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The conceptual framework of Behaviour-Based Safety (BBS) represents
one of the most enduring and meticulously documented traditions in the
history of industrial safety science. Arising from the fertile ground of mid-
20th-century American psychology, BBS transitioned from laboratory-
based experiments on operant conditioning to become a global
multibillion-dollar consulting and management industry. Over the past
fifty years, the field has undergone significant transformations, moving
from a rigid focus on observable worker actions to a sophisticated
integration with high-reliability organizational theory, serious incident
prevention, and artificial intelligence. The narrative of BBS is not merely a
record of safety interventions; it is a critical history of how organizations
perceive the human element—initially as a mechanistic component to be
conditioned, and more recently as a complex agent within a dynamic
sociotechnical interface. To understand the current state of safety
management in 2026, one must examine the philosophical foundations,
the divergence of leading academic orientations, and the contemporary
synthesis of behavioral methods with digital innovation and systems-
thinking.
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‘BSO the way forward

The Untold Story of
Behaviour-Based Safety (BBS)

An interactive exploration based on the research by Jean-Christophe Le
Coze. Discover the roots, evolution, and distinct orientations of BBS over half
a century (1970s - 2020s).

Executive Summary & Context

This section sets the foundational context. The source report establishes
that Behaviour-Based Safety (BBS) is not a monolithic concept, despite
common industry perceptions. Pioneered in the United States by
resedrchers in the 1970s, it developed over the next fifty years through a
complex mix of academic research and consulting practice. This interactive
report breaks down this history to help safety professionals, students, and
researchers understand the nuanced, influential, yet controversial tradition
of BBS.

& N 3

50 Years of History Conceptual Evolution | 3 Main Orientations
Tracing the roots from early Moving from pure behavioural | Distinct paradigms shaped by
1970s applied behaviour modification to incorporating key authors: Sulzer-Azaroff
analysis to the 2020s cognition, culture, and (Classical), Geller (Theoretical),
modern safety science. organizational factors. and Krause (Organisational).
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The 50-Year Conceptual Evolution

This visualization charts the dominance and integration of the three core
BBS orientations over time. Interact with the legend to isolate specific
trends. Observe how early classical methods provided the baseline, while
theoretical and organizational perspectives surged in later decades in
response to industry feedback and broader safety science
developments.
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Insight: The chart highlights the “controversial’ nature mentioned in
the report. As classical BBS faced criticism for focusing too narrowly
on frontline workers, organizational and theoretical branches
emerged to address leadership, culture, and cognitive elements,
leading to a pluralistic view of BBS today.
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The Three Distinct Orientations

To understand BBS, one must understand its architects. The report identifies
three main orientations driven by key authors. Click through the tabs below
to explore the nuances of each paradigm, understanding their primary
focus, psychological roots, and specific contributions to the field of

occupational safety.

Strengths & Critiques

Pro: Highly empirical, easily
measurable, creates
immediate local changes.
Con: Often criticized for
“blaming the worker” and
ignoring systemic hazards
or latent organizational
failures.

Strengths & Critiques

Pro: Highly engaging, fosters
positive morale, addresses
cognitive aspects of risk.
Con: Can be seen as too
theoretical or abstract;
harder to measure
immediate quantitative
impact compared to
classical methods.

Strengths & Critiques

Pro: Addresses the "blame the
worker" critique directly;
creates sustainable, systemic
changes.

Con: Highly complex to
implement properly; requires
significant commitment and
vulnerability from top
management.

Classical, Traditional BBS

Key Figure: Beth Sulzer-Azaroff
Rooted deeply in Applied Behavior Analysis (ABA) and the operant
conditioning principles of B.F. Skinner. This orientation focuses on
observable behaviors, establishing clear performance targets, and
utilizing structured feedback and reinforcement mechanisms.
e Core Focus: Direct modification of occupational safety behavior.
e Methodology: Observations, checklists, goal-setting, and
positive reinforcement.
e Key Literature: "Behavioral ecology and accident prevention’
(1978); "searching for performance targets” (1984).

