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GLOSSARY  
Agency: 

Agency is the capacity for autonomous decision making and ability to make free choices, i.e. 
choices not constrained by other factors, and the capacity to act independently, (McAleenan C and 
McAleenan P,  in Opoku and Ahmed 2015).  

A key argument in this work is that the ethical and moral case for health and safety is stronger than 
either the business or legal cases and central to ethical thought and moral behaviour is that the 
moral person is responsible for their own thoughts and actions, hence agency. 

Competence: 

Competence is being capable of accepting, understanding and acting upon information. It is the 
ability to perform tasks using a mix of basic, generic and specific skills. 

The competent mind is continuous, (Dawkins 1993), that is it sees connections, develops solutions 
and it makes decisions. 

Competence is a unique journey from total dependency to independence. At the point of excellence 
the competent person is capable of becoming competent in different and wider areas, he is 
competent to become competent; i.e. able to continuously extend the boundaries of his knowledge 
and abilities. (McAleenan C and McAleenan  P 2009b). 

Critical Analysis: 

Critical thinking is the intellectually disciplined process of actively and skilfully conceptualising, 
applying, analysing, synthesising, and/or evaluating information gathered from, or generated by, 
observation, experience, reflection, reasoning, or communication, as a guide to belief and action. In 
its exemplary form, it is based on universal intellectual values that transcend subject matter 
divisions: clarity, accuracy, precision, consistency, relevance, sound evidence, good reasons, depth, 
breadth, and fairness, (National Council for Excellence in Critical Thinking, 1987). 

Critical Theory: 

In the literary use of the concept of critical theory it focuses on the development of knowledge and 
awareness via the interpretation of texts and symbolism to get to the core of their meaning.  In this 
respect it is related to but not identical with dialogical thinking. 

In the sociological sense and the sense primarily used in this work, it is oriented towards an 
understanding and critique of society with the purpose of bringing about change.  It is used in 
political philosophy, eg. the Frankfurt school of social theory and philosophy. 

In this work it brings together various disciplines of the social sciences to interpret and understand 
construction and construction work with view to bring about changes to the process that will meet 
the triple objectives of construction sustainability. 

Culture: 

In Project 1, Organisation Cultural Maturity Index, the concept is founded on two senses of the 
term,  
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1. A system of control measures unique to humans (Geertz 1972), and 

2. Man’s actions on his world/environment, (Freire 1970). 

It encompasses Man’s conscious and unconscious actions on (including unconscious mind 
underpinning his actions) statements about and interpretations of the world.  The concept 
recognises a cultural dialectic where by Man stands as the embodiment and maker of culture and 
morality (McAleenan P and McAleenan C 2013). 

This definition is used because it involves a deeper description and analysis of culture and thus 
more adequately describes and explains the complexity of human behaviour and social relations on 
site, and therefore accounts for additional factors contributing to health and safety successes and 
failures. 

Deconstruction (Derrida 1966): 

An appreciation that the major forms of knowledge are structured and are open to interpretations 
and multiple meanings which themselves are similarly open. 

Dialectics: 

Is the process or method of reasoning that views and aims to understand things holistically, their 
relationships and interconnections with other things in the world, the fluidity and change that is 
continually a part of its existence and an acceptance of the unity of it's opposing and contradictory 
aspects. It explores all aspects of things to achieve understanding that is the synthesis of these 
aspects, recognising that the synthesis in turn is part of the continuum of relationship, connection 
and change. 

Modern dialectics has its foundations in Hegel’s (in Russell 1996) system of logic that recognises 
the universal interconnectedness and mutability of things, though the materialist dialectic rejects 
the Hegelian notion of the Absolute Idea on the basis of thought being the product of human labour 
and the contradictory nature of thought having its origins in the contradictory nature of society. 

Dialogics: 

Has its origins as philosophical concept used by Bakhtin in his Literary Theory. It is a continuous 
conversation/dialogue where-in text, spoken word or thought is recognised as taking  place in the 
historical context of what went before and an anticipation of what will come after. Unlike 
dialectics, it doesn’t seek a resolution or a statement of meaning but a deeper understanding and an 
appreciation of the dialogic learning/action (Freire 1970). The learner interprets the world in the 
context of his experience of it and contrasts this with the “given” interpretation, the purpose is not 
to learn but to change the learner and induce the learner to become an active driver of his 
experiences rather than a passive participant or recipient of experiences. 

Heteronomy: 

Actions determined by internal and external constraints,  sometimes known as bounded choices or 
actions.  
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By the nature of social organisation, and the organisation of workplaces, decision making capacity 
is limited and unevenly distributed within hierarchical structures, with employees actions generally 
being subordinated to supervisor and management decisions. 

Leadership: 

Leadership is a self negating concept based on the premise that there exists an achievable objective 
to which others aspire, who voluntarily accept the role of and follow a leader and at the same time 
are free to achieve the objective independent of  leadership, (McAleenan C and McAleenan P 
2014a, 2015a). 

This definition emerges from the determination that the ethical Being must of necessity have 
autonomy of decision making and action, and that any compulsion to “follow” is a negation of 
agency and a negation of leadership, (Fromm cited in Freire 1970). 

This definition is used to distinguish other definitions that are descriptions of management and 
supervisory roles. 

Maturity: 

Appreciation of one’s own integrity as a competent person, leading to Agency, and an appreciation 
of others as competent persons, leading to empathy and social altruism, (McAleenan C and 
McAleenan P, 2009a). 

The maturity model encompasses both individual and group, including company maturity. 

Triple objectives of construction sustainability: 

The long term sustainability of a construction business is based on its ability to meet the needs of  

1. the business (owners and shareholders), 
2. the employee, and 
3. the community that is served by the business.  

Praxis 

The process of translating thought into practice and reflecting on the actions taken to clarify and 
modify the thought, thus in turn modifying the action.  It is the process of analytical thought and 
engagement in active praxis that, according to Arendt (1958) makes us uniquely human.   

Problematisation 

A process where-by those reflecting on a situation, event or other circumstance including 
knowledge, are invited to consider the circumstance etc. as a challenge with the purpose of 
transforming them. It is a critical thinking method of defamiliarisation or demythicisation that 
rejects the taking of common knowledge for granted and opens the way for reflection, new 
viewpoints  and ultimately to bring about change. 

Risk 

Risk is likelihood of a hazardous event occurring and the likely consequence of that event.  It is a 
subjective measure of the possibility of harm being realised and is used where there is the absence 
of certainty. 
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Risk Assessment 

A process by which workplace hazards are clearly identified, along with the likelihood of them 
occurring and the severity of any resultant injuries. 

Risk Management  

Risk Management is a formal system for managing health and safety in the workplace. It is 
designed for increasing operational effectiveness and reducing the potential for loss or harm and 
increasing the probability of a successful outcome. 
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ABSTRACT  
Improvements to construction health and safety were driven by primary legislation promulgated in 
the 1970s and by subsequent regulations, codes and official guidance. In parallel social psychology, 
management and  leadership theories were developing practical means for achieving health and 
safety objectives and reducing accidents and incidents of ill health. Despite the notable 
improvements that were achieved  in countries with strong legislatives bases, the reduction in the 
rate of accidents has been significant but at the same time substantially falling short of providing 
safe and healthy workplaces. Construction sites remain places of high hazard and high risk 
activities for workers. 

Acknowledging the gains made by the compliance approach whilst challenging the underpinning 
assumptions on the causes of accidents and ill health, a critical theory methodology was developed 
to explore different perceptions and arrive at a new understanding of workplace culture within 
which safe practices take place.  The purpose was to determine the degree of cultural maturity 
within and readiness of companies for the attainment of preventative workplace safety cultures, and 
this was achieved through the development of two projects, 1) the development of a cultural 
maturity index and 2) the development of an ethics reasoning pedagogy for construction 
professionals. 

Utilising a set of criteria deemed necessary for achieving success and sustainability the first project 
is a metric based on behavioural objectives and rational planning was designed and developed to 
ascertain the intangibles that would be indicative of a company’s culture. This was field tested and 
substantial revisions made to the original criteria resulting in a shift of focus from Corporate Social 
Responsibility, innovation and resourcefulness to moral agency, ethics reasoning and leadership, all 
of which were subject to critical evaluation and redefining on a priori principles. 

The resulting model, Organisation Cultural Maturing Index, is designed to develop a greater 
understanding of the social relationships that underpin workplace cultures and explain the many 
factors that come into play when health and safety programmes and practices are developed and 
implemented on construction sites. The model allows for the development of and flexibility in 
company and site specific approaches to achieving safe outcomes through respect for autonomous 
thought and support for collective action by all workplace employees. The model distinguished 
between concepts of leadership that are associated with managing operations and originates a new 
concept of leadership which initiates and supports agency and advocates a restructuring of 
workplace relationships in order to achieve safe, healthy and sustainable construction projects and 
contributes to a humanising ethos in work relationships.   

The second project is the development of under-graduate and post-graduate modules on ethics 
reasoning designed to facilitate moral agency through the development of critical thinking and 
reasoning skills and fill a gap in construction professional education. It integrates with the OCMI 
model through the provision of under-graduate and post-graduate programmes of study which 
develop the ethics reasoning skills of construction professionals facilitating their abilities to make 
design and operational judgements based on human and societal benefit. This project further 
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integrates with the ethics standards required by Joint Board of Moderators and Engineering Council 
in respect of professionalism, and professional code of ethics such as the RICS’s. 

The review will further identify from both projects those elements of innovation and originality in 
the methodology adopted and applied to occupational health and safety and the insights and 
perspectives arrived at as a consequence. 
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CHAPTER 1. INTRODUCTION 
1.1 Aims of the review 

In the period from the late 1990s to the present the author has been involved with the development 
of a number of initiatives in the sphere of occupational health and safety (OSH) in the construction 
industry, some of which have gained international and industry recognition as being innovative 
preventative practice. This review is concerned with two of those initiatives;  

1. Project 1 is the development of a model and a diagnostic tool for determining and indexing 
workplace cultural maturity, the Organisation Cultural Maturity Index (OCMI), and 

2. Project 2 is the development and implementation of an ethics reasoning pedagogy for 
undergraduate and post  graduate construction professionals. 

With respect to the OCMI model and tool this review aims to critically evaluate; 

1. the methodology adopted for the determination of the key criteria in the cultural maturity 
model, and 

2. the methodology the diagnostic tool uses to determine the maturity of workplace cultural 
phenomena, with a view to determining the implications for the construction industry. 

With regard to the ethics reasoning pedagogy this review aims to evaluate; 

1. the appropriateness and effectiveness of an ethics reasoning pedagogy in facilitating the 
ethical decision making capacity of construction professionals, and 

2. the potential for ethics reasoning in integrating with cross cultural ethical codes. 

The review will further identify from both projects those elements of innovation and originality in 
the methodology adopted and applied to occupational health and safety and the insights and 
perspectives arrived at as a consequence. 

1.2 Structure of the review   

This section identifies the main outputs from two projects, the development of an organisation 
cultural maturity index (OCMI) and the development and implementation of an Ethics Reasoning 
pedagogy for construction students, and summarises the elements of originality which will be 
elaborated on in subsequent chapters. 

The projects will be described in the context of the development of OSH, primarily with reference 
to the UK but also appropriately referencing international initiatives and developments. The current 
state of OSH in construction will be outlined from which the motivations for the projects will be 
identified. 

Chapter 2 outlines the background to the projects and the currents state of OSH in construction  

Chapter 3 outlines the methodology adopted to develop and refine the projects and use in their 
implementation. It describes the original use this methodology to OSH in construction and the 
advantages and insights gained as a result. 
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Chapter 4 focusses on the cultural maturity model and index, defining core concepts, the 
methodology for assessing these in the construction company and the metrics used for indexing 
cultural maturity. The chapter further describes how the cultural maturity tool contributes to a 
different and original understanding of “safety culture” and the consequences for safety and health 
of adopting this perspective as well as the consequences for the social relations on sites. This 
chapter describes the adoption and adaption of a model from educational practice to workplace 
culture analysis and planning. 

Chapter 5 outlines the theory of ethics reasoning derived from educational psychology and applies 
it to ethical and moral decision making by construction professionals.  It details the outworking 
from moral philosophy in the decision making process in the industry and, following on from this, 
the development of ethics reasoning programmes for inclusion in undergraduate and postgraduate 
courses of study in engineering are described and evaluated. 

Chapter 6 outlines the relationship between the projects and components of the projects, putting 
into context the motivation and rationale for the continual development of the key concepts of 
Agency and Leadership in original ways. 

Chapter 7 abstracts, describes and evaluates the originalities emerging from both projects, 
describing the contribution to engineering and construction knowledge and practice. 

Chapter 8 summarises the projects and outlines the ongoing research and developmental 
requirements, including the future use and development of the cultural maturity model and the 
rationale for ethics reasoning as a core model in construction professional and vocational 
education. 

1.3 Projects’ Outputs   

1.3.1 Project 1, Organisation Cultural Maturity Index (OCMI) 
This project has resulted in the following outputs; 

1. A diagnostic tool for evaluating and indexing organisational cultural maturity in 
construction companies and projects based on a definition derived from a cross disciplinary 
analysis that recognises its dialectic and continually evolving manifestations of cultural 
phenomenon. 

2. An OCMI baseline report, and example of which is included in appendix 3. 
3. Chapters 3, 4, 8 and 16 in McAleenan C and Oloke D (Eds) (2015) “ICE Manual of Health 

and Safety in Construction”. London: Thomas Telford Ltd 2015. 
4. Chapter 3 in Opoku A and Ahmed V (Eds) Leadership and sustainability in the built 

environment. Spon Research, Rutledge, Abingdon, Oxon 2015  
5. Chapter accepted for Haugbølle, K. & Boyd, D. (Eds) (publication date 2016) International 

collection of papers on clients and users in construction. CIB Working Commission W118 
on Clients and Users in Construction, Taylor and Francis. 

6. The author organised and presented a number of workshops on cultural maturity and 
leadership at the Canadian Society of Safety Engineers professional development 
conferences, 2012 - 2014. 
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7. Six papers peer reviewed and presented to CIB and World Congress on Health and Safety, 
(McAleenan C and McAleenan P, 2008a; McAleenan P and McAleenan C, 2008b; 
McAleenan C and McAleenan P, 2011a; McAleenan C and McAleenan P, 2011b; 
McAleenan C and McAleenan P, ,2014a; McAleenan P and McAleenan C, 2014b; 
McAleenan P and McAleenan C, 2015) 

1.3.2 Project 2, Ethics Reasoning pedagogy 
The key outputs from the ethics reasoning project are modules designed and prepared for degree 
courses for construction professionals.  These modules are designed to be stand-alone modules or 
integrated into existing modules on a variety of courses on the basis that as a core skill ethics 
reasoning readily integrates with degree courses requiring only a variation in the case studies used 
to make them course specific. 

1. Undergraduate module on Ethics Reasoning integrated into the Construction Business 
Management module for Quantity Surveyors, (it has now been running for five consecutive 
years for Quantity Surveyors at Ulster University). 

2. Undergraduate module on Ethics Reasoning into the engineering course at Ulster University. 
3. Ethics reasoning integrated into several modules of the masters degree course in Safety 

Engineering and Disaster Management, Ulster University. 

4. Annual lecture on safety responsibility and ethics for postgraduate safety engineering, East 
Carolina University, (the lecture with updates has been delivered over the past three years). 

5. Chapter 23 in Hill, D (Ed) (2014) “Construction Safety Management and Engineering” 
American Society of Safety Engineers. Des Plaines, Il, 2014 

6.  Five peer reviewed papers presented to CIB. (McAleenan C and McAleenan P, 2009b; 
McAleenan P and McAleenan C, 2011c; McAleenan C and McAleenan P, 2012; McAleenan 
P and McAleenan C, 2013a; McAleenan C et al. 2013)  

1.4 Context of the development of the portfolio 

Historically the portfolio presented here emerged from the work of the author’s business 
consultancy which had its focus on occupational safety and health.  The consultancy was formed as 
a partnership between the author and Ciaran McAleenan, co-author of a number of the papers 
submitted in the portfolio of evidence. 

