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PROJECT SAFECON
Safe, skilled and productive construction sites
What
To improve work safety competence of the construction
industry in the cross-border by developing construction site
safety and management interaction.
For whom
For the top management, middle management and occupational
safety experts of small and medium-sized construction
companies in South-East Finland and the St. Petersburg area.
Why
By increasing management-level safety expertise, it is possible
to reduce accidents and increase overall productivity on a
construction site.

When
From November 1st 2018 to October 30th 2021
Implementers
LAB University of Applied Sciences (LAB) as the main partner.
Other partners are South-East Finland University of Applied
Sciences (Xamk), St. Petersburg State University of Architecture
and Civil Engineering (GASU) and Pushkin Leningrad State
University (LSU).
Financiers and main source of funding
Funded by the European Union, the Russian Federation and the
Republic of Finland by SOUTH-EAST FINLAND-RUSSIA CBC
2014-2020 cross-border cooperation programme

These Guidelines, produced in the Work Package 1 of
the Project Safecon, offer the top management of SME
construction companies different viewpoints to develop
their motivation and attitude towards work site safety.
Active attitude of the top management is the basis for
succesfull occupational safety culture. Time and time again we
have run into this in literature, interviews and workshops in
the project. Top management supports occupational safety by
showing example, working on their communication skills,
organizing and attending trainings, showing respect to their
employees and by giving direct, positive feedback.

The Guidelines in a Nutshell
1.
2.
3.
4.
5.
6.
7.

Find your motivation
Show example
Reserve time
Keep yourself informed
Keep the interest in safety going on
Show respect
Support positive team spirit

1. Find your motivation

It is important that you yourself are motivated in improving occupational safety.The motivation may be on the money, efficiency, customer
satisfaction, or keeping the employees safe, sound and happy. Have your experts draw up a cost-benefit-analysis of different safety
measures. Make a risk assessment of losing your important employees.

Top management’s own motivation to occupational safety is the
key element to create a successful safety culture to an
organization.
1. Law
2. Bottom Line
3. Customer Satisfaction
4. Moral Obligation
5.Trust & cooperation
6. Public image
7. Competition
8. Example

Hallowell 2011, Laitinen ym. 2013, Lappalainen ym. 2003, Työturvallisuuslaki 2002, Tappura ym. 2017

1. Find your motivation - continued
1. Law
The company always has a legal responsibility to develop and maintain work conditions
so that the work environment or work itself does not cause any health problems to
the employee.
2. Bottom line
Improved occupational health and safety is reflected in decreased sick and accident
costs. In addition to these the cost to delay and disruption can be avoided.
3. Customer Satisfaction
Minimizing the cost from delay and disruption obtains better customer satisfaction.
4. Moral Obligation
Safety is seen as a core value in itself and there is a genuine concern for employees’
wellbeing.

Hallowell 2011, Laitinen ym. 2013, Lappalainen ym. 2003, Työturvallisuuslaki 2002, Tappura ym. 2017

1. Find your motivation - continued
.

5.Trust & cooperation
With safety communication general interaction is improved. When you work with your
team, you will get to learn how they operate and what their strengths are. Committing
employees to work also increases their goal orientation.
6. Public image
With faster and advanced information communication accidents, labor dispute and all
other negative incidents are conveyed to public. Positive public image helps to both keep
and get the best possible employees, and conveys positive image to stakeholders and
deciders.
7. Competition
… and the the will to be among the best in safety. Using standardized observation and
survey methods allow following own progress or comparing to other companies.
According to research, reaching safety targets itself promotes commitment to safety
work.
8. Example
The management acts as the company’s front, who is modeled and observed by the
employees.
Hallowell 2011, Laitinen ym. 2013, Lappalainen ym. 2003, Työturvallisuuslaki 2002, Tappura ym. 2017

2. Show example

Always remember that you are followed by your employees.The things that you do mean more than the things you say.
Wear always all necessary safety equipment on when you visit the construction site. Make safety observations.

The same things apply to safety management as to other management.
Top management’s own commitment, behavior and attitude is the key
factor that enables a strong base for convincing occupational safety
culture. Top management must be aware that their own action and
attitude towards occupational safety has a significant effect on
employees’ attitudes. According to research occupational safety is
especially strong in companies, where top management is visibly
involved in safety development.
A sufficient expertise on safety issues is expected from the top
management. The value of safety work is signaled by developing oneself,
one’s own work and supporting the process of change. To make change
happen, it is needed to have skills to learn. Management’s responsibility
is to help the team to adopt safety issues and to create a goal to be
pursued.

Hallowell & Hinze 2011, Jitwasinkul & Hadikusumo 2011, Laitinen ym. 2013, Lappalainen ym. 2003, Manzey & Marold 2009

2. Show example - continued
A good way to show commitment is actively participate in building site
inspections and the meetings of occupational safety organization.
Exemplary behavior means more than talk: it is important to use
protective equipment while visiting sites. Thus, the top management
shows that there is no contradiction between their own behavior and
the safety procedures of the organization.
It is top management’s responsibility that safety observations and
incidents reports are made and that they are part of profit targets. This is
one of the most efficient ways to prevent accidents at work. If misses are
observed it is imperative to act on them immediately. By observing and
addressing wrong safety habits top management shows activity for safety
matters. Top management has to implement safety inspections by utilizing
different kinds of observation methods, safety culture measurements and
accident reports.