Theoretical, Inspirational BBS

Key Figure: E. Scott Geller

This paradigm expands beyond strict behaviorism to include cognitive
psychology and humanism. Often branded as "People-Based Safety,” it
emphasizes internal states, attitudes, personal responsibility, and
building a supportive culture rather than just conditioning responses.
e Core Focus: Actively caring, humanism, and the psychology of
safety.
e Methodology: Education, empowerment, internal motivation, and
culture building.
e Evolution: Shifted the conversation from "what people do" to "why
they do it and how they feel.”

Organisational, Critical BBS

Key Figure: Thomas Krause

Addressing critiques of earlier models, this orientation connects
frontline behavior to management systems and organizational culture.
It advocates for ‘Leading with Safety” and uses behavioral data to
identify systemic flaws, acknowledging cognitive biases and complex
organizational dynamics.
e Core Focus: Leadership behavior,
cognitive biases.
e Methodology: Upward feedback, altering management systems
based on behavioral data, continuous improvement loops.
e Evolution: Bridges the gap between traditional safety engineering
and behavioral science.

systemic integration, and
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Literature Impact & Paradigm Weight

This bubble chart visualizes the theoretical footprint of the three
orientations across decades. The X-axis represents time, the Y-axis
represents the conceptual level (from individual focus up to
organizational focus), and the bubble size represents the relative
volume/impact of academic and consulting literature within that
paradigm during that decade. Interact with the bubbles for specific
insights.
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e Sulzer-Azaroff, B. (1978). Behavioral ecology and accident prevention.
J. Organ. Behav. Manag. 2, 11-44.
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safety and injury reduction: a survey of the evidence. Prof. Saf. 19-24.
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Philosophical and Historical Genesis of the
Behavioral Approach

The intellectual architecture of BBS is fundamentally rooted in the radical
behaviorism of B.F. Skinner, a school of thought that dominated the
psychological landscape from the 1920s through the 1960s. Skinner's
departure from earlier psychological paradigms was defined by a strict
rejection of mentalism—the study of internal, non-observable mental states
such as intentions, beliefs, or subconscious drives. For the early behaviorists,
the human mind was essentially a "black box’; they argued that a true
science of behavior must focus exclusively on the observable relationship
between environmental stimuli and the resulting physical responses. This
deterministic vision was built upon the works of Pavlov, Thorndike, and
Watson, who established the laws of classical and operant conditioning.

In the Skinnerian paradigm, human behavior is shaped by its consequences
—a principle that forms the bedrock of every BBS program implemented
today. This mechanism is often expressed through the ABC model, where
the antecedent ($A$) triggers the behavior ($B$), and the consequence
($C$) determines the likelihood of that behavior recurring. Crucially,
Skinner's research in "Skinner boxes” demonstrated that the timing and
nature of consequences were more influential than the triggers themselves.
For example, a worker might wear safety glasses (the behavior) because a
supervisor is present (the antecedent), but the true determinant of long-
term adherence is whether wearing the glasses results in positive
reinforcement, such as peer approval or comfort, or negative reinforcement,
such as the avoidance of injury.

During the 1960s, these laboratory principles were organized into the field of
Applied Behaviour Analysis (ABA), which sought to resolve social problems
in education and health through the systematic manipulation of
environmental contingencies. By the 1970s, researchers like Aubrey Daniels
and Geary Rummler expanded these techniques into the corporate sector
through Organisational Behaviour Management (OBM). OBM introduced
sophisticated tools like “programmed learning’—which used machine-
sequenced feedback to shape child education—and the "balance of
consequences’ to analyze performance gaps in industrial settings. It was
within this specific OBM context that the first formal safety applications were
documented, with pioneers like Komaki, Sulzer-Azaroff, and Geller
investigating whether reinforcing safe work habits could provide a proactive
alternative to the reactive ‘policing” models of traditional safety
management.
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The Rationale and Carly Mechanisms of BBS

