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What is your level of 
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The core principle of health and safety law

5 steps to risk management

– Identify hazards 

– Assess the risks 

– Control the risks 

– Record your findings 

– Review the controls

https://www.hse.gov.uk/simple-health-safety/risk/steps-needed-to-manage-risk.htm
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ISO 45001 Occupational health and safety management 
systems – Requirements with guidance for use
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Risk Register



Systems Laws vs. Risk Registers
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Conant-Ashby Theorem 
“Every good regulator of a system must be a 
model of that system.”

Risk Registers are poor models. Safety 
interventions are generally random with poor 
results.

Law of Requisite Variety (Ashby’s Law)
“Only variety can destroy variety.”

Risk Registers have extremely limited variety 
compared to the realities of the environment. 

Darkness Principle
“No system can be known completely.”

Risk Registers draw a boundary around the 
‘credible and foreseeable’, ignoring the rest. “We 
have a risk register therefore we must be safe.”

Adams 3rd Law
“A system composed of the lowest risk 
components available will be a high-risk system.”

Risk Registers isolate risks, ignore 
interdependencies and are reviewed annually. 
Short terms dynamic changes are not considered.



The absence of effective risk management (failing safety management 
systems), has resulted in spawning of safety fads:

Contemporary 
Safety

Human 
Operational 

Performance

Behaviour 
Based Safety

Safety 
Differently

Safety II

Phycological 
Safety

Zero Harm

Systems-
Theoretic 

Accident Model

Functional 
Resonance 

Analysis 
Method

Just Culture
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All trying to find 

a new way to 

improve safety 

performance

All focused on 

the occupational 

environment
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Is occupational safety 
breaking Systems Laws?

The Slido app must be installed on every computer you’re presenting from
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Who’s affected?
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HSE Guidance on Policies

“If you have five or more employees, you 

must write your policy down and include 

arrangements for health and safety.

…for example, doing a risk assessment,…”

If you’ve seen this at work, 

then your company will be 

breaking Systems Laws.



Reframing risk management with a Systemic approach 
“Risk is not knowing what you are doing.” – Warren Buffet

Simple: Basic tasks in situations that do not need 
explanation.

Complicated: Activities in situations that require a 
level of information, instruction, training & 
supervision. Risk assessments & Method Statements. 
Safe Systems of Work. Rules and legal compliance.

Complex: Situations that are dynamic, uncertain or 
ambiguous with interconnected factors, multiple 
stakeholders and no immediate solutions. 

Anarchy: Situations that should not be entered into.
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Variation on the Stacey Matrix: “All models are wrong, but some are more useful than others.”



SAFER interventions for Complex situations

Systemic: address multiple, interconnected causal factors, not isolated symptoms.*

Agreed: by the decision makers / duty holders / power holders.

Financially proportionate: cost is justified relative to expected benefit.

Emotionally motivating: for those having to make the intervention happen.

Resilient: fits to the changing environment.
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* Any Systems Thinking technique(s) can be used to assess the situation: CSH, SSM, VSM, SD etc.

Uses Meadow’s 12 leverage points to design the intervention.



Meadow’s 12 leverage points

12. Numbers

11. Buffers

10. Stock and Flow Structures

9. Delays

8. Balancing Feedback Loops

7. Reinforcing Feedback Loops

6. Information Flows

5. The Rules of the System

4. The Power to Self-Organize

3. The Goals of the System

2. The Paradigm Out of Which the System Arises

1. The Power to Transcend Paradigms
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Most organizations concentrate on Levels 

9-12 (Accident Statistics, Training, PPE).

Safety as is… Safety ought to be…

High performing HSE organizations 

increasingly intervene at Levels 6-2.

The intervention should work at a leverage point 

higher than the existing leverage driving the system.  



Contemporary Safety Performance Indicators

Unintended consequences

Unwanted behaviours

Drives poor decision making

Misleading

Inaccurate and unreliable

Numbers can be gamed

Meadow’s leverage point 12 (Numbers)
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Case Study: SAFER Intervention

Project: French offshore wind farm

Client (JV): French Bank, Spanish Energy Co.

Contractor: Foundation manufacturer 

Location: Spanish shipyard

Client H&S Reps: seen as the ‘Safety Police’

Complex Situation: 

7000 safety observation in 2 years

Increasing number of accidents

Letters of concern from client management

Closed mindset from contractor management
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Which Systems Thinking 
methods or tools would you 
use?