From the outset the author and colleague brought different academic and industry experiences, with 
McAleenan C contributing the engineering and construction expertise and the author the legal, 
philosophical and pedagogical expertise. This was the basis of the consultancy's unique selling 
point, which allowed for the development of original and innovative perspectives on OSH and 
services to clients. 

The business of the consultancy was initially structured to identify, respond to and meet the needs 
of clients in the most appropriate way using methods and technologies then common in the OSH 
profession in effective ways.  In the process, shortcomings in the common practice were identified 
through a critical analysis of those practices and underpinning ideologies and a new model for 
implementing OSH through reintegration of the concept with work competences and the Operation 
Analysis and Control (OAC) model was developed (see Chapter 2.1.3). 
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Critical Theory developed new interpretations and meanings to Risk Management which formed 
the  foundation of OAC, the major input to the model being from the quality and engineering 
perspectives. The author’s contribution to this development and to the published work (in Appendix 
1) from 1998 to 2006 was in respect of the underpinning interpretation and philosophy. 

Having established OAC as a viable and effective means of assessing and managing work activities 
in a safe manner, the issue of analysing worker competence assumed an important position in 
ensuring the effectiveness of the OAC model and the author’s pedagogical and humanities 
background contributed significantly to this phase of the work of the consultancy, which is 
reflected in the portfolio. In developing a progressive model for competence, Critical Theory was 
effective in both analysing and transforming it's meaning, and led to the development of a 
perspective where-in agency was central to competence. Work on competence contributed 
significantly to the development of OCMI with the author taking the lead in the analysis and 
development of OCMI as a diagnostic tool and the preparation and presentation of the (listed) 
papers from 2007 to the present (with the exception of the papers on Hydraulic Fracturing by 
McAleenan C et al. 2013 and 2015 where the author’s input was equivalent to that of all the 
contributors). 

The projects described below thus emerged in response to the needs of clients and as a result of the 
unique mix of knowledge, experiences and expertise of the principals of the business.The 
preparation and development of this Review and the accompanying portfolio of evidence has 
provided the author not only with the opportunity to critically reflect on what has been achieved 
but will also contribute to the future development as a result of the performative nature of the 
review. 

1.5 Impact on academia and industry and the author’s contribution 

The two projects followed a multi-strand development and at each stage was introduced by the 
author to both academia and the industry through conference proceedings, industry publications, 
training and workshops and direct work with industry clients. 

In 2009 the author introduced OCMI to the safety profession in Canada (McAleenan C and 
McAleenan P 2009a) and subsequently through a series of workshops that covered the principles 
and applications of OCMI with a number of different participants who were seeking further details. 
In 2010 the author’s work was submitted to clients in Canada for their consideration and in 2011 
the author was introduced to a number of their clients to discuss the application of OCMI to their 
industry (oil and gas primarily). In 2014 the author led a half-day workshop of over 100 
participants on the subject of leadership, agency and cultural maturity. In 2015 the Canadian impact 
culminated in a project to introduce the principles of OAC and OCMI to young people and school 
leavers in all the High Schools of Yellowknife; a project which the author carried out in May 2015 
and followed up with the production of a short leaflet on the OSH rights of schools leavers and 
young workers for distribution to students and teachers in the Northwest Territory, Canada. The 
project was organised by the OSH regulator, (WSCC) and the Education District of Yellowknife 
with the objective of supporting the new NWT OSH regulatory requirements to the schools. 
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Taylor and Francis publishers have commissioned the author to write a chapter on ethical agency 
for their forthcoming book aimed at construction Clients (Haugbølle and Boyd  2016). 

The central concepts of OCMI, its principles and application to practice have been introduced to 
the industry by the author via a number of significant publications including two editions of the 
ICE manual of health and safety (McAleenan and Oloke 2010 and 2015), and the ASSE’s 
Construction safety and engineering book, (Hill 2014), as well as in a recent SPON research 
publication on leadership and sustainability, (Opoku and Ahmed 2015). 

In academia, programmes and modules encompassing ethics reasoning, ethics and workplace 
culture have been developed and delivered to undergraduate and post graduate students in Ulster 
and East Carolina universities on a regular basis since 2011. A forthcoming (2016/2017) masters 
course in Safety Engineering and Disaster Management at Ulster University has integrated the 
elements of the author’s ethics reasoning in OSH modules throughout the course. Following the 
author’s presentation of a deconstruction of risk management (McAleenan P and McAleenan C  
2015b) at the CIB W099 conference in Belfast (September 2015) the author was invited to, and 
presented a lecture on the topic to undergraduate safety engineers at Glasgow Caledonian 
University, (November 2015). 

As the ethics reasoning project has developed since 2009, its out-workings have been presented to 
the CIB and CIB W099 conferences in Australia (2009, 2013), Singapore (2012), America (2011), 
Sweden (2014) and the UK (2015) and the author has agreed to requests from researchers and 
lecturers from various universities to use the materials to deliver programmes to their students and, 
where those researchers have a consultancy, to present to their clients. A recent keynote address by 
Ayers (2015), (with whom the author has had an association since 2001) to the CIB W099 
conference in Belfast covered issues on OSH ethics that were reflective of elements of the OCMI 
analysis and indicated that this new thinking is taking root in the Australian construction industry. 

The process of developing and testing involved companies working in the power generation sector, 
construction and the oil and gas extraction industries. Adapting the context within which 
assessments were conducted did not require modifying the fundamental principles underpinning 
OCMI nor the criteria being assessed, thus demonstrating the adaptability and utility of the model 
to other industries and work sectors beyond construction. 

The Ethics Reasoning project similarly is adaptable to other disciplines, requiring only that the case 
studies be made specific to the discipline being undertaken by the student.  The ethics theories 
remain unchanged and the reasoning skills  are universal. 

OCMI has been fully integrated into the author’s advisory services and training programmes and 
delivered to clients throughout the UK and further afield. 

1.6 Originality, a summary 

1.6.1 Critical Theory 
The projects in their entirety have adopted and applied Critical Theory to OSH in order to 
reintegrate OSH with professional and vocational skills and to comprehend the issues that appear to 
raise barriers to this integration. Critical Theory brings the social sciences and humanities to bear 
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on the structures, events and systems so as to critically reflect on and assess culture and society; a 
process that is sometimes known as praxis, and to bring about the conditions for change. This 
multi-disciplinary approach facilitates the contextualisation and interpretation of workplace culture 
and agency. 

1.6.2 Expanding the definition of culture 
Understandings of workplace culture, derived from the works of Hofstede (2015), Cooper (2000, 
2010, 2015), Schein (1995, 1996, 1997, 2013), etc. are narrow and functional interpretations.  
Cultural theories espoused by Geertz (1973), Freire (1973) and Gajendran et al. (2012) permits a 
different perspective which allows of the dialectical interconnectivity of Man and culture.  When 
viewed from this perspective safety culture dissolved into workplace culture which itself dissolves 
into culture per se. The Freirean (1973) theory of conscientização acknowledges the subjugation of 
Man as worker to the extrinsic requirements of work and from a pedagogical perspective facilitates 
a developing awareness of this situation with the explicit function of bringing about transformation 
and humanisation. The projects developed a performative interpretation of workplace culture that 
was concerned with the creators of culture being the master and recipient of cultural change. 

1.6.3 Re-interpreting the concept of Leadership 
In transforming interpretations and thus understandings of workplace culture and agency, the 
concept of leadership was reexamined and which, as safety leadership, has entered mainstream 
safety discourse and is closely aligned with safety culture concepts and current OSH thinking. The 
project thus drew on linguistics, particularly the work of Wittgenstein (1922, 1949), in order to 
develop meaning, and deconstruction to achieve understandings of the meanings and the values 
that emerge in the contradictions between different perspectives, different uses of the concepts of 
leadership. From this a new concept, a new interpretation of leadership was developed in which it 
could only exist in an exact form as a facilitator of agency and the human ontological project of 
humanisation, (Fromm 1947, 1961, Freire 1973). This interpretation resolves a number of 
difficulties with the standard views of leadership, particularly the dilemma on what makes a good 
leader (Eacott 2013, 2014). 

1.6.4 Development of a diagnostic tool and metric 
The project adopted and adapted a pre-existing tool of the author’s that was being used to measure 
abstract and intrinsic benefits of projects designed to enhance human welfare, e.g. improved quality 
of life, (see Chapter 4.3). This tool was modelled on the educational principle of Rational 
Curriculum Planning by Behavioural Objectives (RCPBO) and had a strong behaviourist element 
to it. This was modified to test its efficacy in measuring cultural maturity in construction 
companies, and through testing further modifications were introduced bringing it to stage where 
agreed interpretations of cultural phenomena on constructions sites could be measured and scored 
against a (potentially) universal standard of cultural maturity. 

1.6.5 The development of an Ethics Reasoning Pedagogy 
The development of the moral case for safety into programmes of ethics reasoning which transcend 
the conventional rules of moral behaviour and makes the case for universal respect of and equal 
consideration for all (stakeholders).  This led to the development of a number of modules on ethics 
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reasoning that have been incorporated into undergraduate and postgraduate engineering and 
surveyor degree courses. 

Coupled with this is the application of Žižek’s (2012) ethics/morals and integration with Fromm 
(1947, 1961) and Freire’s (1973) “humanisation” theories, leading to the concept that “agency” is 
critical to OSH decision making and action. 

(This summary is developed further in Chapter 6 which deals with the development of the Ethics 
Reasoning pedagogy and courses) 

1.6.6 OSH as a humanising factor in the construction industry 
Both projects combine in a new theory of OSH that places the well-being of the worker at the heart 
of safety and health considerations in the context of meeting both his fundamental needs and his 
higher level needs for self-actualisation (Maslow 1943). In advancing a perspective of culture that 
incorporates what it means to be an ethical agent, OSH plays a performative function in 
humanising the workplace and according the worker a respect for his dignity and equity in 
treatment. 
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CHAPTER 2,  PROJECTS’ BACKGROUND AND CURRENT STATE OF 
CONSTRUCTION OSH 

2.1.1. Historical development of OSH 
The historical development of health and safety at work (occupational safety and health (OSH)) is 
often a description of the significant events after accidents at work and the statutes that emerged 
from them in the drive to create safer and healthier workplaces, (HSE 2014b). Internationally a 
similar history of regulatory development occurred, notably following the 1971 Seveso disaster in 
Italy when an industrial explosion exposed the population of Seveso and environs to 
tetrachlorodibenzo-p-dioxin (TCDD). This incident led to the EU directive on industrial safety 
currently known as the Seveso III Directive , from which member countries develop national 1

statutes and regulations to comply.  2

Problems with OSH were identified as those associated with management practices, worker 
behaviour and the contradictions between the demands of production and profits and the workers 
need for employment.  

The statutes and regulations gave rise to a number of occupational safety and health  theories and 
models for the implementation of safe practices, most notably Risk Assessment and Risk 
Management, a now internationally adopted approach to OSH.  Statutory regulatory bodies were 
established and empowered with the passing of primary OSH legislation  whose tasks were to 3

assure the implementation of safe and healthy/healthful working conditions (OSHA 2015). The 
legislative approach to OSH proved successful with accidents and accident rates falling relatively 
consistently since the 1970s (HSC 2003b). 

In 2005, five years after the Revitalising Health and Safety Strategy statement (HSC 2000) the 
HSE commissioned a report on the progress in achieving the governments national targets for 
improving workplace health and safety to demonstrate the efficacy of the regulatory approach. 
Analysing RIDDOR data between 1986 - 2004, Davies and Jones (2005) found a general 
downward trend in over 3-day injury (FTE) rates for men and an upward trend in 3-day injury until 
1994 followed by a subsequent fall for women. In regard to major injuries , despite a downward 4

trend for both men and women until 2000, the trend since has been upwards. 

Correlating these figures with the business cycle it was noted that as the economy  improved a 1% 
increase in GDP above trend was associated with a 1.4% increase in the (FTE) rate of major 
accidents, equating to an increase in the rate of major accidents during a boom period of 11-12% 
compared to rates in a recession. To Davies and Jones (2005) the explanation suggested two main 
mechanisms;  

 This replaced the Seveso II Directive in June 20151

 In the UK the regulatory response is the Control of Major Accident Hazards (COMAH) Regulations 2015. 2

These supersede the COMAH Regulations 1999 and came into force on the same date as Seveso III Directive

  e.g. The Health and Safety Executive (HSE) in the UK in 1975 and the Occupational Safety and Health 3

Administration (OSHA) in the USA in 1970

 These are now called “specified injuries” and are listed in the RIDDOR 2013 regulations in GB.4
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1. accident rates increase with hiring new workers (who, it was suggested, are much more at 
risk of injury), and  

2.  increased worker effort (e.g. overtime working) will see accidents increase (Davies and 
Jones 2005). 

It is not necessary that either of these mechanisms should follow from an economic upturn. The 
employer obligations in common law is to employ competent workers, or train workers up to 
competence before setting them to work. In meeting these requirements the hiring of new workers 
should not lead to an increase in accidents; these are the result of a failure of good employment 
practices. In respect of the latter, increased worker effort leads to accidents when it results in 
workers having insufficient rest/recovery time, leading to tiredness and exhaustion and thus to 
reduced concentration and physical capacity, and thus to accidents, (Schlagbauer and  Heck, 2014). 
In the economic downturn post 2008, ISSA (2010) found an increase in psychosocial ill health 
attributed in part to an increase in job insecurities. 

International efforts were in motion in the early 2000s to reintegrate safety and health competences 
into vocational and professional education with colleges and universities being urged to be 
exemplars of OSH practice (ISSA 2003). The CDM 2015 Regulations in GB return responsibility 
for professional compliance on OSH to the respective professional bodies and in NI OSH is being 
integrated into under-graduate programmes at the Ulster University, where previously it had been 
intermittently provided as a stand-alone adjunct to different construction programmes. 

2.1.2 Accident rates and OSH in the construction sector 
Of the 20 year period from 1995 - 2015 the rate of fatal injuries to workers in GB has steadily 
declined from 1.2 deaths per 100,000 employees to 0.46, though the HSE (2015b) acknowledge 
that the trend since 2008 is less clear. In absolute terms this represents a fall from 350 deaths in 
1995/96 to 142 in 2014/15.  However in 2014/15 there were also 102 members of the public who 
were fatally injured in accidents connected to work, (HSE 2015b). 

Between 1974 and 2014 fatal injuries have fallen by 87% and, to 2012, non-fatal by 97%, and the 
rate falling from 2.9 per 100,000 employees to 0.5 per 100,000. In the same period the number of 
(reported) non-fatal injuries fell from 336,701 to 77,310.  HSE (2014c) research further suggests 1

that approximately half of the reduction is due to changing employment patterns and occupations. 
Deaths from asbestos exposure is ten times that of 1974, mainly due to exposure to asbestos in the 
period prior to 1980. Work related stress and related conditions have risen during the 1990s, 
possibly as much the result of increasing awareness of the condition as to changing  attitudes 
towards reporting. 

The sharpest decrease in the fatality rate occurred between 1974 and 1997 with a reasonably level 
annual rate of accidents until 2008 when it dropped over a two year period to 2009/10 and 
remaining level since, (HSE 2014d). Construction, with 5% of the employees in GB accounts for 
31% of the fatal injuries and 10% of the reported major injuries, (HSE 2014e), making it the 
highest risk industry in GB. 

 This doesn’t represent all non-fatal accidents as not all statutorily reportable incidents and accidents are 1

actually reported.
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Notwithstanding issues of non-compliance, researchers sought alternative explanations for why 
accident prevention had not been achieved by regulatory compliance. Recognising that the problem 
may lie in behaviours at work, social psychologists since the 1980s, notably Geller (1998, 2000) 
and Cooper (2000, 2010), sought a behavioural analysis to unsafe practices and developed models 
for behaviour modification and control that have, like risk assessment and management, become 
internationally recognised and adopted by some of the statutory safety bodies, (HSA 2013, 
Flemming and Lardner 2002) and large corporations (Cooper 2015). 