The initial formulation of BBS in the late 1970s was built upon a specific
rationale that aimed to modernize safety measurement. At the time,
safety was almost exclusively measured through lagging indicators, such
as the number of accidents or lost-time injuries. Proponents of the
behavioral approach argued that these metrics were mathematically
insufficient and ethically reactive, failing to capture the millions of daily
actions that occur prior to a catastrophe. This led to the creation of a
proactive framework built on four core propositions: the need for
proactive measurement, the focus on unsafe acts as the primary cause
of over 80% of accidents (citing the early work of HW. Heinrich), the
prioritization of reinforcement over punishment, and the application of
experimental rigor to industrial settings.

To operationalize this rationale, early BBS researchers developed a
systematic 10-step protocol that continues to serve as the structural
backbone for modern programs. This process is designed to create a
continuous feedback loop that decentralizes safety responsibility from
management to the frontline workforce.
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The Traditional 10-Step BBS Implementation

Sequence

10

Process Step

Pinpointing

Checklist
Development

Baseline
Measurement

Observer
Training

Goal Setting

Field
Observation

Data
Aggregation

Performance
Feedback

Comparative
Evaluation

System
Adjustment

Protocol

Operational Objective

Defining target behaviors in specific,
observable, and measurable terms.

Creating standardized tools for field
observations to ensure consistency.

Recording current behavioral frequencies
to establish a starting point for
comparison.

Educating staff on how to conduct peer-
to-peer reviews without causing friction.

Establishing realistic targets for “percent
safe” scores with worker input.

Performing regular, unannounced, or
announced reviews of work activities.

Compiling observation results to identify
site-wide patterns and high-risk zones.

Providing immediate, positive
reinforcement or non-punitive coaching.

Reviewing current data against the
baseline to measure the intervention'’s ROL.

Modifying the behavioral inventory or
training based on emerging hazards.
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This procedural approach appealed to managers because it provided a
quantitative solution to the notoriously difficult "human factor”. By
transforming safety into a series of checkboxes and frequency graphs,
BBS allowed for the same level of statistical control found in quality
management or production scheduling. However, as the 1980s and 1990s
progressed, it became evident that a "one-size-fits-all" behavioral model
was insufficient for the complexities of high-hazard industries, leading to
the birth of three distinct orientations within the BBS tradition.

Theoretical Divergence: Three Orientations of
BBS

The history of BBS is not monolithic; rather, it is characterized by an
intellectual schism driven by the different perspectives of its most visible
authors. These orientations represent a spectrum of thought regarding
the nature of the human agent and the degree of responsibility held by
the organizational system.

The Classical and Traditional Orientation
(Sulzer-Azaroff)

The classical orientation remains the most faithful to the original
Skinnerian and ABA roots. Championed by Beth Sulzer-Azaroff and later
practitioners like Terry McSween, this school of thought treats BBS as a
pragmatic scientific technique for behavioral change. The focus is on the
"value-based” safety process, where the organization identifies its core
values and then uses OBM techniques to align employee actions with
those values.

Classical BBS emphasizes the ‘institutionalization” of safety, addressing a
common failure where programs collapse once external consultants
leave. McSween'’s work introduced ‘rules of thumb® for maintenance,
suggesting that safety observation data must be integrated into regular
business reviews to remain relevant. In this orientation, the unit of
analysis is the individual behavior, and the primary goal is to close the
"consequence gap" where immediate, certain benefits (such as saving
time by not wearing PPE) outweigh the future, uncertain cost of an
accident.
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The Theoretical and Inspirational Orientation
(Geller)

E. Scott Geller transformed the BBS discourse by introducing a more holistic,
person-centered philosophy. Recognizing that strict behaviorism could feel
dehumanizing, Geller proposed a synthesis of the behavioral and
humanistic traditions, which he eventually termed "People-Based Safety".
His approach emphasizes the importance of internal states like self-esteem,
empowerment, and belongingness, which behaviorists had previously
ignored.

