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Context Is Everything
When you are looking for a frank opinion,
be careful that your context doesn’t unduly
influence people...
1. Do you think the UK’s nuclear deterrent
has contributed to the effort to prevent
nuclear wars?
2. Do you think it’s a good idea for us to be a
part of a strong NATO?
3. Do you think that investing in defence is
money well spent for the UK?
4. Do you think that having a submarine fleet
employing thousands of people is good for the
local and national economies?
5. Do you think it’s a good idea to spend the
money and renew the Trident missile system?
1. Do you think the use of pinpointed laserguided smart weapons is the best way keeping
UK citizens safe?
2. Are you proud of the UK’s place as one
of the world’s leaders in the production of
smart weaponry?
3. Do you think it’s wrong to even consider
dropping a nuclear bomb on a city, killing
millions of innocent people?
4. Do you think it would be better to just kill the
bad guys?
5. Do you think it’s a good idea to spend the
money and renew the Trident missile system?
In honour of Sir Antony Jay, writer of Yes
Minister, who died in August 2016.

Change Programmes
By Walter Hufnagle
Change for the better does not have to be massive or
disruptive or all encompassing. The most sustainable change
programmes are the ones that move the pieces one step at a
time in a logical and well planned manner.
Many problems in business comprise a lot of simple and
obvious easy to fix dysfunctions. Ask the people in the
business, “If you could wave a magic wand and fix something
here, what would it be?” They usually wish for someone to
stop doing something or someone to start doing something.
Behaviour stops when it is punished and behaviour maintains
or increases when in receipt of reinforcement. It is a scientific
formula that works every time. This is a knowledge thing.
The answer lies in something that has to be learned. It’s not
complex. It does, however, take effort to learn and practise to
get good.

Shades of BMT
• We make allowances for the people we do like and we
put barriers in the way of the people we don’t like.

• Any construction site that gets more than one corporate
safety audit a month is working in a culture where
governance is more important than safety.

• If you want unconditional love, either buy a dog or
become the CEO of a monopoly utility company!
Click here to join the BMT group on
LinkedIn for original content and debate.
Behavioural Management Techniques (BMT) is a blend of
applied behavioural science tools and project management skills.
BMT is used to improve business and safety performance.

The Myth of Personal Responsibility
By Lynn Dunlop
Some broadly accepted safety policies make the workplace less safe.
A personal commitment to safety will do absolutely nothing to
improve safety. Nothing. This policy relies on the idea that people
were happy to let themselves and others get hurt right up to the
point they were asked to sign a piece of paper that says otherwise.
It’s like asking your children to sign a piece of paper getting them
to agree to complete their chores. It’s never the commitment that
does anything – it’s always the behaviours of the person’s direct
line manager/parent that have the most effect on soliciting the
desired behaviours, whether that is wearing the correct PPE or
getting the dishwasher stacked.
Relying on a commitment places a false sense of security into the
environment. It makes the leaders of the organisation feel that they
have done something to improve safety. Any false sense of security
- by its nature of being false and tricksy - will therefore make the
working environment less safe.
In a large organisation or project, anyone whose job involves
working at the ‘operative’ level in a dangerous environment has
very little control over his or her wider environment. No matter
how much she wants to ‘make safety personal’, if the environment
that is set up by senior leaders and cascaded down through the
organisation does not support her consistently getting the work
done safely (does she have the correct tools, time and equipment
to do her job?), then she is going to be unsafe through no fault of
her own.
The solution is for senior leaders to understand the power of their
own behaviours and the influence they have on the environment
of the whole site. When leaders say and do the right things every
day, the environment becomes more safe. One example is simply
saying “thank you” when people bring bad news. This makes it
more likely that bad news will be swiftly and openly communicated
in the future. Another example is turning up on time for meetings.
Doing this visibly indicates on a daily basis that someone will do
what they say they will do, thus increasing others’ trust in that
person. This trust generalises into other areas of work, so that
when a leader says, “I want you to be safe no matter what it takes”
people will actually believe them and not just take it as another
statement from a manager who sometimes means what he says
and other times does not.
If your organisation is trying to get workers to take ‘personal
responsibility’ or implement a ‘bottom-up’ approach to safety, please
stop. Replace it with the daily realisation of safety from the top
down. Set up a safe environment for everyone by ensuring that all
the leaders in a business are saying and doing all the right things
every single day to make the whole environment safer for everyone.

Play The Right Notes, In The
Right Order…
By Howard Lees
Despite the best of intentions, training
often becomes a sheep-dip for people.
This is why a lot of training fails to
produce the promised results: It’s not
bespoke designed for the real-life,
current, daily workplace environment.
A step in the right direction could be for
people to firstly focus on their coaching
skills, and work with their line managers
one-to-one to improve those. Coaching
(rather than management by directive)
is arguably the skill most required in
organisations and the one with the least
support, in my experience. Our research
says that managers have difficulty
discussing their people’s non-technical
training needs with them face-to-face.
It’s why the vast majority of manager/
subordinate conversations are about
‘today’s work’ (i.e. operational activities
and not interpersonal skills needs).
Engineering companies struggle with
this more than most; engineers (mostly
men) talking about ‘needs’ is frequently
just too icky and not macho or cool
enough to be reinforcing.
Leaders usually have a genuine desire to
improve the skills of their team members.
They mistakenly believe that this can
be achieved by an externally delivered
course. It’s the equivalent of saying you
want to learn the piano but not doing any
practise in between the lessons.
I can see that many organisations have,
to some degree, a leadership problem.
They therefore also have a ‘lack of
effective coaching’ problem. A process
that works is for leaders to seek out an
existing team and train up a cadre of
already good people who want to get
better at coaching. One day they might
take the challenge on and become
concert pianists.

Discuss safety with other behavioural experts in industry and
academia at the BMT for Safety Conference on November 2nd
and Workshop on November 3rd in Manchester, UK.
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