May 2010:May 2010:

OSHA doesn’t really know what goodOSHA doesn’t really know what good
or bad incentive programs areor bad incentive programs are

 They are “grappling with the issue”They are “grappling with the issue”

But….OSHA is concerned that mostBut….OSHA is concerned that most
incentive programs punish workersincentive programs punish workers
who get injuredwho get injured
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

Assistant Secretary David Michaels:Assistant Secretary David Michaels:

“Some of these ‘incentive’ programs should“Some of these ‘incentive’ programs should
more accurately be called ‘blame themore accurately be called ‘blame the
worker’ programs when they punish workersworker’ programs when they punish workers
for reporting injuries and when they rewardfor reporting injuries and when they reward
workers for not reporting injuries.”workers for not reporting injuries.”

ASSE Society ConferenceASSE Society Conference
BaltimoreBaltimore -- June 2010June 2010
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

“We disapprove of programs where managers
receive large bonuses for driving down their
DART rate. However well-intended, these
incentive programs are likely to discourage
employees from reporting injuries because
they want to receive a reward.”

VPPPA
Annual National Conference

Orlando - August 23, 2010:
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

“We have listened to the Steelworkers'
description of "bloody pocket syndrome"
and we're determined to do something
about it.”

United Steelworkers
Health, Safety and Environment Conference

Pittsburgh – October 2010
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

“We strongly disapprove of programs that
offer workers parties and raffle prizes for not
reporting injuries, or programs where
managers receive large bonuses for driving
down their injury rates, or programs where
workers are disciplined for reporting an
injury.”

PA Governor's Occupational Safety & Health Conference

Hershey – October 2010
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

“We were pleased to learn that the Voluntary
Protection Programs Participants'
Association, which includes many of the
country's large employers, supports OSHA's
position and opposes incentive programs that
offer rewards for not reporting injuries.”

State of Washington Department of Labor and Industries

Safety and Health Symposium
November 2010
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

In October 2009:In October 2009:

 OSHA established an National EmphasisOSHA established an National Emphasis
Program (NEP) on RecordkeepingProgram (NEP) on Recordkeeping

 A report was issued by the GAOA report was issued by the GAO –– itit
revealed that employers were notrevealed that employers were not
accurately reporting injuries and illnessesaccurately reporting injuries and illnesses

 Some may be even deliberatelySome may be even deliberately
underreporting.underreporting.

 The report did not directly addressThe report did not directly address
incentive programsincentive programs
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

The NEPThe NEP isis notnot targeting incentivetargeting incentive
programs, but is reviewing themprograms, but is reviewing them
while conducting the site auditswhile conducting the site audits

 ~1/3 of the employers reviewed had~1/3 of the employers reviewed had
incentive programsincentive programs

 187 inspections thus far - ~50% have
found Recordkeeping violations

NEP was just renewed/revised until
2012

OSHA and
Incentive Programs

OSHA and
Incentive Programs

RememberRemember -- OSHA cannotOSHA cannot
directly cite an incentivedirectly cite an incentive
program as there is noprogram as there is no
Standard. But if the reviewStandard. But if the review
of the program reveals thatof the program reveals that
it causes underreporting ofit causes underreporting of
injuries and illnesses, theyinjuries and illnesses, they
will issue citations underwill issue citations under
the Recordkeepingthe Recordkeeping
Standard.Standard.
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

Again from Michaels’ publicAgain from Michaels’ public
speeches and remarks:speeches and remarks:

Any incentive program thatAny incentive program that
deliberately punishes a worker (ordeliberately punishes a worker (or
a team or the whole workforce)a team or the whole workforce) forfor
reporting an injuryreporting an injury is a problem.is a problem.
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

So……So……

is a program that takes away ais a program that takes away a
benefit when a worker getsbenefit when a worker gets
injured……injured……
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

So……So……

is a program that takes away ais a program that takes away a
benefit when a worker getsbenefit when a worker gets
injured….injured….

or rewards only members of theor rewards only members of the
workforce who have not beenworkforce who have not been
injured….injured….
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OSHA and
Incentive Programs

OSHA and
Incentive Programs

So……So……

is a program that takes away ais a program that takes away a
benefit when a worker getsbenefit when a worker gets
injured….injured….

or rewards only members of theor rewards only members of the
workforce who have not beenworkforce who have not been
injured….acceptable?injured….acceptable?
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What Does OSHA Like?What Does OSHA Like?

VPPA Conference:VPPA Conference:

“On the other hand, we can get behind
incentive programs that reward
workers for demonstrating safe work
practices, reporting hazards or near
misses, or participating in health and
safety training or on a health and
safety committee.”
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What Do Others Say?What Do Others Say?

“I don’t believe there’s any evidence
that financial incentives or
disincentives actually cause people to
actually do the right values-based
things every day”

Paul O’Neill

Former CEO Alcoa Corporation
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What Do Others Say?What Do Others Say?