Geller's orientation is defined by its focus on "Actively Caring for People’
(AC4P). He argues that a total safety culture is one where employees feel a
"brother’'s and sister’s keeper’ responsibility for one another. To facilitate this,
Geller developed several influential acronyms to simplify psychological
concepts for the workforce. For example, the "'DO IT" process (Define,
Observe, Intervene, Test) was eventually supplemented by the "COACH®
process (Care, Observe, Analyse, Communicate, Help), which emphasized
the quality of the interpersonal interaction over the accuracy of the
checklist. Geller's work represents the ‘inspirational” side of BBS, using
speeches, cartoons, and symbolic gestures—such as wearing colored
wristbands—to build cultural momentum.

The Organisational and Critical Orientation
(Krause)

Perhaps the most significant evolution in the field was the move toward an
organizational and critical perspective, pioneered by Thomas R. Krause.
After decades of deploying BBS in large-scale industrial environments,
Krause began to challenge the traditional behavioral rationale. He argued
that the premise that "unsafe behavior causes 90% of accidents” was
dangerously simplistic and often led to blaming the worker while ignoring
systemic flaws.

Krause's critical pivot involved moving the unit of analysis from individual
behavior to the "Working Interface’—the dynamic point where the worker,
the equipment, the procedures, and the facility design meet. In his
"Organisational Safety Model,” behavior is viewed as a result of the system,
not the driver of it. This led to a rebranding of his methodology as "Leading
with Safety,” focusing on how executive leadership and organizational
culture shape the working conditions that either enable or prevent safe
performance. Krause also introduced a critical distinction between minor
events and Serious Injuries and Fatalities (SIF), arguing that traditional BBS
programs were effectively reducing minor injuries but failing to stop
catastrophic events because they focused on the wrong precursors.
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Comparative Analysis of the Primary BES
Orientations

Foundational
Base

Unit of Analysis

Primary Goal

Methodology

View of Failure

Primary Metric

Strict ABA [/ OBM.

Observable
Behavior.

Consistency &
Institutionalizati
on.

Standardized

10-Step Process.

Consequence
Gap.

Percent Safe
Scores.

Behaviorism +
Humanism.

The Person [
Community.

Total Safety
Culture (AC4P).

"COACH" and
‘DO IT"
Acronyms.

Lack of
Caring/Empowe
rment.

Feedback
Quality.

TQM +
Leadership
Theory.

The Working

Interface.

SIF Prevention &
Leadership.

Organisational
Safety Model.

Systemic/Leade
rship Deficit.

SIF Precursors [
Culture surveys.
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The UK Experience and

Parallel to the American experience, the United Kingdom developed its own
influential stream of BBS research, most notably through the work of
Dominic Cooper at the University of Manchester. Cooper’s approach sought
to integrate behavioral methods with Bandura’s Social Learning Theory and
the burgeoning interest in safety culture. Cooper proposed a "Reciprocal
Model of Safety Culture,” which posits that safety is the product of three
interacting elements: the person (psychological), the job (behavioral), and
the organization (situational).

Cooper’'s model provided a more “integrated” approach than the American
classical school, effectively bridging the gap between behavioral
techniques and safety management systems (SMS). One of his most
enduring contributions is the "Safety Culture Maturity Ladder,” which allows
organizations to track their progress from a "Reactive’ stage, through
‘Independent,” to the final “Interdependent” stage where employees look out
for each other spontaneously. This UK perspective emphasizes that BBS
cannot exist in a vacuum; it must be supported by high-quality risk control
systems and demonstrable safety leadership from the CEO down to the
shop floor.
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The Contemporary Critique: BBS vs. HOP and
Safety-Il

As we move toward the mid-2020s, the traditional BBS model has come
under intense scrutiny from emerging paradigms like Human and
Organizational Performance (HOP) and Safety-ll. These schools of
thought, often grouped under the “Safety Differently” movement,
represent a fundamental shift in how human error is conceptualized in
the workplace.