2.1.3 An innovative approach to managing safety and health 
In parallel with these developments on behaviour based safety, the author co-developed the 
Operation Analysis and Control (OAC) (McAleenan C and McAleenan P 2001) model for OSH 
that incorporates the concept of integrated competencies that is also the foundation of the Québec 
protocols (ISSA 2003) and which advocates a holistic approach to the dynamic  management of 
work activities that is focussed on the elimination of or control of hazards rather than on risk 
management, (McAleenan C and McAleenan P 2001, McAleenan P and McAleenan C 2002). This 
approach was recognised as being internationally excellent in terms of originality, significance and 
rigour by the International Social Security Association (ISSA) and was awarded the IMHOTEP 
prize for good innovative preventative practice by the ISSA’s construction section in 2006. 

Safety and the levelling off of safety improvements generally were the initiating points for the 
development of OAC; new ways were necessary to further reduce the accidents and injuries that 
were continuing across all industries, not least construction which remains hazardous and a cause 
for concern, (HSE 2014a, 2014c).   1

With the development of OAC and its implementation (in full and in part) in a number of 
companies the question arose as to its efficacy in achieving the objectives it was designed to meet, 
namely the improvement of workplace practices to achieve the safe outworking of work tasks. 

OAC resulted from the analysis of the limitations imposed by the language of Risk Management 
and the practices it prescribed. The central concept was control and what was necessary to the 
process of control of work activities on construction sites. It went not just to the core of risk 
management or even of OSH management, but to the core of human awareness, understanding and 
perception of work and the management of work activities, project outcomes and responsibility.  It 
was not the negation of Risk Management but the negation of risk based approaches to work 
activities and project outcomes. If the operators were fully au fait with the requirements of the task, 
competent to achieve them and had the necessary resources to do so, then considerations of “risk” 
would be immaterial as all the elements necessary for control of the work operation would be in 
place. 

OAC thus focussed not on the improving or reduction of accident statistics and the reduction of 
injuries, but on the development of new approaches to work and the control of work activities in 
such a way that accidents were prevented. This was occurring in parallel with efforts by the 

 In 2012/13, 39 construction workers and 5 members of the pubic lost their lives and an estimate of over 100 1

times as many deaths from work related ill health and disease, (HSE 2014a)
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International Labour Organisation (ILO)  and the International Social Security Association  to 1 2

create a preventive culture in workplaces. In 2003 the Global Strategy of Occupational Safety and 
Health was adopted with a fundamental pillar being the building and maintenance of a national 
preventative safety and health culture, (ILO 2013). The 2006 award of the ISSA’s Imhotep 
Innovation Prize demonstrated that the OAC approach was at the leading edge of global OHS 
preventative thinking and practices. 

The next task at this stage was to develop a means of determining the efficacy of OAC to achieve 
the objective of prevention. Though designed to integrate with existing management systems  3

auditing of the system merely measured compliance with policy and procedure. OAC was a new 
paradigm and thus required a paradigmatically different assessment and analysis tool that would be 
capable of identifying and assessing the core criteria associated with workplace safety culture. This 
was the Organisation Cultural Maturity Index, OCMI. 

2.1.4 Development of an Organisation Cultural Maturity Index 
With the development and promotion of the concept of a preventative culture in health and safety 
by the ILO and the rise in efforts by the safety professions to implement a safety culture in 
workplaces there was a natural focus on understanding culture itself and how it manifested itself in 
the workplace.   

Culture, being qualitative, is not amenable to quantitive measuring tools and the popular tools that 
are available assess people’s perceptions on safety at a given moment in time, (e.g. Work Cover 
NSW, n.d.). It was proving difficult for practitioners to gauge the extent or otherwise of safety 
culture other than by the use of questionnaires given to employees whose responses were at best 
subjective viewpoints on the day of the interview that was couched in language itself subjective. 
These surveys were often regarded as safety climate surveys, i.e., measurements of workers 
perceptions on the importance of safety in their organisation, (Mearns et al. 2003), and are regarded 
as local and more susceptible to transition than safety culture, regarded as the ideas and belief that 
underpin how safety is managed. 

An existing model (described in Chapter 4.3) that the author had developed for measuring the non-
monetary costs and benefits of a project was achieving positive results in determining the 
intangible benefits that projects had on, for example, the quality of life of the target beneficiaries in 
the youth and community sector. Measuring such intangibles had proved problematic as the 
responses to questions on quality were often subjective and similar changes experienced by 
different project members would elicit different responses as to the benefits experienced or gained. 
The problem had been addressed and critically evaluated in the education sector which had sought 
to develop curricula that would benefit pupils at an intrinsic level which was not apparent from 
examination results, (MacDonald-Ross 1973). The solution was encapsulated in the concept of 
Rational Curriculum Planning by Behavioural Objectives (RCPBO) (Bloom in Stenhouse 1971) 

  The ILO was founded in 1918 on the principles of universal peace with justice and on the principle that 1

hardship, injustice and privation in work imperilled world peace.

  The ISSA was founded in 1927 under the auspices of the ILO.2

 For example BS:OHSAS 18001 and the ILO’s Occupational Safety and Health Management Systems 3

(OSHMS).
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wherein intrinsic benefits would be determined by the changes in behaviour of those who passed 
through the programme and an analysis of the meanings of these changes.  

Utilising these principles the project, named Organisation Cultural Maturity Index (OCMI), in its 
first iteration sought to identify key areas associated with a positive workplace safety culture and 
the indicators that would objectively determine where a construction project, and the associated 
companies were on a cultural maturity scale and how change could be measured over time.  The 
task was not simply to measure the numbers of accidents and the reduction in that number or the 
rate at which they were occurring, but to consider a range of other factors that were contributory to 
safety performance.  Four key criteria were identified and a set of ten core capabilities within these 
criteria that would form the targets for measurement. 

This approach, being influenced by educational behavioural theory was initially akin to the  
Behaviour Based Safety (BBS) theories of Cooper (2000, 2010), Geller (1998, 2000) and others, 
went a step further, particularly as the project developed, and, following Geertz (1973) integrated 
behavioural change with the wider cultural milieu in which they take place and are to be 
understood. 

Further details of the methodology and developments of OCMI are covered in Chapters 3 and 4. 

2.1.5. OCMI - Ethics and Leadership 
The testing and further development of this tool has produced several iterations and raised 
questions concerning a number of the underpinning concepts, particularly ethics and morality in 
construction and the assumptions underpinning the discourse of safety leadership, which is 
considered central to the role of senior management and the boards of companies.   

The process of effectively addressing the issue of leadership made necessary the development of an 
additional element of research in the project in order to produce a sound theoretical foundation for 
the reintegration of the concept into the OCMI project. The issues emerging from ethics and morals 
led to the development of a distinctly separate project that to date has produced a number of 
undergraduate and postgraduate modules and units delivered in NI and the USA (Chapter 5, An 
Ethics Reasoning Pedagogy). 

The research methodology also evolved as a result of both the practice of conducting the initial 
testing of OCMI and the subsequent analysis of its outcomes, moving as it did from solely a 
deconstructionist exercise to a multi-disciplinary approach that utilised a variety of theories to 
better comprehend workplace culture in the industry. It illustrated that Corporate Social 
Responsibility (CSR), as a central ethical and moral issue in the industry was problematic and that 
solutions to those problems may lie in what construction professionals understood of their role and 
their responsibilities for facilitating an ethical profession and industry. This laid the foundation for 
the ethics reasoning pedagogy.  

2.1.6 Chronology of what is being presented, OAC to OCMI  
The two projects described in this review thus emerged from and are part of ongoing initiatives and 
developments in health and safety conducted by the author and collaborators. The following 
chronology puts OCMI and the ethics reasoning project into context. 
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• 1996 - OAC developed 
• 1997 - OAC introduced to a NI Government agency 
• 1996 - 1999 - “Towards Zero” incorporated into confined spaces safety management 
• 2001 - OAC earliest iteration presented to ISSA, Paris  

• 2002 - The concept that “We have the intellectual and technological capacity to prevent 
accidents”  is developed and published,  

• 2005 - OAC awarded  ISSA Construction section IMHOTEP prize for good innovative 
preventative practice 

• 2005 - Client awarded Zurich safety prize for implementation of OAC 

• 2010 - OCMI is presented to CSSE in Calgary 
• 2010 - Ethics Reasoning module developed for undergraduate Quantity Surveyors 
• 2010 - Praxis introduced to UK engineers - ICE Manual of Health and Safety in 

Construction (McAleenan and Oloke 2010, 2015). 

• 2010 - OCMI 1st iteration tested in UK  
• 2011 - OCMI evaluated in Canada  
• 2011 - Safety ethics discussions with teaching staff at ECU (planned lecture to engineering 

students was cancelled due to a hurricane) 

• 2011 - 1st annual presentation to East Carolina University Masters in Safety Engineering 
students on safety prevention and culture 

• 2012 - CSR and ER seminar to MSc students at UU (half day seminar, annual presentation) 
• 2012 - Praxis introduced to Managing Safety in Construction, Nuclear New-build, IOSH 

certificated course and book (Maharaj et al. 2012) 
• 20134 - Praxis introduced to American construction industry professionals, ASSE handbook 

on Construction Health and Safety (Hill 2014) 
• 2014 - Theory on leadership presented to CIB W099, Lund and CSSE, Calgary 
• 2014 - Ethics Reasoning presented to Engineering undergraduates at UU 

• 2015 - Theory on leadership published in McAleenan and Oloke (2015) , and Opoku and 
Ahmed (2015). 

• 2015 - Ethics reasoning incorporated into a new Masters Degree in Safety Engineering and 
Disaster Management, Ulster University  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CHAPTER 3. METHODOLOGY, A CRITICAL REFLECTION 
3.1 The application of critical theory to OSH in construction 

The Institute of Civil Engineers (ICE) was founded in 1818 to “foster and promote the art and 
science of civil engineering “ (ICE 2015).  Health and safety in construction is no less an aspect of 
this art and science than the technical solutions that engineers develop to meet the requirements of 
society as well as their clients and in this description it is affirmed that health and safety in 
engineering and construction does not fit into the realm of the “hard” sciences where empirical and 
measurable evidence is subject to controlled experimentation capable of producing objective, 
verifiable and repeatable results.  Good health and safe work does not emerge fully formed from 
mathematics and the design drawings of the engineer but is an integral outworking of the practice 
and performance of men  in the translation of those drawings into a concrete object on the 1

landscape, though there is no doubt mathematics and design contribute to the safe process of 
construction.  In this respect its study belongs to the realm of the social and human sciences, which, 
though not deficient in the methodological rigour expected of the “hard” sciences, has its focus on 
the subjective interpretations and understandings of the world that men exercise. 

3.1.1 Dehumanising factors in the safety discourse 
As an example of how those interpretations of the world worked out when applied to risk 
assessment and management; in the analysis of Risk Management, described by the author as a 
failed paradigm, (EEI 2005 and 2008 ) the approach adopted was to explore the language that 2

framed the safety discourse and from which safety practice emerged (a concept recently seen in the 
work of Ritchie and Thatchuk (2014)). Risk Assessment and Risk Management had been central to 
the business and public health discourses throughout the latter half of the 20th century and is an 
attempt to measure the threats and uncertainties that could potentially disrupt or harm a company’s 
business, insurances or public health in ways that are unacceptable. When it became part of the GB 
workplace health and safety legislation  the language of risk and risk management was adopted and 3

made fit for the circumstances of the worksite, thus concepts such as acceptable risk and tolerable 
risk, which had a place in the insurance industry, entered the lexicon of the safety profession and 
were applied to the acceptability or tolerability of accidents and injuries. Missing from the 
discourse was the question of whether such concepts were appropriately transferable from financial 
risk to human workplace safety risk. In one sphere the risk was to a consolidated resource (finance) 
that should a non-catastrophic percentage be lost the remainder of the resource could be sufficient 
to regenerate the loss; thus an acceptable or tolerable risk. In regard to the workplace, the resource 
(in this context an unfortunate and dehumanising terminology) is human beings and is not so 
conglomerated, and the loss of any percentage through injury or fatality could not be regenerated 

 Men in this context is not gender-specific but is used in the sense described by Arendt (1998) …“Men in the 1

plural, that is, men in so far as they live and move and act in this world, can experience meaningfulness only 
because they can talk with and make sense to each other and to themselves”, (Arendt 1998).

 The author organised and hosted a seminar under the auspices of EEI at the ILO’s 2008 World Congress on 2

Safety and Health in Seoul which they entitled, “Risk Management - A Failed Paradigm”.

 The Health and Safety at Work Act 1974 made is a duty not  to expose workers to risk to their health and 3

well being and the Management of Health and Safety at Work Regulations 1999 made it a duty to carry out 
an assessment of the risks
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by the remainder.  Thus acceptable risk as applied to the firm’s financial risk could only fly in the 
face of rationality and morality when the same concept was applied to people. Yet it persisted, 
sometimes rationalised to mean acceptance of smaller injuries and “near misses”.  Indeed it was the 
perception and use of labour as a replenishable resource, i.e., obtainable from the pool of surplus 
labour that exists outside of employment, that led to the horrific conditions that characterised much 
of 19th century industrial work, (Clarke 1908). 

3.1.2 Irrationality of risk matrices 
In the current practice of calculating the risk or likelihood of an undesirable outcome, the standard 
method is to determine on a simple scale of “very likely” to “unlikely” (commonly 5) levels of an 
outcome ranging from “no harm” to “serious harm”, (again a scale of 1 - 5 is common) and using 
simple multiplication a range of 1 - 25 is obtained with the higher levels requiring priority action 
before work commences.  However on the construction site, discrete hazards interact with other 
hazards creating synergies, (Maheraj et al. 2012). Using the basic formula of 2n - 1 (Hand 2014a) 
and modifying it to where nh equals the number of discrete hazards and no equals the number of 
outcomes, McAleenan P and McAleenan C (2015b) ascertained that the number of synergistic 
hazards and outcomes, even in a moderately sized construction project, is phenomenally large, thus 
rendering the risk assessment approach commonly taught in safety professional training (IOSH 
2015, NEBOSH 2015) an irrational and inappropriate method of developing sufficient controls on 
site. 

3.1.3 Epistemological problems with Risk Assessment 
Notwithstanding the practical problems of Risk Assessment in achieving an accurate accounting for 
the likelihood of an event occurring, there is a further epistemological problem with the concept of 
Risk Management.  Management is concerned with organising matters in a way that the objectives 
are achieved; it implies control of events leading to the ultimate event or state. Project management 
is the control of the construction process to construct a project in budget and on time.  Cost and 
time overruns are a result of factors unknown at the time (or poor planning) and are thus the 
outworking of a degree of loss of control. Risk, as a measurement of uncertainty and being 
unpredictable contains within it the negation of control. Management thus equates to control and 
Risk Management is therefore an oxymoron in that context. “Slight changes can make highly 
improbable events almost certain”, (Hand 2014b), and thus when controls are based on what is 
sufficient to render hazardous outcomes highly improbable, they are at risk of loss of control 
should unplanned changes occur, even those of a slight nature. 

3.2 Critical theory, a novel approach to health and safety in construction 

3.2.1 Problems with the language of safety 
The critical theory methodology initially placed language as a central focus of the research in both 
the projects - how people use language and what they mean by what they say. It seems 
commonsensical to state that when two people share a language, e.g. English, that they understand 
each other when they speak, particularly in their everyday interactions.  A Site Safety warning sign 
for example that warns workers that they are about to enter a “Dangerous Site” seems fairly 
obvious in what it means. However, when questioned on what is understood by it, a different 
picture emerges that can be radically different depending on whether you are a contractor coming 
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onsite or the Principal Contractor whose safety team posted the sign.  Asked why the site is 
dangerous when there are legal duties (in the UK) to ensure that workplaces are safe and free from 
harm, then the word “dangerous” no longer means “dangerous” but rather mean “hazardous”. 
Alternatively, it may mean that “hazards present a risk” or that the site is “risky” because of the 
presence of hazards. Each respondee to the question has their own interpretation of the wording 
based on their experiences and knowledge. 