The answer is getting everyone to signThe answer is getting everyone to sign
a pledge to do the right thing everya pledge to do the right thing every
minute they’re on duty and then takeminute they’re on duty and then take
away all the excuses why they wouldaway all the excuses why they would
not. If employees fail to adhere to thenot. If employees fail to adhere to the
pledge, they shouldn’t be finedpledge, they shouldn’t be fined –– theythey
should be fired. They shouldn’t beshould be fired. They shouldn’t be
permitted to put [their copermitted to put [their co--workers] inworkers] in
harm’s way.harm’s way.

O’NeillO’Neill

Types of ProgramsTypes of ProgramsTypes of ProgramsTypes of Programs

 Injury/illness basedInjury/illness based

The reward is earned based upon eitherThe reward is earned based upon either
the lack of the occurrence of a metricthe lack of the occurrence of a metric
(injuries, recordables, incidents, etc.) or(injuries, recordables, incidents, etc.) or
the reduction in the metric over athe reduction in the metric over a
period of time.period of time.

These types of programs make OSHAThese types of programs make OSHA
unhappy and suspicious.unhappy and suspicious.
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Types of ProgramsTypes of ProgramsTypes of ProgramsTypes of Programs

Behavior BasedBehavior Based

Observable behavior is the criteria forObservable behavior is the criteria for
the rewardthe reward

Create a direct link between theCreate a direct link between the
behavior and the rewardbehavior and the reward

Based,Based, in partin part, upon the assumption, upon the assumption
that workers will not behave safely onthat workers will not behave safely on
their owntheir own

OSHA is more comfortable with theOSHA is more comfortable with the
“positive” version of these programs“positive” version of these programs
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Types of RewardsTypes of RewardsTypes of RewardsTypes of Rewards

TangibleTangible

PrizesPrizes

TrophiesTrophies

MoneyMoney

LotteriesLotteries

Gift certificatesGift certificates

StocksStocks

PartiesParties

Special mealsSpecial meals

 IntangibleIntangible

Time offTime off

SpecialSpecial
assignmentsassignments

 IncreasedIncreased
autonomyautonomy

AdvancementAdvancement

RecognitionRecognition

Training/educationTraining/education
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The Research Shows….The Research Shows….The Research Shows….The Research Shows….

European study published in 1991
<5% of workers “officially reported”

an injury or illness
But >86% experienced some

symptoms of an injury and <30% said
they lost time from the ailment

Why no reporting?
Fear of reprisal/afraid to lose their job
Pain is part of work
Lack of management responsiveness

from prior reports

Copyright 2011 - JC Safety & Envrionmental, Inc. 33

ASSE Foundation
Research Study

ASSE Foundation
Research Study

Evaluated 165 programs in
construction industry

Reviewed both injury/illness based and
behavior based programs

Reviewed injury records (days away,
days restricted, recordables), EMRs

Used a perception survey completed by
Safety Managers and Craftworkers

Goodrum and Gangwar - 2004
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ASSE Foundation
Research Study

ASSE Foundation
Research Study

Program objectives - in order of
priority (from participant survey):

1. Change worker behavior

2. Improve safety awareness

3. Reduce OSHA recordables

4. Minimize losses

5. Minimize safety-related claims

6. Maintain good safety records
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ASSE Foundation
Research Study

ASSE Foundation
Research Study

 Mean lost time incidence rates were
lower (1.45 vs. 4.99)

 Mean restricted workday incidence rates
were lower (1.26 vs. 2.53)

 OSHA recordable rates were lower (4.2
vs. 5.46)

 Change in lost time rate from 1999-2001
was greater (44.16% decline vs. 41.84%
increase)

 Mean EMR was better (0.773 vs. 0.849)
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So Why Do We Like Them?So Why Do We Like Them?So Why Do We Like Them?So Why Do We Like Them?

1.1. Positive reinforcement leads to longPositive reinforcement leads to long
term/permanent behavior changeterm/permanent behavior change

2.2. Promotes safe work practicesPromotes safe work practices

3.3. Motivates employees to work safelyMotivates employees to work safely
and improves moraleand improves morale

4.4. Decreases injuryDecreases injury--related costsrelated costs

5.5. Management can show they careManagement can show they care
about employees who work safelyabout employees who work safely
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So Why Do We Hate Them?So Why Do We Hate Them?So Why Do We Hate Them?So Why Do We Hate Them?

1.1. Incentive programs are bribery and don’tIncentive programs are bribery and don’t
treat workers like adultstreat workers like adults

2.2. Unsafe conditions are ignored, unsafeUnsafe conditions are ignored, unsafe
acts are given all the blameacts are given all the blame

3.3. Encourage underreporting or ignoringEncourage underreporting or ignoring
early symptomsearly symptoms

4.4. Purposely used to keep the injury rate lowPurposely used to keep the injury rate low
5.5. Rewards are luckRewards are luck--based, not based onbased, not based on

safe behaviorsafe behavior
6.6. LongLong--term toxic effect when workers learnterm toxic effect when workers learn

to “milk” the systemto “milk” the system
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How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?