Hallowell & Hinze 2011, Jitwasinkul & Hadikusumo 2011, Laitinen ym. 2013, Lappalainen ym. 2003, Manzey & Marold 2009

3. Reserve time

Remember that all safety actions need time. Also for you. Never say: “I don’t have time for that”. If you really
do not have time at that very moment suggest another time.

It takes time to instill safety procedures, but on the other hand the
effectiveness of new safety programs diminish with time. Therefore
the top management needs to work persistently to achieve the
desired change in the attitude and commitment of the workers.
Occupational safety is often compromised due to hurry. There is a
desire to work faster or cut corners. It could be that the company
management puts pressure to work faster. For example one’s own
busy action can signal hurry to the workers.
Hurry is particularly caused by production pressure which makes
that top management to prioritize resources to more visible things,
like profit. Safety, training or technical investments are easy to ignore.
Safety can be seen as extra work which takes time from more
productive work. Safety goals may remain as vague plans that are
easy to ignore under work pressure.

Conchie ym. 2013, Gangwar & Goodrum 2005, Guo ym. 2015, Hallowell & Hinze 2011, Kortejärvi ym. 2018, Lappalainen ym. 2003, Rakennusteollisuus 2015

3. Reserve time - continued
Excessive workload of lower level managers and production
pressure together cause neglect of safety. Top management can
signal the importance of safety but in practice this it is not
realized in the day to day reality of the site manager’s work. Site
managers do not have enough time to visit worksites and the
coaching and guidance of workers is neglected. Lower level
management understand the importance of safety, but
prioritizes the more profitable work tasks.

Safety procedures should be done simply enough so that lower
level management can effortlessly implement good practices in
everyday life. Too many and overly formal procedures take time
from the practical safety work, which impedes managers’
commitment to safety. On the other hand it is important that
top managers regularly participate in safety meetings. By doing
so organization signals that safety is taken seriously.

It is the responsibility of the top management to ensure that
workload is distributed evenly so that overload is not
accumulated. Impact of overload to safety is significant because
fatigue leads to increased risk to accidents and there is no time
to consider safety.

Safe work is enabled with good planning. It is the top
management’s responsibility to prepare resources so that safety
is taken into account. There is no need to compromise safety
when it is planned as a part of the construction.

Conchie ym. 2013, Gangwar & Goodrum 2005, Guo ym. 2015, Hallowell & Hinze 2011, Kortejärvi ym. 2018, Lappalainen ym. 2003, Rakennusteollisuus 2015

4. Keep yourself informed

Keep yourself informed on occupational safety updates in your own organization. Discuss small and big safety issues with your
employees. Attend to safety training with your staff.
The role of the top management as an information provider and recipient is
significant due to their position in the organization. It is essential that the
information is not distorted and everybody gets a common understanding of
expected safety measures. Keep yourself updated on your organization’s
health and safety issues so that you can intervene in time. Provide enough
information to field managers, so that they are able to manage safety. A clear
plan is needed to get occupational safety goals to go through. Without good
planning there is a risk that the ideas are not implemented due to ambiguous
goals and the resistance to change.
The Occupational Safety and Health act (in Finland) obliges the top
management to organize joint planning and communication between separate
parties. Clarifying the flow of information or decision-making can reduce
problems and misunderstandings. The most important thing is to create a
culture of conversation so that everyone has a common understanding.
Good safety communication creates trust and also develops general skills in
communication. Top managements need for skills in safety communication is
more emphasized the less there are occupational health and safety experts in
the company.
Hallowell & Hinze 2011, Janhonen ym. 2018, Laitinen ym. 2013, Tappura ym. 2017, Zhang ym. 2019

4. Keep yourself informed - continued
There are many ways to communicate but face-to-face conversations are the
best way as they enable immediate exchange of feedback. Providing adequate
oral feedback and by creating open conversation culture you also demonstrate
your commitment to safety matters.
Top management is responsible to encourage workers to express dissenting
opinions and challenge them to develop safe practices. Workers do not
necessarily dare to express their opinions if they suspect that by doing so they
oppose the management. Accepting different viewpoints enables creative
problem solving and improves openness and atmosphere of trust.
Attending to workshops and trainings you can develop your skills in safety
communication and take advantage of peer support. Active participation in safety
training by top management improves overall safety results and conversation
culture, and demonstrates the commitment of the management to safety goals.