The Slido app must be installed on every computer you’re presenting from
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Systemic analysis: Causal Loop Diagram
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5

6

4

Stop sending 
letters of concern

Focus on Life 
Saving Rules

Allow Contractor to 
fill the vacuum of 

safety housekeeping



Making it a SAFER Intervention

• Used CLD to assess the situation

• Used Meadow’s leverage points to design interventions

Systemic

• Presented to Client management and approved

• Presented to Contractor management and agreed

Agreed

• Zero cost for operational change

• Potential to reduce incurred costs of accidents

Financially Proportionate

• Reduced confrontation between Client & Contractor

• Client HSE reps on site empowered to take life saving actions (felt valued)

Emotionally Motivating

• Used existing processes for reporting and monitoring (stabilized the environment)

• Life Saving Rules an effective focus for sub-contractors (irrespective of procedures)

Resilient
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Outcomes after 2 months

• Turned attention to other issues

• Did not acknowledge their part in creating the initial situation

Client Management

• Reduced stress, more productive

• Better relationship with Contractor teams

Client H&S Reps

• Took ownership of formal weekly inspections

• Routinely visible on-site supervising workforce

Contractor H&S Team
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Performance isn’t always about accident statistics.



SAFER Intervention Performance – a new metric

Stafford Beer, Brain of the Firm, 2nd Ed., Page 164

𝑃𝑒𝑟𝑓𝑜𝑟𝑚𝑎𝑛𝑐𝑒 =
𝐴𝑐𝑡𝑢𝑎𝑙𝑖𝑡𝑦

𝑃𝑜𝑡𝑒𝑛𝑡𝑖𝑎𝑙𝑖𝑡𝑦
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𝑃𝑒𝑟𝑓𝑜𝑟𝑚𝑎𝑛𝑐𝑒 =
# 𝑆𝑢𝑐𝑐𝑒𝑠𝑠𝑓𝑢𝑙 𝑆𝐴𝐹𝐸𝑅 𝐼𝑛𝑡𝑒𝑟𝑣𝑒𝑛𝑡𝑖𝑜𝑛𝑠

# 𝐴𝑡𝑡𝑒𝑚𝑝𝑡𝑒𝑑 𝑆𝐴𝐹𝐸𝑅 𝐼𝑛𝑡𝑒𝑟𝑣𝑒𝑛𝑡𝑖𝑜𝑛𝑠

Safety performance is now the output of the safety organisation.

Meadow’s 3rd leverage point: change the goal of the system.

Actuality = what we are managing to do now under 
existing resources and constraints

Potentiality = what we ougt to be doing by 
developing resources and removing constraints



SELFTY

What about the bigger picture?
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The paradigm shift (Meadow’s 2nd leverage point)

WORKPLACE 
SAFETY8 Hours/Day

252 Days/Year

= 2016 Hours/Year

17 Hours/Day

365 Days/Year

= 6205 Hours/Year

130 occupational 

accident fatalities / year

23,000 accidental 

fatalities / year

Selfty: the individual's own 

capability to protect themselves 

and the people around them, 

inside and outside of work



Has safety been looking for the wrong things?
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The Heart of SELFTY - John Boyd’s OODA Loop
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Used to get inside the enemies’ decision cycle and disrupt it.

What if the enemy is ourself ?



SELFTY Competencies enhancing OODA Loop performance
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Scan others
Trigger on 
Hazards Scan the Future

Trigger YourSelf-
States

Trigger STOP

Trigger your 
Habits

Scan Close Calls

Scan around 
you



Navigating SELFTY in layman's terms
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We need a compass to navigate a ship. 

We need a compass to guide our morals. 

We need a compass to protect our Self.
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The Selfty Compass – Navigate your way through life

Trigger on 
Hazards

Trigger to STOP
YourSelf & Others

Trigger
YourSelf-States

Trigger your 
Habits

Scan 
Around You

Scan 
Close Calls

Scan 
Others

Scan the 
Future

SELFTY

Rushing, Frustration, Fatigue, 
Complacency,

Under the Influence

Reading the environment.
Reading the situation.

Recognising the Hazards.

Contact with hazardous energies: 
In the Line of Fire

Loss of balance / traction / grip
Exceeding physical capability

Recognize Hazards for others
Read States of others

Rule of 3: 3 states in play = STOP
Imminent Hazard situations

Replace unsafe habits with 
safe habits: 

Trigger – Action - Reward

What Hazard did I miss?
What State was I in?

What habit was active?

Anticipate: What could go wrong 
(Hazards & States)?

What could I do about it?
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As an adult, where was your 
worst/most memorable 
accident/injury?

The Slido app must be installed on every computer you’re presenting from
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Three reasons to change the safety paradigm:

People die at home not 
at work.

01
Selfty delivers in the 
moment a decision gets 
made.

02
The best safety cultures 
are built on people who 
genuinely look out for 
each other. 

03
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Two questions worth asking yourself:

Have you every received a call 
from an employee saying they 
won’t be coming in today?

01
When you leave work at the 
end of the day are you still 
concerned about safety?

02
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Let’s talk Selfty

One place to go:
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