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Module 6: Program Evaluation and Improvement 

Safety, like any organizational process, benefits from continuous improvement.  Continuous 

improvement is an ongoing effort to improve processes or programs.  It is not enough to simply evaluate 

hazards and write a program that sits on a shelf.  It is important to make sure a program works, and if 

any part of it doesn’t work, identify why it doesn’t work so it can be changed to something that does.  

OSHA’s Recommended Practices for Safety and Health Programs include Program Evaluation and 

Improvement as a core element in effectively managed workplace safety programs. 

Exercise: How do you know your safety program is working? Discuss in your groups and be prepared 
to report out to the class. 
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Quality Cycles 

W. Edwards Deming introduced the Deming Wheel, or Deming Cycle, as a method of systems 

improvement.  This is now commonly known as the Plan-Do-Check-Act cycle, although Deming is said to 

have preferred the word “study” instead of the word “check.”  (https://deming.org/) 

Many management systems, such as ISO 9001 (Quality Management Systems) ISO 14001 

(Environmental Management Systems), and FEMA’s Emergency Management Cycle are based on this 

Plan-Do-Check-Act cycle.  Similarly, ANSI Z-10 also follows this cycle.   

The “check” portion of the cycle ensures that the program is working as intended, and to identify 

changes that need to be made in order to move closer to meeting the goal of the program.  This 

becomes the continuous improvement cycle. 

https://deming.org/
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Key Performance Indicators 

A Key Performance Indicator (KPI) is a measurable value that demonstrates how effectively an 

organization achieves key business objectives.  Leading and/or lagging indicators can be used to 

measure safety objectives.   

Lagging indicators represent injuries and illnesses, or workplace exposures.  Employers may measure 

their annual Recordable Incident Rates (RIRs) or Lost Workday Case Incident Rates (LWCIR) and compare 

them to national averages for their industries.  Worker’s compensation claims and cost is another 

lagging indicator that can provide information on how well a safety program is working. 

Leading indicators, such as near miss reporting, percent of employees who have completed required 

safety training, or percent preventative maintenance completed also provide information on how well a 

safety program is working. 

Safety Assurance 

Federal agencies with responsibility for safety of the public, such as transportation, healthcare, and food 

safety, mandate Safety Management Systems, or SMS.  These systems have similarities to ANSI Z10 and 

OSHA’s Recommended Practices for Safety and Health Programs in that they require management 

commitment, risk analysis and controls (risk management), training, and a means to check the 

effectiveness of the program.  In Safety Management Systems this step is called Safety Assurance, and 

incorporates practices common to Quality Assurance.  Employers who wish to establish exemplary 

workplace safety programs 

can incorporate elements of 

Safety Assurance into their 

occupational health and 

safety programs to drive 

performance.  Organizations 

which have implemented 

Safety Assurance for other 

business practices may be 

able to adapt these tools for 

their occupational safety 

programs.   

Employers who have 

implemented systems such 

as Total Quality 

Management, Six Sigma, or 

LEAN can also use these 

methods to improve 

occupational health and 

safety programs. 
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Activity: Review the Federal Transit Administration (FTA) fact sheet on Safety Management Systems 
on the next two pages.  Discuss with your group the similarities and differences between FTA’s Safety 
Management System and the elements of OSHA’s Recommended Practices for Safety and Health 
Programs that we have discussed so far.  Are there any learnings from FTA’s Safety Management 
System that can improve your employee safety program?  Be prepared to share with the class. 
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Audits 

One tool in Safety Assurance that is taken from the field of Quality Assurance is the audit.  Audits are 

useful tools for evaluating the effectiveness of a management system, however, the ability to prepare 

and conduct an effective audit is a learned skill.  The American Society for Quality is a good source of 

information on auditing programs: 

http://asq.org/learn-about-quality/auditing/ 

ANSI/ISO 19011 Guidelines for Management System Auditing is another useful source of information on 

systems audits.  ANSI Z10, Appendix L, provides a framework for Occupational Safety and Health 

Program audits.  An effective audit is organized and designed to meet a specific goal.  Specific audit 

items that support that goal are then selected for evaluation in the audit.  Sources of objective evidence 

are then identified for review for each audit item.  These include: 

 Documents, such as written programs or procedures; 

 Records, which could include training records or records required by a specific health and safety 

program such as respirator fit tests or canceled confined space permits; 

 Interviews with employees, supervisors, program managers, or others who could provide input 

on how the program is working.  Individuals to be interviewed should be selected before the 

audit begins; 

 Observations such as a physical observation of the work environment or employees performing 

work. 

Each piece of evidence is reviewed to determine whether the criteria for the audit item is met.  

Terminology used in auditing could include words such as: 

 Acceptable/not acceptable; 

 Conformance/non-conformance; 

 Met/not me.t 

Auditors should be objective.  For example, it would not be appropriate for an auditor to audit a 

program that he/she managed.  Internal auditing departments or external consultants who have 

sufficient knowledge of the subject matter can provide a fresh and unbiased view. 

Once the audit is complete, it should be summarized in a report that can be distributed to management 

and involved parties. Terminology found in audits generally includes: 

 Finding: Results of an evaluation of collected evidence against audit criteria; 

 Observation: Statement of fact substantiated by objective evidence. 

Findings and observations can be positive or negative.  A positive finding or observation may be a best 

practice that can be shared with other organizations.  A negative finding or observation shows room for 

improvement.  Whenever room for improvement is identified during an audit, an action plan should be 

developed, given a due date, and assigned to a responsible person to implement.  Progress towards 

implementation should be tracked to completion.  Once complete the program should be updated and 

implemented as the next continuous improvement cycle begins. 

 

http://asq.org/learn-about-quality/auditing/
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Abatement Tracking  

Audits and program evaluations serve to identify areas of improvement.  If findings or corrective actions 

are identified, the organization must follow up with a plan to address findings and other deficiencies. 

It is helpful to develop an action plan, including an action item list, to track progress in identifying 

deficiencies and areas of improvement, similar to the action item tracking log discussed in Module 4.  

Interim controls may be necessary if corrective actions cannot be implemented in a timely manner, and 

must provide at least a level of protection equivalent to compliance with the standard.   

Employees should be involved in determining appropriate corrective actions, including interim controls.  

It is helpful to review progress on the action items list at safety committee meetings. 

Once work is complete on an action item, it can be closed with appropriate documentation. 