Language, spoken or written, is the universal medium of communication and by its very nature, 
involving two or more parties is not just subjective, it is contaminated by the biases, understandings 
and perceptions of the speaker. It is also intersubjective, in that the hearer brings his own 
perceptions, understandings and biases to bear on the words being heard/read. The message is 
undermined by this universal intersubjectivity of language [both in what is said and what is heard], 
(Žižek 2012). Language is “intersubjective and this intersubjectivity undermines the message … 
and in the deficiencies what is said is contaminated by the subjectivity (of speaking and 
hearing)” (Žižek 2012). It (language) “disguises the thought so that from the external form of the 
clothes one cannot infer the form of the thought they clothe”, (Wittgenstein 1922). 

Language as a means of communication succeeds largely because within this subjectivity lies the 
experiential scripts and professional frameworks that inform the way that, in this case, the safety 
discourse occurs and is experienced. These scripts and frameworks are unable to negate the 
intersubjectivity of communication but they do facilitate a consensus that emerges to validate the 
communication, (Ritchie and Thatchuk 2014), though this consensus itself is subject to the same 
problem of subjective interpretations and understandings. 

That communication takes place appears to negate the notion that the subjectivity of language is a 
barrier to effective communication, after all, those with a shared language appear to be able to 
understand each other and react accordingly.  It appears that there is sufficient identity between 
what is said or written and what is heard or read in the common everyday conversations to allow 
effective communication to occur. But this sufficiency drains away the more complex the discourse 
or the greater the divergence in perception of the parties to the discourse.  The use of the word 
“dangerous” may be enough to pass on the message that hazards exist and appropriate safety 
measures must be taken when on site, but in other circumstances, the message given is far from the 
message received.  1

3.2.2 Fictions in the safety discourse 
The message “Safety is our number one priority” (not withstanding the tautology, which is used for 
emphasis) is often not accepted when the real world experiences of those to whom it is aimed 
conflicts with and is a negation of that message.  The truth or falsity of a proposition is measured 
by the truth or falsity of real world facts, (Wittgenstein 1922). Žižek (2012) on the subjectivity of 
language recognises its deficiencies and suggests these deficiencies can bear witness to the truth or 
falsity of what is said; the warning sign for example - not in its meaning, which is deficient, but in 

 When deconstructed the language and meanings of the safety sign give rise to much more complex issues 1

with the meanings of words but also cover the understanding of legal obligations, knowledge and awareness 
of safety concepts and issues on the part of safety advisors, and the company. This is not simply a quibble 
over words, but a discourse on how the construction companies and contractors engage with safety.
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its use is understood  by contractors coming onsite, but conversely, the ‘safety priority” message is 
understood by the senior management team to mean that effort and resources are to be put into 
achieving a safe environment but in the lived experiences of contractors and trades men and 
women, issues such as scheduling, time, cost savings etc. subliminally negate the message and the 
efforts to achieve safety and in the process alienate the workforce, develops cynicism and leads to 
contrary practices.   

Critical theory is thus  justified as a progressive tool for understanding the safety discourse as it is 
through the drilling down into the writer or reader’s understanding of the full message (in the sign) 
that it becomes clear that everyone brings their own understanding, their own interpretations to 
what is said and to what is heard, (Freire 1973, Russell (cited in Wittgenstein 1949), Derrida 1966, 
Žižek 2012). 

3.2.3 Employee and employers different experiences of work 
Freire (1973) makes the case that workers experience “work” differently from the owners and 
managers of a company. This starts not least from the different objectives that owners and 
employees have for engaging in the construction process. For the owners of contracting companies 
the purpose of construction, in a very broad Maslowian way, is for the success of the company, its 
survival in the market place over its competitors.  For employees, engaging in construction is about 
personal survival, the needs to earn a living and raise a family. The higher levels on Maslow’s 
needs pyramid always depend upon attaining the lower levels in that the lower levels of food 
shelter, etc., must be satisfied before the individual is free to attain the higher levels, (Maslow 
1943). The construction company in an abstract sense exists to meet the basic needs of the owners 
and shareholders and the employees, (McAleenan P and McAleenan C 2010), yet in some primeval 
survival of the fittest context the 2008 recession showed that in general companies and banks, 
especially with regard to construction, did not embrace these two objectives  equally and smaller 1

contractors and employees took the hit and lost contracts or were laid off, (Lagarde  2014). 2

3.2.4 Work as a dehumanising activity 
It is this difference in the way that work is experienced that gives rise to the differences in 
interpretation of safety messages, of procedures and practices. Derrida’s (1968, 1993) work on 
deconstruction involved pursuing meaning to the point of exposing its supposed contradictions and 
internal opposites upon which statements, texts etc. are founded. Applying Hegel’s (1817) 
dialectical method to the construction site as a place of work the expectation that it is a coherent 
productive entity is not an unreasonable expectation, but when explored deeply, its many internal 
contradictions emerge. Work contains within itself its own contradiction; as labour, it is a natural 
state of being, fundamental to existence, but as work, i.e., employment, it is a negation of being and 
results in alienation, e.g., the producer neither owns nor is in control of what he  produces, (Arendt 
1998).  In the context of safety, safety assessments and control measures, risk assessing the job, is 
often undertaken by supervisors and managers and, as general statements, are conveyed to the 
workers to implement (all be it with a site specific assessment being required). This process has the 

 Three if we consider too the objective of meeting the general social and economic needs of society1

 Christine Lagarde, Managing Director, International Monetary Fund2
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effect of neutering the competence of workers to decide on the optimum means of carrying out 
work activities, (McAleenan and McAleenan 2007).   1

The appearance of these contradictions emerge from the use of critical theory and in the process 
new, different and positive perspectives on safety and health at work emerge.  

3.2.5 Problems with the OCMI project in practice 
The interface of the model OCMI project with the real world environment of construction site 
safety highlighted issues that the project had overlooked.  In the UK pilot study the project was 
working from a developed concept of culture but still holding onto commonly accepted concepts of 
leadership, ethics, etc., where-as in Canada the project, in attempting to engage with the complexity 
of reality on construction sites (oil and gas fields), became aware of the difficulties of non-complex 
concepts that were founded on strongly held safety ideologies, (see Chapter 4). It is recognised that 
change and challenges to firmly held beliefs “will release anxiety and defensiveness”, (Schein 
2013) and it may in some cases be associated with an increase in conservatism, (Jost et al. 2003), 
resulting in a reinforcing of their ideological position and beliefs. 

The linguistic approach had provided some insights into the understanding of workplace culture 
and that simple definitions such as " the way we do things here", i.e. behaviour  (Cooper 2000) or 
"the attitudes, values and beliefs of the company" (Schein 1997, Conchie and Moon 2010) had the 
effect of creating perceptions of homogenised work forces whose behaviour could be amended by 
simple safety interventions (Cooper 2000, 2015) (vocational and trades) or whose values etc. could 
be selected at interview and inculcated in management theory (Schein 1997) (professional and 
managerial staffs).  

Research on engineering education, particularly on ethics, (McAleenan C and McAleenan P 2009b, 
McAleenan P and McAleenan C 2010, Philips 2008, Tow and Loosemore 2009) promoted the 
concept of multidisciplinary education in order to assist students comprehend the importance of 
designing safe products, buildings, processes and systems, and to develop their ethical thinking that 
would translate the idea into moral practice. The adoption of a similar multidisciplinary approach 
and the application of Critical Theory to the problems identified in the OCMI project were viewed 
as being essential if the project was to improve and gain credence when introduced to the industry. 

Maintaining a purely linguistic approach to the concepts associated with OSH risked the project 
returning a set of abstract interpretations that may be of academic interest but which conversely 
may not have a practical application on construction sites, and the practical application must be 
transformative rather than merely descriptive of workplace culture. OCMI was developed to 
measure the degree of cultural maturity that existed on construction sites in order to evaluate the 
effect of the implementation of OAC and in the process become an effective means of establishing 
a baseline and subsequently a comparator between pre and post implementation of safety control 
measures, whether or not a contractor used OAC methods. 

It could facilitate the development of a plan of action for continual improvement, but 
fundamentally without transforming itself, i.e. without transforming the concepts underpinning the 

 An example of the production of generic risk assessments is that often contractors tendering for a contract 1

are required to produce risk assessments a part of their tender documentation.
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key criteria, it would remain a descriptive tool. Something that would describe the safety climate 
and safety culture on a construction site without itself being able to transform either the  climate or 
the culture and would therefore be another diagnostic tool amongst many. 

3.2.6 Applying critical theory to culture, leadership and ethics 
The analysis of culture and the adoption of the Freirean (1973) concept that culture was Man’s 
conscious and unconscious action on and transformation of the world and in turn the 
transformation of himself meant that the project was concerned with culture not as an abstract but a 
concrete dynamic reality that had social context. Theories of safety culture that were concerned 
with behaviours or with attitudes and values treat both behaviours and attitudes as separate from 
those who behave, those who think, i.e., separate from Man as a thinking actor on his own stage, 
and set about determining what behaviours, what attitudes and values should prevail in the 
workplace and instructing accordingly. Applying Critical Theory, the OCMI project views attitudes 
and behaviours as emerging from and being grounded in people whose complex everyday 
existences consciously and unconsciously shape and form their attitudes and behaviours. The 
project was concerned, not solely with humanising workplace culture but [re]awakening 
perceptions of the human and therefore social nature of workplace culture.  The problem of course 
is that organisations (managers as well as operatives) may not want to know, or be able to handle 
insights into workplace culture that are at variance with normative ideologies (Schein 2010). 

Following on from an evaluation of the first iteration of OCMI and having adopted the approach of 
re-grounding workplace culture into its human and social context there remained the task of 
reinterpreting the concepts of leadership, CSR, ethics and agency in a way that was performative 
rather than merely descriptive (Derrida 1993). CSR, ethics, organisational values and the moral 
case for OSH emerged as a coherent project that was amenable to both critical analysis and testing 
in practice. In ethics, Man is at the same time the object and the subject of moral behaviour; moral 
behaviour is the subjective relationship Man has to the Other and in the Other finds himself, (Žižek 
2012)  and thus is his moral behaviour a relationship to and with himself. Objectively his moral 1

behaviour is the outward manifestation of his striving for self-consistency, his internal ethic.  

There was sufficient substance in this question to establish a discrete project to explore further the 
foundations of ethics and to establish a specific pedagogy that would transcend ethics in favour of a 
module based on reasoning of our moral behaviour, (Project 2, Ethics Reasoning Pedagogy, 
Chapter 5). 

The theories of leadership (McKie 2004, Schein 1997, Cooper 2000 and 2015, ILM 2010) arose 
from a perception that unsafe behaviour on site would be reduced if good leadership was provided 
and workers supported in their safe working behaviours and attitudes.  A substantial portion of the 
literature on leadership focusses on what constitutes the qualities of a good leaders, even within the 
different styles of leadership, and how a good leader functions to promote OSH. A contrary view is 

 The concept of “Other” or “the other” is the counterpart of and exists in relation to the “Self” and is the who 1

who gives definition to the self.  This other is different from, not identical with the self and therefore not the 
same. It is an important philosophical concept of the 20th century Continental philosophy (though not 
originating the 20th century) and of Critical theory and it allows of an interpretation of “othering” that sees 
both its negative uses to marginalise and its positive uses to de-marginalise previously marginalised groups. 
See Stanford Encyclopaedia of Philosophy 2015
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that leadership is conflated with and advanced to solve the problems of managerialism (Eacott 
2013, 2014).  Leadership implies followership yet the discourse on followership is very limited and 
what there is echoes the leadership discourse in that it appears concerned with the qualities of good 
followers and their supporting relationships to the leader(s). Nicholson (2000) sees leaders as the 
custodians of culture - attuned to the language, rituals, symbols and meanings that embody the 
work community, and in that sees culture from the perspective of a Geertz (1973) rather than a 
Hofstede (2015) or a Schein (2013). 

As the OCMI project evolved it was concerned with the role of leadership in human relations, its 
application in OSH situations and its effect on issues of competence, decision making and the 
capacity for agency. In particular it was concerned with the underlying reasons why leadership had 
these roles and effects. 

The deconstructionist approach was adopted in order to understand the relationship between the 
different forms that leadership takes in different situations and environments and to explore the 
meanings and values that exist between these forms. It had a focus on contextualising the 
relationship between the various abstract concepts of leadership as a signifier and the real world 
concrete acts and practices of leadership as that which is signified.  The project sought a synthesis 
of the contradictions, those internal conflicts that existed in leadership, agency and moral being and 
developed the propositions that form the key output of the Leadership/Agency element of the 
project. The project concluded that leadership is to be understood, a priori, as a self negating 
function of social organising with necessarily limited application. Leadership that negates agency, 
negates itself. Leadership that affirms agency similarly negates itself, (McAleenan P and 
McAleenan C 2014b, 2015a). 

Though in arriving at this synthesis it is not proposed that the work of deconstruction is complete. 
This interpretation, this new concept is itself a signifier which necessarily transcends that which is 
signified.  Abstract language, as stated above,  cannot be adequate in describing objective reality.  It 
is an interpretation complete with the intersubjectivity previously discussed. It is further 
complicated by the fact that language is the externalised form of the abstract thought about that 
reality and, per Wittgenstein (1922), the form of thought cannot be inferred from the language 
used. 

3.3 Advantages and insights of the critical theory methodology 

3.3.1 The first test phase  
The first testing of the OCMI project took place in a consultancy working primarily in the power 
generation and construction industries. The objectives were established to determine; 

1. How the company meets its responsibilities towards key stakeholders including clients and 
employees; 

2. How the company demonstrates its ability to innovate; 
3. How resourceful the company and its employees are, and  
4. The ability of individuals and teams within the company to make appropriate decisions with 

regard to the current and future success of the company. 
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Specific issues, agreed at preliminary discussions, that were addressed included: 

• The ownership of  projects, 
• Internal customer service, 
• Intrinsic creativity and extrinsic factors, 

• Whether the management system was broad or doctrinaire in nature, 
• Whether the philosophy of the company was encompassed within the management system, and 

whether the company practices its philosophy, 
• Whether clients work with the company philosophy, 
• Effectiveness within the company, especially in relation to decision making, 

• Willingness to embrace change and the effect on working with clients. 

(Details of the Baseline Report are in Appendix 2). 

The linguistic approach and the deconstruction of the safety discourse around risk and risk 
management had proved to be very effective in aiding the development of the OAC model for 
operation controls. It was initially not deemed necessary to use the same methods for the 
development of the OCMI project as this project was then concerned with the development of a 
suitable metric for measuring and indexing the efficacy of OAC (and other safety models) to bring 
about improvements to safety in the industry. In this respect borrowing RCPBO from educational 
technology and adapting it to construction work was experimental but in its innovativeness 
considered to have the capacity to measure those intangibles normally subjectively assessed, in an 
objective quantifiable manner. 

However, after the model was developed and during the testing phase the project came up against a 
wide range of subjectivities that had the effect of confounding the “certainties” about the key 
criteria and the core competences. The task to establish the material facts about behaviours failed in 
the face of subjectivities about what was said and understood in relation to behaviours and 
perceived behaviours.  It became necessary at this juncture to reintroduce linguistic interpretation 
techniques and more specifically Derridan (1966) deconstruction in order ascertain to the fullest 
extent possible the meaning behind the narratives detailed by the various company associates and 
staff. 

In addition, the “company culture”, as envisaged by the CEO, was not materialising to his 
satisfaction and an objective of the OCMI analysis was to determine the factors contributing to this. 
This objective however highlighted, if not a design flaw, certainly an implementation flaw in the 
test phase, namely that despite this author’s long acceptance of the Freirean (1973) definition of 
culture, in this project company culture was being assessed from Schein’s (1995, 1996, 1997, 1999) 
definition that it stems from the owners and senior management team.  