Ten Elements of Successful ProgramsTen Elements of Successful Programs

1.1. Part of a comprehensive safety programPart of a comprehensive safety program

2.2. Worker motivation/morale mustWorker motivation/morale must alreadyalready
be highbe high

3.3. Able to find something of value to theAble to find something of value to the
majority of employeesmajority of employees –– dollar valuedollar value
alone isn’t crucialalone isn’t crucial

4.4. Program must be perceived as fairProgram must be perceived as fair ––
reward must be seen as achievablereward must be seen as achievable
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How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?

Ten Elements of Successful ProgramsTen Elements of Successful Programs

5.5. Goals of the program must be longGoals of the program must be long--termterm
–– even if the program isn’teven if the program isn’t

6.6. Reward must be given quicklyReward must be given quickly ––
sometimes as often as dailysometimes as often as daily

7.7. No random winnersNo random winners -- everyone whoeveryone who
meets criteria gets rewardmeets criteria gets reward
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How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?How Can We Improve Them?

Ten Elements of Successful ProgramsTen Elements of Successful Programs

8.8. Reward group rather than individuals, butReward group rather than individuals, but
don’t punish group for actions of onedon’t punish group for actions of one
membermember

9.9. No competitionNo competition –– absolute criteriaabsolute criteria

10.10. Given at different time than regularGiven at different time than regular
compensationcompensation –– celebration helps relivecelebration helps relive
the eventthe event
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Some IdeasSome IdeasSome IdeasSome Ideas

To promote positive safety behaviors:To promote positive safety behaviors:

Safety Slogan contests
Attendance at safety meetings
Safety suggestions that get implemented
Completing a positive work observation

of another employee
Near miss reporting
 Identifying and correcting a hazard
Review/revision of JSAs
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Some IdeasSome IdeasSome IdeasSome Ideas

To promote positive safety behaviors:To promote positive safety behaviors:

 Incident reports properly completed and
on time

Help perform worksite inspections
Quizzes following safety meetings or

posted on bulletin boards, emails, etc.
Safety Bucks
Safety Committee Award
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Keep in Mind….Keep in Mind….Keep in Mind….Keep in Mind….

Programs are more likely to bePrograms are more likely to be
successful if:successful if:

Management commitmentManagement commitment is strongis strong
for the long haulfor the long haul –– support andsupport and
resourcesresources

Employee participationEmployee participation is integral inis integral in
design, implementation and selectiondesign, implementation and selection
of awardsof awards
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Keep in Mind…Keep in Mind…Keep in Mind…Keep in Mind…

Rolling out a new/revised program:Rolling out a new/revised program:

Written policies and proceduresWritten policies and procedures

Promotional campaign with themePromotional campaign with theme

KickKick--off meeting to explain programoff meeting to explain program
rules and goalsrules and goals

Regular followRegular follow--upup
meetings/communications to discussmeetings/communications to discuss
progress of programprogress of program

Visuals to keep program in workersVisuals to keep program in workers
mindsminds
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Keep in Mind…Keep in Mind…Keep in Mind…Keep in Mind…

Rolling out a new/revised program:Rolling out a new/revised program:

A defined end point to the programA defined end point to the program

Employees are involved in runningEmployees are involved in running
programprogram

Formal awards ceremonyFormal awards ceremony

FollowFollow--up questionnaire to get feedbackup questionnaire to get feedback
and ideas for future programsand ideas for future programs

 Internal audit to assure program isInternal audit to assure program is
followedfollowed
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Keep in Mind…Keep in Mind…Keep in Mind…Keep in Mind…

Selecting rewards:Selecting rewards:

Use workforce to help selectUse workforce to help select

Must have value to employees and beMust have value to employees and be
seen as achievableseen as achievable

Dollar value usually doesn’t matterDollar value usually doesn’t matter

Hard to identify one thing that motivatesHard to identify one thing that motivates
a diverse workforcea diverse workforce –– likely to needlikely to need
several optionsseveral options

Focus on intangiblesFocus on intangibles
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Making Sure Your Safety
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Making Sure Your Safety
Incentive Program
is OSHA-Friendly

Questions, comments,Questions, comments,
other ideas????other ideas????

Pamela (Ferrante) Walaski, CSP, CHMMPamela (Ferrante) Walaski, CSP, CHMM
JC Safety & Environmental, Inc.JC Safety & Environmental, Inc.
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Points of view, ideas, products, demonstrations or devices
presented or displayed at the Ohio Safety Congress & Expo do not
constitute endorsements by BWC. BWC is not liable for any errors
or omissions in event materials.