Hallowell & Hinze 2011, Janhonen ym. 2018, Laitinen ym. 2013, Tappura ym. 2017, Zhang ym. 2019

5. Keep the interest in safety going on

Put up campaigns, competitions etc. Share information on the company’s safety results. Share both good
and bad experience with your staff. Enable sharing observations. Be sure to follow up the improvements
made according to the observations. Let everybody know corrections were made.
Interest in safety work can be maintained through observation measurements,
competitions, campaigns or by visiting competitor’s site. Observation
measurements in general can give new motivation to safety work and at the
same time offer new ideas to safety management. Different kinds of
competitions between sites have been found as a useful ways to increase
managers’ motivation to safety work.
By reporting and sharing failures it is possible to learn from them. At the same
time the effectiveness and level of safety actions can be improved. It is
important to report the corrective actions that were made after failures
happened. Short info events about accidents and incidents are important so
that everyone has a common idea of what happened.
Positive feedback on good safety work is given, which prompts safe work also
in the future. Sharing the successes on company level strengthens lower level
management’s commitment to safety work. Lower level managers’ interest
towards safety can be increased by a monitoring and reward system, which
takes into account not only employees but also the good safety work of site
managers.
Conchie ym. 2013, Guo ym. 2015, Hallowell ym. 2013, Laitinen & Päivärinta 2010, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019

5. Keep the interest in safety going on - continued
Site -and project meetings can be considered as a communication channel,
where safety is treated as part of work. Other modes of communication can be
emails, meetings, campaigns and education sessions, bulletins and briefings, and
safety management systems and documentations.
By creating clear and easy safety procedures with lower level management their
safety work can be supported. Safety observations can be collected with
different kind of forms, by paper or mobile app, or even informally in team’s own
instant message channels. With simple and easy to use observation and report
methods you increase employees’ awareness of safety and save their time and
effort. Safety guidance is updated from shared observations.

Conchie ym. 2013, Guo ym. 2015, Hallowell ym. 2013, Laitinen & Päivärinta 2010, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019

6. Show respect

Respect experience.Trust your employees. Do not make decisions over your site managers or
experts.

Safety work is everyone’s responsibility and the best result is achieved
with cooperation between different parties. Cooperation will improve
team responsibility and goal orientation and also develop the company
level safety planning.
Age and experience are considered to bring authority to the safety
management of the site. It can be challenging for the junior manager to
bring forward safety issues with older workers. Lower level managers
find the support from top management and peers important when
managing difficult situation.

Conchie ym. 2013, Euroopan työterveys- ja työturvallisuusvirasto 2012, Hallowell & Hinze 2011, Kim ym. 2019, Laitinen ym. 2013, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019

6. Show respect - continued
Trust is required in management. When top management
and employees trust each other they share information
more openly. Employees have a lot information of work
conditions. When employees are shown trust and respect
it is easier for them to report potential problems and
offer solutions to solve them. For example, when toplevel managers participate in safety meetings and
discussions they do not take the role of leader but focus
on listening to employees and their ideas.
Support the work of site managers and health and safety
experts. It is good to have a specialist safety coordinator
in the organization, and their expertise should be utilized.
It is important that the health and safety expert has
managements support and their decisions are not
questioned.

Conchie ym. 2013, Euroopan työterveys- ja työturvallisuusvirasto 2012, Hallowell & Hinze 2011, Kim ym. 2019, Laitinen ym. 2013, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019

7. Support positive team spirit

Create a common vision and communicate it to your employees. Allow the teams to take responsibility for
the means of reaching common goals. Give positive feedback. If mistakes are made encourage solving
problems together.
Motivated staff is a significant resource and a promoter of competitiveness at
work. Management has to keep work conditions in order to ensure that staff
stays motivated. Employee motivation and commitment to goals is promoted by
listening to their opinions and views and sharing safety tasks to them. Defining
clear responsibilities and tasks make the work of all parties easier.
The company must be able to create clear and well-formulated safety goal.
Expressing the goal in a explicit way, for example company’s extranet, when it can
be seen by everybody.
Cooperation- and interaction skills can be improved by solving problems and
mistakes together. At the same time confidence and ability to solve even difficult
challenges will be strengthened. Site managements’ safety work can be supported
by organizing trainings. In addition to the formation of a culture of conversation,
trainings provide the opportunity for peer support, which supports coping.

Conchie ym. 2013, Fang ym. 2015, Guo ym. 2015, Hallowell & Hinze 2011, Laitinen & Päivärinta 2010, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019, Vecchio-Sadus 2007

7. Support positive team spirit - continued
It has been found that team mates have a direct influence to
employees’ safety behavior. By using peer pressure it is possible to
influence team members’ safety attitude and behavior. Solid
interrelationships, constructive communication and mutual trust
contribute to employees’ safety behavior. It is important to direct
peer pressure towards positivity because negative atmosphere within
the team increases employees’ risky behavior and social conflicts.
Positive feedback from top management encourages employees and
lower level management towards safety actions.Verbal feedback is
felt even more important than financial incentives. Verbal feedback in
person is more effective than feedback via email. Verbal feedback has
been found to influence employee’s behavior in the long run. Email
or written feedback can impact the recipient in a negative way even
if it wasn’t meant that way.

Conchie ym. 2013, Fang ym. 2015, Guo ym. 2015, Hallowell & Hinze 2011, Laitinen & Päivärinta 2010, Lappalainen ym. 2003, Tappura ym. 2017, Työpaja ylimmälle johdolle 2019, Vecchio-Sadus 2007
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