3.3.2 Introducing critical theory via praxis to modify the model 
Ultimately the OCMI test phase proved successful within the parameters then set and provided 
satisfactory and beneficial outputs for the subject company. Nevertheless the weaknesses needed to 
be addressed and these could not be completed using a simple fine tuning. The problems with 
culture and assessing culture as a dialectical phenomenon  (McAleenan P and McAleenan C 2013) 
were and are not amenable to a simple formulaic approach. What was required was a more robust 
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theoretical foundation to underpin the definition of culture and the understanding of the component 
elements of the key criteria. The oversight in not considering the importance and relevance of 
linguistics and deconstruction to the OCMI model and the assessment was rectified during the test 
phase and in the post test evaluation of the methodology. 

The function of safety interventions, whether introducing OAC or other models, is to change 
workplace situations, objectively for the better. OCMI had designed within it not just the measuring 
of a level of cultural maturity but also the capacity to identify areas in need of improvement and 
thus facilitate developing a plan of action. However, change and improvement from without or that 
is led and directed from above has the risk of not being fully assimilated into the thinking and 
practice of those to whom it was designed to benefit.  The synthesis of thought and practice is at the 
core of Plato’s concept of Praxis, one of three human activities, the object of which is to translate 
practical knowledge into action.  However praxis is no archaic philosophical relic; contemporary 
pedagogues (Freire 1973), philosophers (Yugoslavian Philosophical Association, in Chomsky 1974 
and Stallaerts 2002), and social and political scientists (Gramsci in Burke 1999 and 2005, Arendt 
1958) have analysed and applied praxis in a variety of political and social arenas to facilitate both 
the transformation of situations and people. Subsequently the author adapted and applied praxis to 
construction education (Maharaj et al. 2012) and engineering and safety texts and handbooks in the 
UK, (McAleenan C and Oloke 2011 and 2015) and America, (Hill 2014). 

Praxis is a key tool in critical theory and, in the evaluation of the first iteration, the synthesis of 
theory (underpinning the concept of cultural maturity) and practice (how the assessment was 
applied) were subjected to rigorous analysis. The theoretical basis of workplace culture and certain 
of it's indexing components had not been sufficiently developed by the author nor had the 
interpretations been conveyed to the subject company, (where-as in Canada the interpretations later 
developed were not sufficiently understood by some the potential partners), and the practice, the 
transformative nature and process, was thus insufficiently understood to be effective in  
transforming the stakeholders themselves. 

3.3.3 Man, culture and being 
The theoretical development involved, on the one hand, contextualising safety culture within the 
workplace and the workplace within society, and, on the other hand, defining culture in the context 
of human consciousness and activity. This approach elevated understandings of culture above a 
structuralist (or indeed a metaphysical) analysis that can be detected in definitions by, for example 
Hofstede (2015) or Schein (1996, 1997, 1999, 2013), wherein safety culture is an abstract thing that 
can be shaped, in its practice, to the requirements of the company and into which workers are  
passive recipients or actors. The self-sufficiency of culture is negated in a post-structural 
constructivist approach to understanding, wherein knowledge and meaning are generated by human 
beings from their interaction between their experiences and their thoughts. Thus on construction 
sites workers construct “safety” on a daily basis through their interactions with each other, their 
supervisors, managers, employers and the requirements of the construction project and the various 
departments of the client and contractor companies (Sherratt 2012). 

In applying critical theory to Man, a social and historical being, the project drew on disciplines 
such as evolutionary biology (Dawkins 2009) to explain his social nature (a species specific genetic 
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survival mechanism). Underpinning this approach was the recognition that what Man does is 
driven by survival (Maslow 1943) and being social he now transcends the merely biological.  It 
further drew on the political and social sciences  which views Man as a social and historical being, 
in that he is the only species aware of its own (personal) history (and the history of other members 
of the species) and of the now and the future. He can contextualise himself in social and physical 
space and time. Emerging from this analysis is the conclusion that construction itself can be viewed 
as the epitome of social being, being as it is the product of collective (social) thought and action 
and for the purpose of satisfying society (social) needs.   

When applying critical theory to the understanding of the key criteria of the OCMI model, 
specifically ethics and leadership, it resulted not just in a clearer definition of the concepts on the 
way to mediating the subjectivities, but, particularly in respect of leadership, concluded with a new 
definition that contextualised leadership with agency and function. 

Foucault (1961)  spoke of the “naivety that only ever thinks at the level of the world and which 1

ignores the law of that which thinks in it and despite it”. The OCMI and the ethics reasoning 
projects have, in the application of critical theory, aimed to overcome such naivety by placing Man 
at the centre of construction and construction safety. The projects are based on the premise that it is 
the construction worker who constructs, interprets, gives meaning to and ultimately works safety.  

The following two chapters describe the OCMI and the Ethics Reasoning projects and Chapter 6 
outlines the interrelationships between both projects and the author’s contribution, and reflects on 
their development, implementation and current state.  

 Responding to a critique by Derrida.1
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CHAPTER 4. PROJECT 1 - THE ORGANISATION CULTURAL 
MATURITY INDEX 

4.1  Background and rationale 

4.1.1 Rationale for the project 
This project develops an evolved concept of workplace culture that displays a balanced dynamic 
between productivity and safe operational control and develops and produces a metric for 
objectively assessing that workplace culture within which safety performance and company 
sustainability occurs. 

“The common things that we do to improve construction safety are not being scientifically 
evaluated: we don’t know if they work or not …” 

Hale , CIB W099, Lund 2014 1

Hale’s comment to the 2014 W099  conference in Lund addressed concerns on both what is the 2

subject of OSH research and how the research was being conducted in respect of meeting the 
Cochrane Standards for Research (Higgins 2011). 

The OCMI project and the ethics reasoning project both adopted a multidisciplinary critical theory 
approach, going back to first principles, exploring the meaning and understanding of culture ab 
initio. Referring back to OAC, it is based on the notion that safety is not an adjunct to work but 
integral to it, a concept supported by the Quebec Protocol (ISSA 2003), which led back to an 
analysis of competence and what competence means. This explored the sufficiency of legal 
definitions and set out to ascertain the fundamental premises underpinning competence in a 
universal sense from which came the conclusion that agency  was essential to competency. This 3

gave rise to the notion of increasing levels of maturity in competence and that competence could be 
applied to the individual and to the company. The research objective of this project aimed to 
determine what was to be considered mature in respect of construction companies, and in this the 
initial project, the development of the OCMI tool, was concerned with what constitutes a safety 
culture and, latterly, a workplace culture and whether there were any signifiers that would 
distinguish a more mature, more evolved workplace from one less well developed.  

4.1.2 Adoption of a definition of culture 
The starting point was to redefine what was meant by culture and the motivation for this stemmed 
from the functionalist perspective of culture which the discourse on safety culture embraced, 
viewing culture, particularly safety culture, as a thing in itself, either present or absent, good or bad 
and thus capable of manipulation (through policies and procedures) to achieve desired safety 
objectives (Gajendran et al. 2012). Proponents of this perspective often cite the works of Hofstede 
and Schein, both working in the field of organisational management and developing theories on 

 Prof. Andrew Hale, HASTAM Health and Safety Technology and Management Ltd, UK, and Safety 1

Science Group, Delft University, NL - an internationally renowned expert with 40 years experience of safety 
science research in several industrial sectors.

 W099 is the working commission on safety and health in construction, a commission of the International 2

Council for Building (CIB). 

 Autonomous thought, decision making and action.3
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culture and leadership, socialisation (of new employees) and establishing the norms and mores of 
an organisational culture. Schein (1995, 1996, 1997) for example defines culture as “a pattern of 
shared basic assumptions learned by a group as it solves its problems of external adaption and 
internal integration … a product of joint learning” and stressed that cultures fundamentally sprang 
from the beliefs, values and assumptions of the founders/leaders of the organisation, though he also 
recognised the impact of experience of members and the input from new members on the culture of 
an organisation. 

The idea that culture as “a thing in itself” is capable of manipulation to achieve specified ends is at 
odds with the perspective of culture espoused by Freire (1973) whose view was that culture 
emerges from Man’s action on his environment.  From this perspective culture, in the human 
environment, is never absent; it has existence and always in the context of human action. This is 
the perspective adopted in this project. It was adopted principally because it offered a holistic 
approach to culture. It viewed the matters that Hofstede and Schein  explored  in the context of the 
behaviour, attitudes, interpretations, relationships, experiences, emotions, adaptions and so forth of 
all stakeholders in construction projects . It examined the dynamic and evolving nature of culture 
and its interplay and effect on all the culture makers. It is an approach that affords a deeper 
understanding of what happens on construction projects, not just of those events that go wrong, but 
also those that appear to go right. It centres Culture in Man rather than on particular men, and 
recognises that cultural evolution continues, and in its complexity occurs both because of and in 
spite of Man’s intentions and actions. 

4.1.3 Limitations of current approaches to OSH culture and behaviour 
Initial research analysed “safety culture” in the context of broader concepts of culture; national, 
workplace, sub-cultures, etc. The tendency in the discourse on safety culture is to see it as 
malleable, (Agnew and Daniels 2012) something capable of being taken and shaped through the 
application of policies, rules and procedures and the enforcing of compliance with them, (Sherratt 
and McAleenan P 2015). It is seen as behaviours - encapsulated in the phrase, “the attitudes, values 
and beliefs underpinning the way we do things here” (Schneider cited in Tijhuis and Fellows 2012, 
Sherratt 2012) rather than as something fundamental and inseparable from the mode of being of 
each and all men.  The ASSE web-cast (24.09.14) on “Creating a Safety Culture” advertised the 
programme by Agnew and Daniels in terms of “Safety cultures [being] carefully and deliberately 
nurtured to sustain safe habits. To do this every organisation must understand the science of 
behaviour in order to have the framework necessary to create a positive safety culture”.   

Behaviour analysis, what Agnew and Daniels (2012) refer to as the foundation science of all good 
behaviour based safety (BBS) programmes stems from Daniels’ (2000) assessment that individual 
behaviours are based on subjective evaluation and interpretations of experiences from a base of 
selectively perceived prior experiences and retained information. Their definition of culture 
describes it as “patterns of behaviour (what we say and do) encouraged or discouraged, 
inadvertently or intentionally by people or systems over time”, (Agnew and Daniels 2012). BBS 
applies the principles of behaviour analysis to bring about change in behaviour that will promote 
safety in the workplace. However, by reducing culture to a set of behaviours, tools of measurement 
such as checklists, questionnaires and observations, were developed that were quick and easy to 
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use with the more positive ticks achieved the greater the acceptance of a more positive safety 
culture, (HSE 2005b and 2012, Health Foundation 2011, OGP 2010, Hay (nd.) and Workcover 
NSW (nd.)). The measuring of observed behaviour and the acceptance at face value the words 
spoken in safety climate questionnaires are what Geertz (1973) termed the “Thin” description of 
culture.  They are superficial and provide few insights into culture or the motivations of the agents 
in the workplace. 

4.1.4 OCMI as a diagnostic tool 
The development of the OCMI project emerged from  

1. the need to have a diagnostic tool that would determine the efficacy of OAC in practice, and  

2. the deconstruction of competence and what it is to be a competent person and a competent 
company. 

The initial methodology applied to this project was to adapt the educational principles of RCPBO 
and apply them to safety culture on construction sites.  In this respect aspects of BBS and the work 
of Schein (1995, 1996, 1997, 2013) were informative, though from the earliest stages the project 
widened its horizons to encompass workplace culture. This was derived from earlier work on OAC 
which viewed safety as integral to rather than as an adjunct to work activities and the ISSA’s (2003) 
Quebec Protocol.  1

Critical analysis led to the determination of the key criteria and the core capabilities that would be 
reflective of workplace culture. What was then required was a metric for calculating the maturity of 
the construction company. A model similar to that which had already been developed by the author 
for other projects (not the subject of this work) to enable a calculation of non-monetary costs and 
benefits was required. This encompassed a scoring and weighting system that fed into the 
algorithm that would result in a percentage output. This proved useful too in comparing different 
construction projects undertaken by companies in order to determine what was more likely to meet 
organisational objectives and which would in a sense meet the concerns raised by Hale. 

This first iteration, when tested in the field produced satisfactory results, particularly from the 
client’s perspective as it provided them with an enhanced understanding of how relationships 
within the company interacted, and the resultant plan of work allowed the company to address 
critical weaknesses and generate changes and improvements, (Appendix 3). 

4.1.5 Identifying and correcting weaknesses in the model  
In undertaking the pilot, the narratives of the staff interviewed were deconstructed to comprehend 
the deeper meanings and intentions of the organisation and its people.  In the process, inadequacies 
became apparent that potentially would limit the effectiveness of the tool. These were in the 
understandings and interpretations of key concepts in the model, including the concepts 
underpinning leadership, competence and agency, and ethics.  The model was based on a critical 
analysis of safety culture and its position within both workplace culture and the wider societal 
cultures, but it was apparent that this analysis itself was also weak and what was required was to 

 The protocol promotes the concept of safety as integral to vocational and professional education and 1

practice.
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centre the analysis on culture and arrive at an understanding of the specifics (of safety culture) 
from this broader general analysis.  

Concerns arose as to the depth that the critical analysis approach went.  The success of OAC arose 
from the analysis of the terminology of safety and a move towards clarity of meaning. In this a 
Wittgensteinian (1949) approach was used wherein the meaning of words and statements could be 
derived from the use to which the  speaker puts them, and from Derrida (1993) the relations that 
words had to other words for similar things. Thus for example culture was be understood in relation 
to safety culture, workplace culture, cultured, national culture and so on, as well in relation to 
concepts such as behaviours, attitudes, beliefs, etc., terminology used in the safety culture 
discourse to explain culture. Culture was also to be understood in relation to the context in which it 
was being used.  

4.1.6 Difficulties in agreeing meanings 
Again, referencing Wittgenstein (1949), the validity of statements on culture, safety or otherwise 
was tested by reference to the external reality, in other words what was said was compared to and 
contextualised with what was being done. The idea was to develop an objective concept that would 
supplant existing heterogeneous meanings with an overriding concept that would have an 
unambiguous meaning. However the problem of intersubjectivity applies to the author as much as 
it does to any parties in communication with each other. The model on culture developed by the 
OCMI project was founded on and developed from the work of Freire (1973) and how it is known 
and understood is contaminated by the experiences, knowledge, perceptions and biases of the 
author and likewise when communicated to a client or a professional audience is heard and 
interpreted by those same categories of contaminations, (Žižek 2012). This became very apparent 
when working with a potential partner in Canada; what they understood of the OCMI project was 
based on what they understood of their clients' needs and how they could meet those needs through 
reworking the diagnostic tool to fit these perceptions. 

What this project understood of culture was not in accord with what the clients understood of 
culture and in many respects the problem was not one of a failure to arrive at an agreed 
interpretation but, in respect of one client, their needs were being met to their own satisfaction by 
what they had and in respect of another, progress was dependent upon the potential partner arriving 
at an agreed interpretation with the author and this amount of change proved too great. 

4.2 Components of the model and selection of Key Criteria 

4.2.1 Culture and maturity in a sustainable industry 
The sustainable company survives because it has evolved a balanced dynamic between productivity 
and hazard control in which the twin objectives of worker safety (survival of the individual) and 
profitability (survival of the company) co-exists (McAleenan P and McAleenan C 2010) with a 
third objective of meeting the socio-economic requirements of the society in which the company 
operates. In this project, Culture and Maturity are considered to be central canons in a sustainable 
industry, and are measured and used to define continuance of business strategy.  The company’s 
managerial structures and policies, the way in which it manages its obligations towards all its 
stakeholders and how these combine to satisfy the fiscal needs of the company and the employment 
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needs of the workforce in a sustainable manner all go to determining the competence of the 
company. Egan (1998) stated that the culture and structure of the construction industry must change 
to support safe working conditions and improve management at all levels. The OECD (2004) 
Principles of Corporate Governance informed the societal responsibilities of companies in respect 
of stakeholders , and from this perspective the first iteration of this project established the maturity 1

of the company on the basis of a set of criteria regarded as essential or key to the competence and 
sustainability of the company.  