The HOP Perspective: Worker as Problem Solver

The HOP philosophy, championed by figures like Todd Conklin, explicitly
rejects the idea that workers are the "cause’ of accidents. Instead, human
error is viewed as a natural, inevitable part of work. HOP proponents
argue that traditional BBS, by focusing on worker behaviors, creates a
“culture of blame” that fixes nothing and forces employees to hide their
mistakes. From the HOP viewpoint, when an accident occurs, the question
should not be "who failed?” but "what made that action make sense at
the time?". They emphasize that "context drives behavior,” and therefore
safety efforts should focus on fixing the system rather than the worker.

Safety-Il and the Hollnagel Critique

Erik Hollnagel's Safety-Il paradigm further challenges the ontological
foundations of BBS. Traditional safety (Safety-I) focuses on "as few things
as possible going wrong". Safety-Il, however, focuses on "as many things
as possible going right". Hollnagel critiques the "Causality Credo’—the
belief that accidents have findable, linear causes. He argues that the
same performance variability that allows workers to succeed under
difficult conditions is what occasionally leads to failure. Therefore,
focusing exclusively on "unsafe acts” is a flawed strategy because it
ignores the 9,999 times that work was performed safely through
successful adaptation.
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The Synthetic Response: BBS 2.0 and BeHOP

In response to these critiques, the most forward-thinking safety
professionals in 2025 and 2026 are advocating for a synthesis of behavioral
science and HOP. "BBS 2.0" or "BeHOP" models recognize that behavior is how
work happens, but that behavior can only be understood within its
organizational context. These integrated models shift the focus of
observations away from simple compliance toward “coaching
conversations’ and “learning loops’. Instead of checking a box, the observer
and worker discuss the drivers of human error and the systemic barriers
that prevent the job from being done safely.

Serious Injury and Fatality
(SIF) Prevention: A New Priority

One of the most significant data-driven trends between 2017 and 2023 was
the realization that while total recordable incident rates (TRIR) were falling,
serious injuries and fatalities remained stagnant or even increased in some
sectors. This has led to a paradigm shift within the BBS community, as
practitioners realize that traditional behavioral observations are often
"zeroed in" on low-risk events while ignoring the precursors to catastrophe.
The modern SIF prevention model focuses on “high-energy” hazards—
situations where the release of energy (grovity, mechanical, electrical,
thermal) exceeds the human body’s capacity for survival. In 2025, leading
organizations are implementing SIF-potential (pSIF) tracking, where near-
misses that could have been fatal are investigated with the same intensity
as actual fatalities.

Injury Type Characteristics Focus of Intervention

. Cuts, sprains, bruises; Traditional BBS,
Minor [ Recordable ¥

often low-energy. ergonomics, basic PPE.
Life-altering or life- Engineering controls,
Serious Injury (SIF) threatening; high- critical safeguards,
energy. isolation.
At-risk behavior or SIF-focused
SIF Precursor condition in a high- observations, verified
energy task. controls, STOP work.
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Analysis of 19,900 potential SIF cases by ISN between 2017 and 2023
showed that "contact with objects or equipment” accounted for 60% of
serious injuries. Furthermore, 90% of amputations in 2023 affected hands
or wrists, frequently linked to unguarded machinery—a systemic failure
that a behavioral checklist for "personal focus” would likely miss. This has
prompted safety leaders to adopt High-Energy Control Assessment
(HECA) metrics, which calculate the proportion of high-energy hazards
protected by ‘direct controls” like physical barriers or automated
shutdowns.

The
2024-2026 Landscape

As we move through 2026, the traditional peer-observation model of BBS
is being fundamentally disrupted by the integration of Industry 4.0
technologies—specifically Artificial Intelligence (Al), the Internet of Things
(loT), and wearable technology. This technological leap is transforming
BBS from a periodic, manual sampling of behavior into a continuous,
real-time safety ecosystem.