• Corporate Social Responsibility (CSR): wherein a competent company is aware of and acts 
to meet its responsibilities towards all the key stakeholders, including society, customers, 
community, workers and owners.   2

• Innovation: the company is innovatory with the ability to diversify and transfer skills to the 
development of new products and outputs.  3

• Resourcefulness: the company can use existing human, material and financial resources in a 
creative and adaptive manner to meet the challenges of changing social and economic 
conditions,  and  4

• Authority: the company encourages self-managing units where-in individuals and teams 
have the authority to make decisions within the sphere of their control and influence.  5

These were considered sufficient to determine whether a company meet its obligations towards its 
shareholders, employees and the communities within which projects were being constructed. CSR 
seemed obvious, emerging as it does from the OECD principles but more so because the industry 
does not exist in a vacuum, but in a matrix that encompasses the needs of the companies that make 
up the industry, the employees who give form to the company and translate the desire  for success 6

into practical reality, and the society within which the companies both exist and serve creating the 
structural appearance as well as meeting the needs of society for shelter, accommodation and 
contributing significantly to the economic well being of all. McAleenan P and McAleenan C 
(2010) encapsulate the functions of a company in the triple objectives of meeting the needs of the 
company (owners and shareholders), the needs of the employees to provide for their families and 
the needs of society. These are in keeping with and a development of the OECD Principles (OECD 
2004), the Seoul Declarations (ILO 2008) and Sustainability (Brundtland 1987). 

The development of OCMI occurred when the construction industry was experiencing massive 
upheavals brought about by the global economic crisis that resulted in a drop off in financing for 
major projects which in turn resulted in a contraction of the industry, especially in Europe and 

 Principle 6.C: The board should apply high ethical standards. It should take into account the interests of 1

stakeholders.

 Based on OECD Principles of Corporate Governance, professional codes of conduct and ethics, Brundtland 2
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 Based on competitiveness, relevance, business continuity , e.g. Semco, Argentinean co-operatives and 3

Lucas Aerospace.

 e.g. Semco and Lucas Aerospace Shop-stewards Combine.4

 Based on the outworking of competence, Dalton vs Frendo(ISC 1977) and moral philosophy.5
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America. Small contractors went out of business as banks called in their loans and larger 
contractors successfully bid for small scale works traditionally undertaken by smaller contractors.  
Looking to previous periods of economic recession and drawing on examples where creative and 
alternative solutions assured the continual success of companies, e.g., Semco in Brazil (Semler 
2001), the Argentinean co-operatives (Lavala Collective 2004) and to efforts at Lucas Aerospace  1

in the UK (Doyle 1998), it was determined that Innovation was a key indicator of maturity in a 
company as it fed into and maintained sustainability. 

Closely linked to innovation is the concept of resourcefulness, based on the notion of creativity and 
adaption. Drawing on the work of Jost et al. (2003) and the observations of Graham and Estes 
(2012), conservative behaviour in times of crisis tended to reinforce itself when the circumstances 
in effect required an open, flexible approach to developing new ideas and ways of doing things in 
order to create channels away from self-destructive practices into alternative and potentially 
successful ways of doing things. 

The author’s prior work with community development projects in the sphere of the youth justice 
system, which drew on the work of the VERA Institute for Justice  in New York had relevance in 2

determining the innovatory component. In that project teams of creative individuals were supported 
to develop radically new initiatives to prevent recidivism and to keep young people out of the 
criminal justice system, and then to evaluate the success of the projects. Successful projects were 
handed over to teams of experienced managers who maintained the projects and promoted them to 
other service providers. This balance between radical and conservative organisational practices, 
and the findings of Jost et al. (2003), and Graham and Estes (2012) informed the OCMI project and 
influenced the decision to include innovation as a key criterion. 

The work of McAleenan P and McAleenan C (2010) on competences had concluded that the 
process from dependence to independence in thought and action, namely agency, requires that, in 
the field of safety at work, the decision making capacity of employees is compromised when the 
decisions about safety are taken by others and are passed onto employees as instruction with risk 
assessments and method statements outlining what must be done and how in order to achieve 
safety. At its worst such an approach is bureaucratic and paper laden (WPC 2008) leading to vital 
information being lost or missed.  At best it constrains on the spot decision making when it appears 
that it may require “higher” authority. The Irish Supreme Court decision in Dalton vs Frendo 
(Garavan 1997) held that the competent worker was competent to assess the safety aspects of his 
job and decide on the correct courses of action. In this regard authority to make safety decisions 
was also included as a key criterion of maturity. 

4.2.2 Leadership in construction, focusing on the prevention culture 
Leadership had, in the first iteration, been one of the core competences on which the Key Criteria 
were assessed. On evaluating the project, leadership was moved to the Key Criteria on the basis of, 
particularly HSE and HSENI, acceptance of Visible Felt Leadership as critical in OSH practice in 
business. However, with notable exceptions in e.g. Nicholson (2000) and Eacott (2013, 2014) the 
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discourse on leadership, and specifically safety leadership has been focussed on the qualities of 
“good” and “bad” leadership and what is necessary to achieve success in leadership. The theories 
of leadership expounded by McKie (2004), Schein (1997), and Cooper (2000 and 2015) are 
concerned with the qualities of leadership that is being provided by management in order to bring 
about and then support the safe working behaviour of employees and Bowler et al. (2004) explore 
specifically the functioning of good leaders in the promotion of occupational heath and safety. 
What the qualities of good leadership are is the subject of several reports produced by the ILM 
(2010, 2011 and 2012) and research by Fresh Minds Research, (2010a and 2010b).   

However it is also argued that much of this discourse is a conflation of the concept of leadership 
with the practice of management, (Eacott 2013, 2014) and the exercise of authority, (Nicholson 
2000), with role models and with influencers. Eacott (2013, 2014) makes the argument that the 
leadership discourse, particularly in education, and the problems associated with leadership are in 
fact problems of managerialism emerging under a different guise, and Nicholson (2000) has pared 
the debate down to leadership simply meaning those with the highest authority in a social group. In 
Nicholson (2000) there are echoes of Schein’s (1997) contention that culture in the workplace 
stems from and is influenced by the beliefs and values of the owners and the upper echelons of 
management. 

Largely missing from or undervalued in the literature is the discourse on followership (Raffo 
2013). What there is echoes the leadership discourse in that it appears concerned with the qualities 
of good followers, (Latour et al. 2004), and their supporting relationships to the leader(s) (Avolio 
and Gardner 2005).  A notable exception in practice is the Semco Corporation where leadership 
roles are flexibly assigned as needed and are undertaken by anyone in the organisation, (Semler 
2001, 2003). In this company, leader and follower roles are often inter-related and interchangeable 
roles aimed at developing the company and maintaining its sustainability in the national and global 
markets.   

This project examined the role of leadership in human relations, its application in OSH situations 
and its effect on issues of competence, decision making and the capacity for agency.  In particular it 
looked at the underlying reasons why leadership had these roles and effects. This project therefore 
develops a definition of leadership that separates it from managerialism and hierarchical decision 
making and establishes it as an adjunct to agency.  

The safety culture discourse places leadership at the heart of strategies for implementing safety 
culture (Sherratt 2012, and IoD 2013) and in practice places the leadership at the higher echelon of 
the company and within senior management (Wamuziri cited in Sherratt 2012, Nicholson 2000). 
Hackitt (2009) for example, urges companies to have a “safety champion” and for leadership to 
come from the Board to ensure that safety is on the agenda and that board members do not abrogate 
their responsibilities for safety and that they provide “real, visible leadership and ownership” of 
safety.   

Various models of leadership have been developed from Dupont’s Felt Leadership (FL) 
(Schweitzer n.d.) to the HSE’s Visible Felt Leadership (VFL) and the ILM’s leadership triad of 
knowing, doing, being, (ILM 2010). The initial iteration of the OCMI, following the standard 
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perception of leadership as a trait, included it as one of the ten capabilities to be used in the index 
as a signifier of the maturity of a company.  However when it was viewed as a top-down activity of 
management and placed in the context of other top-down decision making systems within a 
company as well as in the context of the competent worker, contradictions emerged which appeared 
to offer an explanation for some of the difficulties of safety cultures achieving absolute levels of 
safety, i.e. zero incidents and accidents. 

Whether through a misinterpretation of or through a lack of theoretical foundation, theories such as 
VFL seemed at best to be paternalistic modes of management (as described in Cooper 2015) that, 
often, resorted to disciplinary measures whenever the desired safety behaviour was not manifested 
(McKie 2004). Indeed, when the discourse on leadership itself was examined it was found that it 
was more a discourse on management and the managerial qualities a “leader” should have, (Eacott 
2013 and 2014, Nicholson 2000, Bowler et al. 2004). Missing from the discourse was an 
unambiguous analysis and definition of leadership. In this regard the inclusion of leadership as a 
core capability on the OCMI was problematic. If leadership was to be considered essential to the 
implementation of a safety culture then it was necessary that  

a) a definition be developed, and  
b) a determination made of its function in achieving workplace safety.   

A sub-project was initiated that would critically evaluate the discourse and establish, from a priori 
reasoning, the principles underpinning leadership.   

Emerging from discussions with colleagues during the development of programmes for the nuclear 
new-build industry, the concept of safety leadership appeared contradictory and unsuited to the 
industry. Being within the realms  of management and hierarchical decision making structures with 
top down authorities, safety leadership appeared to fit into / be fitted into what Nicholson (2000) 
refers to as the universal demand for dominance, which itself is but hairs breadth from 
domineering. Leadership, including safety leadership, has the potential in its “charisma” to throw 
up the truly inspired leader but also the absolutely incompetent and domineering individual. 

The HSE and HSENI promote the concept of a safety champion at Board or at senior management 
level who will ensure that OSH features prominently at the higher echelons of the company and 
therefore drives safety at the coal face. Dupont, a major influencer of OSH through the work of 
McKie (2004) developed and advocated the concept of Visible Felt Leadership in respect of senior 
management and CEOs being aware of and maintaining a real practical presence amongst the 
workforce promoting the safety ethos of the company and ensuring good practices. The various 
professional bodies, (e.g., IOSH, ASSE and CSSE)  promote the safety professional as a safety 1

leader with a role in providing guidance and direction to the senior levels of their companies as 
well as giving advice and leadership to work teams on risk assessments and good practices. In all 
these examples we see the leader being defined as a dominant, hierarchical position without a 
sufficient understanding of what leadership is or a rationale for the authority position 

 These bodies have a membership approaching 80,000 safety professionals in North America and the UK 1

and also have branches throughout the world.
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4.2.3 Agency and leadership 
Institute of Leadership and Management (ILM 2010, 2011, 2012 and Fresh Minds Research 2010a, 
2010b)  research papers have a focus on the qualities that make good leaders. Internationally 1

similar discussions are taking place. However in the context of ethics reasoning and moral 
judgement, the nature of agency, central to moral decision making, was explored and this gave rise 
to questions concerning the practice of leadership, not least those aspects of leadership that require 
of followers particular behaviours. Solely in respect of leadership this appeared rational but when 
integrated with ethical judgement and moral behaviour leadership negated agency and therefore 
negated the moral decision making capacity of the individual. In advancing this line of inquiry, the 
author’s research into leadership involved a review of the current theories of business and political 
leadership and academic criticisms of the concept. This established both the context of and the gaps 
in the discourse on leadership and elicited the central contradiction, that much of the focus was on 
the immediate commonsensical problems of leadership (and how the quality of leadership could be 
improved) rather on problematising knowledge of leadership. 

The model which emerged from the author’s research has been published in Opoku and Ahmed 
(2015a)  and was tested at an international workshop of safety professionals in Canada in 2

September 2014. Delegates to the workshop (127 in total) discussed a series of propositions on 
ethics, agency and leadership and whether they considered each to be necessarily true or 
necessarily false. This exercise established the fundamentals of the concept of leadership in the 
context of the mature reasoning person; if ethics is “understood as striving towards authentic 
being”, (Žižek 2012), rather than the truth or falsehood of leadership as is practiced, hence 
necessary truth or falsehood. Leadership thus came to be defined as a dynamic self-negating role 
that was negated because it advanced agency and therefore autonomy in the followers, or negated 
because it did not advance that autonomy and thus becomes its own contradiction. 

4.3 Designing a suitable metric 

4.3.1 Choice of an algorithm 
Recognising the qualitative nature of the criteria, the selection or development of an appropriate 
tool to objectively assess a company’s maturity was necessary. The challenge was to develop a tool 
that would measure and monitor a company’s behaviour and competence and present the findings 
in a consistently objective manner. Being qualitative factors the project adapted a tool previously 
developed for measuring non-monetary costs and benefits of projects run by companies whose 
central objective was the improvement of the quality of life of their client groups. This tool itself 
had been developed on the basis of the educational concept of RCPBO. Underpinning the concept 
was the notion that changes to the quality of life of an individual would bring about changes in 
behaviour that could, with a fair degree of accuracy, be associated with qualitative aspects of a 

 The professional body on leadership in the UK.1

 Subsequent development of this project as described in this review has superseded the materials submitted 2

to Opoku and Ahmed and the model has subsequently been developed to the theses contained in this chapter
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person’s life.   The project identified a set of ten core capabilities that were deemed necessary in a 1

company for the effective management of their business and the achievement of their objectives 
and with the key criteria the capabilities fitted into a weighted matrix that calculated a maturity 
score. Ten were deemed sufficient as adding further capabilities made little difference to the index 
calculation.  

The core capabilities were: 

• Leadership  
• Collaborative Working  
• Working Safely  

• Using Management Standards  
• Developing People  
• Managing Operations, Project Controls  
• Reporting Effectively 

• Incentivising Behaviour  
• Defining Objectives  
• Setting & Managing Budgets, Establishing human/material/financial resources  

The capabilities were assigned a weighting according to the degree of importance they had in 
achieving a company’s objectives, for example, a weighting table based on the order of importance 
in the company may be: 

Table 1: Example of weighting scores 

The core capabilities were then measured against the each of the maturity criteria utilising an 
analytical questioning process designed to elicit information from a representative selection of 
senior staff and employees, and to gather material evidence that would substantiate the assessment 
conclusions.  

Assigning a score to the information and evidence gathered was based on an objective 
determination of the knowledge held and ability to act on and manage the operation or procedure of 
the people within company or the department that was being assessed. It was important that the 
determination of the assessor was reasonable and in line with what another person competent to 

Hierarchy of importance Weighting

Legal requirement 10

Strategic objective 8

Operation necessity 5

Managerial requirement 4

 E.g happiness being qualitative, cannot be measured directly but behaviours normally associated with 1

happiness can be, likewise with competence, there are no discrete quantitative units measurable of 
competence but competent behaviours and outputs can be measured.
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conduct such an analysis would make, i.e., the judgement of the evidence and the scores assigned 
must not be perverse. The assessor and the assessment team would be guided by standard audit 
practices and methodologies . This would ensure the objectivity of the process and permit 1

independent verification of the evidence and scoring. The following table illustrates guidance for 
scoring: 

Table 2: Scoring range for evidence 

Having conducted the assessment the scoring was fed into the OCMI matrix that calculated a final 
Maturity Rating,  (Appendix 3). 2

Table 3: Maturity criteria for a competent company 
Note: This model includes the Key Criteria of the final iteration that emerged from the review of the first 
iteration. 

Basis for 
scoring

No 
evidence 

Awareness Knowledge Understanding Ability- 
competent 
to act

Ability – 
competent 
to manage

Scoring 
Range

-1 1-2 3-4 5-6 7-8 9-10

Key criteria Compete
nce

Agency Ethics 
Reasoning

Leadership Score Avg. 
=Sum(b:e)

Weighted 
multiplier

Multiplied 
score

Core capabilities

Score 

1- 10

Score 

1- 10

Score 

1- 10

Score 

1- 10

Average 
score

Weighting 
between  
1 and 10

Average x 
Multiplier

Leadership score score score score Avg Wt. calc.

Collaborative 
Working 

score score score score repeat Wt. calc.

Working Safely score score score score repeat Wt. calc.

Using 
Management 
Standards 

score score score score repeat Wt. calc.

Developing 
People 

score score score score repeat Wt. calc.

Managing 
Operations, 
Project Controls 

score score score score repeat Wt. calc.

Reporting 
Effectively

score score score score repeat Wt. calc.

Incentivising 
Behaviour 

score score score score repeat Wt. calc.

 As per the International Register of Certificated Auditors (IRCA)1

 A full explanation of the this iteration of OCMI including worked examples is detailed in McAleenan and 2

McAleenan 2009
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The calculation 

• The scores in respect of the 4 maturity criteria are averaged out for each core capability. 
• They are then multiplied by the agreed weighting. 
• The total of the weighting numbers are added. 
• The total of the multiplied scores are also added. 
• The calculation of the percentage maturity score is obtained by using the following: 

     Total multiplied score       x 100 =  % 
    Total of weightings x 10 

A fully worked example for the Cultural Maturity of a company with specific reference to OSH is 
detailed in McAleenan and McAleenan (2009). 

4.4 Validation of the model 

4.4.1 Strand 1, Development of OCMI and testing initial testing 
Having developed a working model of the tool with the project/product title, Organisation Cultural 
Maturity Index, the testing phase involved three strands. 

Strand 1 involved a presentation of the concept and model to a gathering of safety engineers in 
Canada to elicit their response to the model and consider their suggestions for modification and 
improvement.  This took the form of a presentation of a paper (McAleenan and McAleenan 2010) 
to a seminar of safety professionals at the Canadian Society of Safety Engineers annual Conference 
followed by a discussion on the underpinning concepts and how the model fitted in with other 
safety culture and safety climate measurement models. The discussion clarified the core elements 
of the model; the key criteria, the core competences and the scoring mechanism as described above  
(Section 4.3), and at this stage the documentation describing the model was left with delegates with 
the understanding that those who were interested in participating in trials would contact the author.  

The initial response came from TLC (a consultancy firm) a year later with a request to adapt the 
model to suit the particular circumstances of the oil and gas industry in Canada and the USA. The 
Principal of TLC had been tasked by their client, GTC, to find or develop a suitable product which 
could be made available to their clients that would assess the efficacy of the safety programmes 

Defining 
Objectives 

score score score score repeat Wt. calc.

Setting & 
Managing 
Budgets, 
Establishing 
human/material/
financial 
resources

score score score score repeat Wt. calc.

Totals Total 
above

Total 
above

Maturity Rating Calculati
on of 
%age
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that GTC offered. Over the subsequent year discussions were conducted in Canada and Northern 
Ireland on how the model could be modified for the oil and gas industry, how it could be 
implemented within companies, and on the nature and competences of the implementation teams. 
At the end of the period the author met with the principals of TLC and GTC in Canada to present 
the agreed model, however GTC, though liking the model, did not in the end take up the 
opportunity to collaborate, preferring instead to continue with and develop their core business. 
Work, however, continues with TLC on opportunities to introduce it to the Canadian market.  1

What the process demonstrated was that the project was adaptable and could be made to fit the 
particularities of different industries. The Key Criteria and the organisational capabilities that had 
been identified for the construction industry had sufficient universal applicability that they could be 
applied to the oil and gas industry with no more than a requirement that the OCMI assessor be 
familiar with that particular industry. Discussion on culture during this phase had a focus on 
Hofstede’s (2015) work and interpretations and shared insights were arrived at with TLC models of 
workplace culture (the 4 Pillars of Safety) and OCMI. A presentation on the 4 Pillars was made to 
undergraduates at Ulster University. 

At the same time the model was being considered by a second consultancy in Canada  with a view 
to obtaining a licence to use OCMI with their client group. During the process of negotiation and 
training it became apparent that the perspective of the potential partner did not align with the 
perspective of the OCMI project. The points of difference included the function of the Index to get 
to the heart of workplace culture, determine the maturity levels, diagnose/assess the underlying 
causes/explanations and develop a programme for holistic improvements throughout the 
construction company. The partner saw it as a tool akin to safety climate survey tools and the 
difference became apparent in trying to reach agreement on the text of project literature aimed at 
the partner’s Canadian clients. Rewording the literature provided by the author into what was 
viewed as simply the words the of partner made fit for Canadian readers changed the meaning of 
the text and  resulted in the exposure of a wide gulf in the interpretation of OCMI by both parties. 

What also became apparent was that the critical theory methodology used to develop OCMI and 
used as part of the critical assessment of client companies was not understood by the partner, nor 
seen as critical to the success of the project. The project is based on a deconstruction of what is 
observed and heard in the client company and the arriving at different perspectives and new 
interpretations of what occurs in and drives a company in order to advance workplace culture. It 
also depends on the assessor facilitating the transformative process wherein the client’s staff and 
employees take ownership of these interpretations and manage the process of change in the 
direction of their choosing. 

 Work on this part of the project came to an end without a satisfactory resolution of the differences 
in understanding and interpretation and a mutual agreement that a viable commercial enterprise 
was not feasible without this. 

 The cultural dimension had a practical relevance in Canada where the Canadian cultural milieu composed 1

French, British, Irish, Scottish and First Nation national cultural heritages.
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4.4.2 Strand 2, Practical testing of OCMI 
In parallel with Strand 1, Strand 2 was a testing of the model in the field.  A consultancy company 
in England was selected which was working extensively in the energy and construction industries. 
An OCMI assessment was conducted and a report and development plan produced (Appendix 3). 
The process involved three stages;  

1. A document review of the policies and procedures of the selected company, including the 
company vision, aims and objectives. 

2. This was followed by interviews with staff and associates that involved an analytical 
questioning process centred on their understanding and interpretation of the company’s 
mission and ways of conducting its business coupled with discussions on individual 
practices on implementing these missions and objectives. 

3. This stage involved on-site observations of staff and associates in practice, however the 
consultancy asked that this stage be dropped due to commercial confidentiality as the 
observations of practice involved observations of their clients with whom staff and 
associates worked.  Their clients were not party to the OCMI testing programme. 

The dropping of Stage 3 meant that the project rested on a critical analysis of written and verbal 
narratives, a result of which was to drive the overall project away from a mainly behaviourist 
analysis to a critical theory approach to understanding what was happening in a company (see 
Methodology Chapter 3).  The benefit of this was a realisation that the initial iteration of OCMI, in 
focusing on behaviour, would lead to a report that recommended behavioural changes for the 
organisation’s management team and for practitioners in the company. External recommendations 
for change, though often more easily accepted than internal top down requirements for change, 
nonetheless risk a less than whole hearted enthusiasm for implementation. The emerging critical 
theory approach  during the testing process led to a report that described interpretations of what the 
author read, heard and observed. This was then presented to the full team as an initiator for 
discussion with view to arriving at a holistically agreed way forward that was externally facilitated 
but internally constructed. The objectives and the process for change were developed and owned by 
all of the participants in the process. This presentation and discussion came about late in the testing 
process on a  request from the CEO who asked that those who participated in the observational and 
interview stages be party to the presentation of the report and the proposed development plan, 
primarily to input to how the implementation of the plan would proceed. The unintended benefit 
was that discussions took place on the interpretations presented and while it was more on exploring 
the author’s process and reasoning for the interpretations, the exercise facilitated the imbedding of 
critical theory and Freire’s transformative pedagogy into the process of assessment and 
presentation. 

 The small size of the staff team in this test contributed significantly to the practicalities of the 
exercise, however issues arose as to how this type of exercise would be implemented in 
construction projects with large numbers of workers, particularly where significant numbers of 
these workforces are subcontracted or whose time on a project would be limited, even to a short 
duration. The issues were also discussed with TLC whose clients had workforces numbering 
thousands.  
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The adaptability of the model as described in Strand 1 means that the assessment requirements are 
for the selection of coherent units within a company. Thus larger companies and construction 
projects need not be assessed in total on each occasion, but may be assessed in parts allowing for 

1. comparison between parts, and 

2. comparison over time as re-assessments take place. 

This faculty contributes significantly to the practicalities of the system. 

4.4.3 Strand 3, Comparison with other models and second iteration  
This strand was concerned with a comparative analysis of OCMI with other similar safety culture, 
safety climate measurement models that had been developed and were being used internally by 
individual companies in Canada. OCMI was found to be above and beyond the requirements of 
consulted companies, primarily because OCMI was concerned with the wider workplace culture 
within which safe work was achieved, rather than the narrower focus of safety and safety systems 
and, as demonstrated, utilised a critical theory methodology to analyse, assess and change both the 
systems, particularly health and safety systems, in place in construction and the people who work 
those systems. The underpinning concepts of OCMI were fundamental to a comprehensive 
understanding of how culture in the company panned out and impacted on all aspects and systems 
of what the company does, including safety.  

In retrospect the comparison process highlighted a number of areas for development and 
improvement for OCMI.  The positive analysis led to modifications to the maturity criteria as a 
result of feedback from clients and assessors and the development of new theories on ethics 
reasoning and leadership. The criteria for ethics reasoning, leadership and agency were subject to 
reevaluation where they were developed and tested separately before being recombined into the 
current iteration of OCMI. 

The tool was tested in practice and received positive reviews. A second iteration has been 
developed based on evaluations and comments from colleagues, safety professionals and 
companies in construction and oil and gas extraction, nationally and internationally.  

A series of international web-seminars were organised amongst contemporaries in the safety 
professions to explore elements of safety leadership and practice in different countries.  These took 
place in the context of building a network of innovative and critical thinkers on workplace safety 
with the objective of developing radically different models and practices to advance the 
preventative culture promulgated by the ILO (2013, 2014a, 2014b) and associated bodies. 

4.4.4 Second iteration, Amended Key Criteria 
Stemming from the review of the first iteration a new set of Key Criteria were developed and 
included in the revised iteration.  

• Competence, which incorporates innovation and resourcefulness as element of the competent 
person, competent team. 

• Ethics Reasoning, which is substantially greater than Corporate Social Responsibility being as 
it is a holistic approach to ethical decision making and moral behaviour. 
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• Leadership, which as defined in this review, is functionally self-limiting and facilitates 
agency. 

• Agency itself, both in respect of the individual and the work team.   

4.5 Contribution to knowledge and the way health and safety is done 

4.5.1 Critical theory 
Critical theory, when it was applied to traditional risk management approaches to OSH flipped the 
process on its head and instead of assessing risk, established a method for assessing work activities 
such that safety emerged naturally from competent working. This is the OAC process. 

Critical theory had a similar effect when it was used to analyse safety culture. Beginning from a 
definition of the competent worker and the competent company, the OCMI project recognised that 
competences mature with time (and practice) and that there are particular features of maturity 
which could be assessed and indexed. 

Where critical theory came into its own was not simply in identifying those features to be 
measured, but in the critical analysis of what these features meant. Safety in construction has been 
improving over the past 60 years, initially through regulatory compliance which reached its zenith 
in the 1974 Health and Safety at Work Act in Great Britain and then through the application of 
behavioural psychology. This application of psychology to what was happening on sites and how 
people behaved in respect of work and their perceptions of risk brought about positive changes 
when married with the statutory and common law obligations not to harm others. It demonstrated 
that the application of social sciences to the workplace could bring about benefits. It was thus that 
critical theory, in applying a range of humanities disciplines, was capable of bringing about 
continual improvements in safety.  However, while behavioural psychology is concerned with 
changing behaviours towards safety working, critical theory is concerned with a transformation 
within the worker, of his understandings and interpretations of his own personal situation and the 
relations he has with others, work colleagues, managers and employers, and the wider social impact 
of what he does at work. 

4.5.2 Critical theory on Man’s fundamental humanity 
To effect such changes, critical theory deconstructed the various concepts associated with work, 
work itself, safety, culture, moral and ethical behaviour, and social and economic relationships at 
work and within society. Ultimately critical theory explored the fundamental humanity of workers 
and their relationships to each others and how they panned out in the workplace, impacting on 
relationships, behaviours, interpretations and thus safety itself. 

The principal contribution to knowledge about construction site OSH has been to shift the focus 
away from safety and safe systems per se onto Culture itself and, more specifically, to Man as the 
focus of Culture and all that stems from Culture. By doing so the safety discourse transforms into a 
discourse on Man, what he is and what he is becoming, and his relations to others and to work 
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(including employment).  The project to date has re-interpreted a number of key concepts and 1

developed new perceptions and definitions which transform how OSH is seen. 

Safety itself is the outworking of moral injunctions to do no harm. Through moral philosophy and 
educational psychology it is determined that Men, in general, live by codes of ethics  by which 2

they strive to attain their own authentic humanity or being (Žižek 2012). Moral behaviour is the 
outward expression of behaviour towards others and while it may be driven or influenced by their 
ethics, is more rationally explained by the outworking of complex reasoning processes. This is the 
foundation of the second project, the development of an Ethics Reasoning pedagogy for 
construction professionals (Chapter 5). 

4.5.3 Competence and agency 
In terms of practice and skill, competence was reevaluated on the basis of the many legal 
definitions that are incorporated into national statutes and guidances, and deconstructed to arrive at 
a definition of competence which respected the autonomy of the competent person/team/company 
in decision making.  The impact of this on safe working is to place control of safety directly into 
the hands of those responsible for carrying out the work activities.  This definition has the added 
effect of meeting the ISSA’s Quebec Protocols for reintegrating safety into work competence. 

The project explored the dichotomy between autonomous and heteronomous decision making and 
action, specifically in respect of the social relations that exist in construction projects where 
hierarchical structures dominate and workers are subject to decisions made by others, including 
those who would be leaders. Kant’s (in Russell 1996) “agency” (free will) is countered by the 
argument that Man, as a social and historical being, cannot be capable of autonomous thought and 
action as the past and the circumstances of the present influence him. However, drawing on Hegel’s 
(1817) philosophy of freedom  where-in he states that “necessity is blind in so far as it is not 3

understood” and which Engels (1878) elaborated on, stating that “freedom of the will therefore 
means nothing but the capacity to make decisions with the knowledge of the subject”, it was 
considered that in matters of competence, decision making and action it is necessary for 
construction professionals and site operatives to be fully apprised of all the relevant information, 
not just for the immediate task, but also the overall project. This approach gave substance to the 
CDM Regulations and the benefits of having fully integrated teams considering and building the 
project. The definition of teams, in this perspective, must be inclusive of workers as well as 
managers, designers and the client.  4

Arendt (1958) distinguishes between labour and work, the former being the natural state of Man associated 1

with the biological process of life and is the same for all men. The latter she terms the unnaturalness of 
human existence, and artificial world of things distinctly different from the natural world and which is 
experienced individually and differently by each man. In the above text work and employment refer to a  
similar distinction.

 Moral behaviour is the outworking of internal ethics but it doesn’t always follow that people behave 2

morally, other factors play into moral and immoral behaviour and is a subject outwith this present work.

 Agency in the modern parlance.3

 As an example of obtaining information at the design stage, the author addressing architects charged with 4

designing new school structures put to them the suggestion that consulting with the teachers and the pupils 
about how the physical environment was used  would provide valuable insights to the design team in respect 
of end user behaviour and interaction with the completed project. This would in turn allow end use safety 
issues to be addressed at the design stage.
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Agency that emerges from both moral responsibility and competence was analysed in the context 
of safety leadership and in the process led to a redefining of leadership per se. The role it had to 
play in progressive practices and companies was recognised but the definition also limited its 
function to the achievement of specific objectives amongst which is the facilitation of agency 
amongst those who were “led”. This definition contributes to the discourse on leadership and 
management and goes some way towards resolving the issues surrounding the qualities of leaders 
as well as the weaknesses and failing in leadership. 