Computer Vision and Automated Observations

Artificial Intelligence, particularly computer vision, is now being used to
augment or replace human observers. Leading logistics and
manufacturing firms are embedding Al into their existing CCTV systems
to monitor behavior in real-time. These systems can automatically detect
whether workers are wearing required PPE, such as hard hats or high-
visibility vests, and send immediate alerts to supervisors when non-
compliance is detected. In port and warehouse environments, Al vision
systems identify collision risks between pedestrians and heavy
machinery like forklifts, alerting operators to blind-spot dangers before
an accident occurs. Organizations using these Al platforms report
incident reductions of 25% to 30% and significantly faster audit
preparation times.

WWW.SpArrowrms.in
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Wearables and Biometric Safety

Wearable technology is revolutionizing the "person-based” side of safety by
providing real-time insights into worker physiology and environment. Smart
helmets and vests now monitor heart rate, body temperature, and fatigue
levels, alerting workers and managers to the early warning signs of
overexertion or heat strain. This is particularly critical in industries facing
labor shortages and aging workforces, where heat stress and ergonomics
are top regulatory priorities for OSHA in 2025 and 2026. Furthermore, Al-
powered motion capture analyzes job-task videos to pinpoint ergonomic
risks, offering prioritized recommendations for workstation redesign.

Predictive Analytics and Prescriptive Control

The most advanced safety organizations are utilizing "Strategic Advisors®
built into their dashboards—Al models that sift through incident logs, sensor
inputs, and crew behaviors to forecast when and where the next accident is
likely to happen. This shift from reactive checklists to predictive intelligence
allows safety leaders to adjust protocols and approve vendors based on
real-time risk data.

Implementation

Al [ Digital Use Case Y

Primary 2026 Outcome
Automated real-time
alerts; 30% fewer
incidents.

Computer vision on

PPE Compliance CCTV feeds.

Real-time monitoring
of gas leaks or
structural stress.

. loT sensors & Al
Hazard Detection i
algorithms.

Reduced errors durin
Smart wearables S

Fatigue Monitoring

Ergonomic Analysis

Predictive Dashboard

(watches/vests).

Al motion capture of
worker video.

Machine learning on
historical data.

non-routine or
overtime tasks.

Scientific redesign of
manual handling tasks.

Prescriptive alerts for
site managers before
shifts begin.
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Ethical and Operational Challenges of the "New
BBS"

Despite the promise of digital transformation, the implementation of
"Safety 4.0" faces significant social and cultural hurdles. Workers in 2026
are understandably suspicious of constant surveillance and the potential
for "performance evaluation by algorithm®. The solution, as argued by
modern safety leaders, must be one of "transparency and accountability”.
Al tools must be framed as supportive mechanisms that “protect people”
rather than as disciplinary tools that "blame the worker".

Furthermore, "Digital Literacy” is becoming a core competency for EHS
professionals, who must now distinguish between rigorously tested Al
interventions and unsubstantiated marketing claims. The challenge for
modern organizations is to maintain the human elements of empathy
and therapeutic connection while leveraging the vast data processing
capabilities of machine learning.

Sustaining the Behavioral Process in Small and
Unusual Environments

A common critique of BBS is that its heavy reliance on personnel and
financial resources makes it unsuitable for Small and Medium Enterprises
(SMEs) or "unusual' working environments like workshops for the
handicapped. In these contexts, the traditional "steering committee” and
"expert consultant” model is untenable.

However, recent research suggests that BBS is a collection of "universal
principles” rather than a rigid concept. In smaller organizations, success is
found through simplified, "foolproof’ intervention strategies that use
templates and peer-to-peer informal feedback. In non-profit settings or
workshops for lower-trained employees, the focus remains on making it
as ‘easy as possible to work safely” by providing immediate reminders
and social encouragement rather than complex data analytics. This
‘Lean BBS" approach emphasizes that behavioral change is a
psychological law that applies regardless of the company size, provided
the intervention is adapted to the local environment.

WWW.SpArrowrms.in
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Critical Success Factors for Modern BBS
Implementation (2025-2026)

Based on a systematic review of the literature up to 2024, the success of a
behavioral safety program depends on a complex interplay of
organizational and individual factors.

Organisational Factors

Success is primarily driven by "Top Management Commitment,” which must
go beyond a signature on a policy to include visible, active support. "Safety
Culture” is identified as a prerequisite rather than just an outcome; if the
culture is missing, implementing a bottom-up program like BBS is
exponentially more difficult. "Effective Communication” and "Management
Credibility” are essential to ensure that workers believe safety promises will
be kept.

Individual Factors

Success is adlso mediated by ‘Internal Drivers” such as individual safety
attitudes and the specific "Safety Knowledge" possessed by workers
regarding BBS principles. The "Hawthorne Effect'—where workers change
behavior simply because they know they are part of a study—must be
carefully managed during the baseline period to ensure data validity.

Critical Success Factor Contextual Importance Barrier to Success

Provides necessary Lack of resources or
Top Management Buy- : ,
in funding and apathy at the executive
prioritization. level.
Ensures engagement Resistance to
Employee . o ’
< oL and ownership of monitoring or “fear of
Participation . : ’
solutions. speaking up'.
- . - Culture of blame; focus
Non-Punitive Essential for building o
. on discipline over
Approach trust and reporting.

learning.

Goal conflict between

Allows for real-time :
safety and production

Technical Integration : :
9 tracking and analysis.

speed.
Empowers workers to Inadequate sessions
Training Quality identify hazards and that fail to translate to
precursors. the field.

S —

N
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The Future Outlook:
Toward a Trans-Disciplinary Safety Science

The trajectory of BBS over fifty years illustrates the maturation of safety
science from a narrow, mechanistic discipline into a broad, multidisciplinary
field. In 2026, the artificial boundaries between “behaviorism,” "human
factors,” and “leadership theory" are increasingly blurred. The most effective
safety strategies are those that recognize safety as an "emergent property”
of the entire system—a synthesis where individual behaviors are reinforced,
high-energy hazards dre engineered out, and organizational cultures are
built on transparency and learning.

The emergence of ‘Islamic workplace rectitude® and the inclusion of
"spirituality” as a fourth dimension of sustainability in safety literature
suggests that the field is continuing to expand into diverse cultural and
philosophical territories. Meanwhile, the ongoing global trends in heat stress
prevention, mental health support, and Al-driven predictive control show
that safety professionals are tackling a more complex array of risks than
ever before.

The fundamental lesson of the BBS story is that "behavior follows context’.
Whether that context is a Skinner box, an oil refinery, or a remote hybrid
workspace in 2026, the likelihood of a human being acting safely is
determined by the environment they are placed in, the leaders they work
for, and the tools they are given. As we move forward, the challenge for the
safety practitioner is to remain a "authoritative all-rounder,” capable of
managing both the "black box" of technology and the "human spirit” of the
workforce.
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Summary Conclusions: Reconciling the
Behavioral and Systems Approaches

Behaviour-Based Safety has survived half a century not because it was
perfect, but because it was adaptive. The "untold story” of BBS is one of
continuous negotiation between the laboratory and the workplace. While
the Skinnerian roots provided the necessary scientific rigor to move safety
beyond intuition, the critiques from Geller, Krause, Hollnagel, and the HOP
movement were necessdry to humanize the process and situating it within
organizational complexity.

In the final analysis, the modern behavioral approach is no longer about
"correcting the worker”; it is about "understanding the work’. By leveraging Al
and digital tools, safety leaders in 2026 can now see hazards that were
previously invisible and intervene before they become tragedies. But even in
an age of smart sensors and predictive algorithms, the core principle of
Geller's "Actively Caring” and Cooper’s "Reciprocal Determinism” remains
relevant: safety is a social partnership. The organizations that will thrive in
the next decade will be those that view behavior not as a "root cause” to be
eliminated, but as a vital resource for system flexibility and resilience.
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