The project to index cultural maturity has in its development and testing evolved into a tool for in-
depth critical analysis of the construction project, and its place and function to meet the myriad 
needs of society, from the individual to the community and inclusive of the needs of the client and 
contractors.  In the process, it progressed to consider the meanings and interpretations of concepts 
associated with OSH and has thus developed a theoretical foundation on which culture, safety 
communication and so forth can be interpreted and understood, a foundation which is 
underdeveloped in current safety professional education and training.  
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CHAPTER 5. PROJECT 2 - AN ETHICS REASONING PEDAGOGY 
5.1 Project context 

5.1.1 Background 
Research has shown that the construction industry has a reputation for being unethical in its 
practices being as it is an environment where competition between contractors leads to a low price 
mentalities, fierce competition and paper-thin margins and thus to quality and safety reductions to 
cut costs and save time, (Hamza et al. 2007, 2010, Olufemi and Oyedeli 2014, CIOB 2013). 
Corrupt practices give rise to unethical tendering, practices and poor quality work (Ameh and 
Odusani 2010), which lead to accidents and the endangerment of human life (Zhou and Wu 2013).  
Short term repair and maintenance contracts for social housing in the UK provide opportunities for 
profit maximisation at the cost of inefficient services in what Hargreaves and Price (2015) refer to 
as ‘emergent malfeasance’ rather than deliberate corruption. The CIOB (2013) found that 49% of 
respondents to their survey believe corruption to be prevalent in the industry, with 50% believing 
that the industry is not doing enough to prevent it.  The EU commission has estimated the cost of 
corruption to be €120 bn. per annum (1% Europe’s GDP) (CIOB 2013). 

The various construction professions as well as construction and design companies have Codes of 
Conduct and/or Code of Ethics that members are required to be familiar with and adhere to. The 
Royal Institution of Chartered Surveyors (RICS) (2010) for example expects that “Members shall 
at all times act with integrity and avoid conflicts of interest and avoid any actions or situations that 
are inconsistent with their professional obligations.” 

The Engineering Council (2013) advocates that licensed professional bodies should place a 
personal obligation on their members to act in accordance with the Statement of Ethical Principles 
published by the Royal Academy of Engineering and the Engineering Council (EC and RAE 2014). 
The Joint Board of Moderators (2009) in the UK has more specific guidelines for the teaching of 
ethics and professionalism which are expected of students on the various construction professional 
degree courses in UK universities.  

“where students are taught about ethics, they will: 

•  Understand the nature of professional responsibility; 

•  Be able to identify the ethical elements in decisions; 

•  Be able to address and resolve problems arising from questionable practice; 

•  Develop critical thinking skills and professional judgement; 

•  Understand practical difficulties of bring about change; 

•  Develop a professional ethical identity to carry forward in their working life.” 

Despite this, research by Herkert (2000, 2002) indicates that the focus of engineering ethics is on 
individual or micro-ethics rather than on the social or macro-ethics concerned with collective social 
responsibility (McAleenan C and McAleenan P 2012). Warnock (2010) suggests that some 
professionals feel dissatisfied with current work ethics and that this has a negative impact on 
quality, and Strahlendorf (2005 citing Logan 2001) lists economic pressures, differing standards in 
other countries and lack of legal standards amongst the reasons given for unethical behaviours. 
Gunther (2011) suggests that the professional needs to have the ability to reason out the ethical 
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issues in any situation rather than be constrained by the rules contained in the many different 
professional ethical codes and Strahlendorf (2005) argues that in order to abide by professional 
codes of ethics the  professional needs to be able to question them and to rationally reason that they 
are the appropriate ethical approach to ethical practice (McAleenan C and McAleenan P 2012). 

Ethical Reasoning appears on the curricula in different universities in America (e.g. University of 
Texas, 2015 and Stanford University, 2015) and in the United Kingdom (e.g. Leeds University 
2015). Ethics reasoning in engineering is also the  subject of the work of Whitbeck (2011), and is 
contained in the practice guidance offered by the Royal Academy of Engineering (2011), which 
contains cases studies for skills development. Often the terms ethical and moral are interchangeable 
when reasoning is discussed (Chimar 2004) and the concept of ethical reasoning itself stems from 
the work of Piaget (1932) on cognitive development and moral reasoning in children.    

In this work the author distinguishes ethics and morals, the former being concerned with the care of 
the self and the latter, care for others (Žižek 2012). The author further distinguishes ethical 
reasoning from ethics reasoning, the former referring to a reasoning process that is ethical, and the 
latter to a process of reasoning about ethics per se, (see section 5.2.1 for elaboration on this 
distinction). 

5.1.2 Project aim 
The aim of this project was to determine the degree of ethics reasoning amongst undergraduate and 
postgraduate professionals and to develop a programme of study that will elevate their level of 
reasoning from conventional to post-conventional reasoning. 

Ethics or moral reasoning originated in Piaget’s (1932) work on cognitive development and was 
further developed by Kohlberg (1971) and later by Eckensberger (2007) who expanded on Piaget’s 
original work and demonstrated an invariant development of moral judgement in people through a 
number of stages in three categories; pre-conventional, conventional and post-conventional , 1

though some recent research by Hepach et al. (2013) indicates that infants of a very young age 
demonstrate intrinsically motivated pro-social behaviours demonstrating a concern for other’s 
welfare.  

Pre-conventional (Stage 1 - heteronomous morality and Stage 2 - individualism, instrumental 
purpose and exchange) related primarily to children and young people with most entering 
Conventional level, Stage 3 (interpersonal conformity) by their mid to late teens. Conventional 
level, Stage 4 (societal conformity and conscience) is achieved by most adults, and thereafter most 
people remain reasoning at the conventional level. Post-conventional reasoning and Stage 5 (social 
contract or utility and prior rights) is achieved by few and rarely before middle-age, though 
professionals may be expected to attain this earlier through higher level education and exposure to 
wider experiences involving ethical issues, (University of Central Florida n.d.). Stage 6 (universal 
ethical principles) is based on equal consideration of and respect for the dignity and worth of all.  

In following this approach the project went beyond theories of ethics, which sometimes do not sit 
comfortably with each other despite being fundamentally concerned with doing good or doing no 

 There are between 6 and 11 stages within these categories; for the purposes of this project the 6 main stages 1

were deemed sufficient. 
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harm to others, to explore the function and universality of ethics and how moral behaviour is 
decided by actors.   Two things emerged from this analysis; 

1. Ethics is a function of Man as a social being, and 
2. Moral behaviour is a function of agency and ethics reasoning. 

In this the project makes a clear distinction between ethics as an internal process and morality as 
outward behaviour towards others (Žižek 2012). 

In practice the project produced a module to develop the ethics reasoning of undergraduate 
professionals with the aim of advancing their ethics reasoning through conventional to post 
conventional during their undergraduate years. This approach was based on educational psychology 
and in particular the works of Piaget (in Crain 1985), Kohlberg (in Crain 1985) and Eckensberger 
(2007) whose theories on moral development recognised a level of ethics reasoning that 
transcended moral theories, universalising equal consideration of human dignity and respect for 
others.  

5.1.3 Problems with agency in real world situations 
The notion of agency can be difficult to reconcile with real world experiences. In respect of the 
workplace the competent worker is expected to be able to make decisions according to age, 
experience and level of skill (Irish Supreme Court 1977 in Garavan 1997). In practice what to do, 
when to do it, what controls are to be put in place and even how to do it are often subject of 
decisions taken by managers and supervisors and conveyed to the workers who will undertake the 
work activity.  In unsafe situations, “Stop Work” is not just a legal right, but a legal duty, yet it is 
often also a fiction which is known and understood by all but not stated as that would negate its 
function (as a “legal” fiction it gives credence to good OSHMS). Those who would legally “Stop 
Work” may nonetheless be regarded as not being legitimately doing so and may be censured in 
other ways for their actions. 

This is reflective of Hegel’s (Philosophy of Right) (in Russell 1996) rejection of Kant’s (1785, in 
Russell 1996) notion of autonomy, namely that the moral agent must assume for himself the 
responsibility of translating an abstract injunction into a series of concrete obligations, (Žižek 
2012). For him autonomy and freedom consist not solely in following one’s own will but also in 
there being a reality that corresponds structurally to the will’s own structure (Heinrich in “Between 
Kant and Hegel”, cited in Žižek 2012). Hegel (1817) sees this structure as the rational state that 
respects the freedom of the individual.  In concrete reality there are many structures in which the 
moral agent finds himself and these structures are not always as appreciative of human autonomy 
and freedom as Hegel’s rational state would be. Schein’s (2013) assertion that culture 
fundamentally sprang from the beliefs and values of the founders/leaders of the organisation is 
indicative of an acceptance of the social relations within organisations resulting in heteronomous, 
as in bounded or constrained decision making by subordinate levels. 

The Ethics Reasoning project explored Man in his social context and the “necessity” for this 
heteronomous or constrained decision making in many circumstances; the “Stop Work” being one 
such circumstance. But where harm occurs because of a decision to act or not act this “necessity” 
dissolves and the individual is called to account, more so the greater the resultant harm and the 
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greater the expectation that the person could have made a decision other than that which resulted in 
the harm. 

5.2 Rationale for ethics reasoning in decision making 

There is a moral case for good health and safety practice in construction, (HSC 2000). It is founded 
on fundamental human principles concerning behaviour towards others; behaviour that at its least 
causes no harm to others, but ultimately is guided by the principle that it should contribute to the 
general wellbeing of humankind (Fromm 1947). Of the three distinct cases generally made for 
good health and safety practice, the others being the business and the legal cases (HSE 2005a), the 
moral case is the strongest, being as it is founded on necessity rather than the vagaries of the 
market (ISSA 2010) or the vicissitudes of parliamentary law making (Young 2010, Hoban 2013). 

5.2.1 Moral necessity in humanisation 
The focus of the moral case arises from the injunction to do no harm to others which is encoded 
within the health and safety laws.  Morality is that aspect of culture that embodies mechanisms that 1

make it, culture, a system of intrinsically human controls, (Geertz 1973). Culture, when holistically 
understood as an aspect of humanity is Man’s action on the world, how he relates to the world and 
how his self-realisation materialises as a result of action, the process of humanisation, i.e., of 
becoming fully human (Freire 1973, Maslow 1943). Morality is thus inherently human; it arises 
from Man’s awareness of himself as a species separate and distinct from other species and, in being 
so aware, he recognises himself in others. Conversely he also recognises others in himself; each 
individual being a representative of the species, (Fromm 1961). This is the root of empathy and 
from empathy we find the form of morality that echoes the symmetry between the Self and the 
Other, (Žižek 2012). This morality is understood as care for others in the practical relations with 
others; a social relationship in which the symmetry acts to the benefit of all which Žižek (2012) 
refers to as “responding to their (others) call”. 

If morality is extracted from the concept of being human, i.e. non-moral as opposed to immoral or 
not moral, is it still possible for humans to exist as uniquely different; in other words, can we be 
aware of ourselves and others as a species and be non-moral in our relationships? It would be 
contradictory to suggest so, being aware of ourselves and others includes being aware of what is 
beneficial and what is detrimental in our relations with others; we either harm or help. This is 
codified in the Golden Rule of moral reciprocity; “treat others as you would want others to treat 
you”, an exhortation to act to the benefit of others.  Relations with others, positive or negative, are 2

a necessary condition. A neutral relationship, as in one with no effects, is self-negating - it is a 
relationship that is not a relationship, it is nothing. Žižek (2012), citing Nietzsche states that 
morality is concerned with the symmetry of relationships to other humans, and refers to what he 
calls the zero level rule, “do not do to me what you do not want me to do to you”, an opposite to 
the Golden Rule and the basis of the injunction to do no harm. With the publication of the Seoul 

 Though it is not necessary that this should be so as it is fundamental to being human that we should not 1

harm others.

 The Golden Rule or the ethic of reciprocity is to be found in the texts of all the major religions and 2

philosophies as well as non-theistic world views, and has been recorded as far back as 1780 BCE (Code of 
Hammurabi) and in texts across Europe, North Africa, Asia and the Far East from the 4th and 5th centuries 
BCE.
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Declaration in 2008 a series of new paradigms were presented which included a shift from simply 
focussing on accident-prevention activities, Žižek’s (2012) zero level rule, to the creation of a 
culture enhancing workers’ well-being and welfare; the Golden Rule entering into health and safety 
practice. 

If morality is the practice of care in our social relations, how is it to be distinguished from ethics, 
the two terms often being conflated or interchangeable? In Žižek’s (2012) exploration of Hegel’s 
dialectic he has distinguished ethics as the care of the self; a striving towards authentic being (a 
concept not unlike Freire’s (1973) “humanisation”). In this perspective ethics is concerned with the 
consistency of an individuals relations with himself, “with fidelity to [his] own desire”; (in a sense 
being true to ones-self). Human behaviour is a synthesis of the internal ethic and external morality. 

The moral case for health and safety thus stems from necessity and unlike the business and legal 
cases cannot be negated by external factors; the moral case is inherent in the relations that exist 
between people. 

5.2.2 Stating the problem of the moral case in construction OSH 
As stated in the opening of this chapter, the construction industry, with the competition between 
contractors, paper-thin margins and low price mentalities (Hamza et al. 2012) is a perfect 
environment for ethical dilemmas. Notwithstanding the wider issues of corruption in the industry, 
which in many respects are actions of considered choice, this project focused on the decision 
making processes behind safe and unsafe work practices on and off site. In the sphere of the 
construction professional a deontological approach to safety takes place within a matrix of rules 
and regulations that at best lack harmony and at worst relegates safety to the margins of 
commercial decision making. Statutory obligations, commercial contracts, contracts of 
employment and professional codes of conduct jostle for position; the CDM 2015 regulations for 
example allow for the four key duty holders, client, Principal Designer, Designer, Principal 
Contractor  to come from within a single company providing that each duty holder remained 1

autonomous, giving objective and impartial advice on OSH matters, and this may include, for 
example, one section of the company advising the Board on the competency of another section of 
the company to undertake the relevant duty holder responsibilities. 

On-site, the decision making capacity of otherwise competent workers is often negated by the 
authority and decisions of other persons and departments (McAleenan C and McAleenan P, 2009a, 
ISSA 2010), thus site safety rules can become generic with a universal applicability without having 
due regard to their applicability to particular and unique work situations. In Geertz’ (1973) “Thick “ 
description of culture this is to be understood in the context of subliminal messages that permeate a 
site which can contradict the overt messages that his “Thin” description describes as the superficial 
description of workplace culture. Warning signs containing statements that conflict with statutory 
requirements are often placed at site entrances with the explicit threat that those who do not adhere 
to them will be removed from site. 

 The CDM 2007 regulations continue to apply in NI as of the time of writing and therefore the role of CDM 1

coordinator continues and the Principal Designer role is with the drafters of the forthcoming legislation
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The deontological model to site safety is the outworking of what Kohlberg (1971) and 
Eckensberger (2007) described as conventional moral reasoning; a moral reasoning based on the 
interests of the group and adherence to the rules of society. Conflicting with this deontology are the 
professional codes of conduct of construction professionals that have been developed since the 
early formation of the professional societies in the 1800s  and informed by the International 1

Engineering Alliance’s (IEA) accords (Washington 1989, Sydney 2001 and Dublin 2002) (IEA 
2015). These codes adopt a post-conventional reasoning (Kohlberg 1971 and Eckensberger 2007, 
see section 5.3.1) model based universal social rights and exhort the professional to exercise his or 
her professional judgements in the interests of the wider society. This in essence requires of the 
professional a critical analysis and evaluation of the project, including its necessity, its impacts 
(environmental, human, social and economic), how it is to be built, used, maintained and 
demolished without causing harm to individuals, the community or others who may be effected by 
the project. 

OSH is not the sole consideration of professional ethical and moral decision making but when 
contextualised with, for example the Universal Declaration of Human Rights (1947), the 
professional thus has a duty to understand the human rights of the worker in order to fully 
appreciate and implement his obligations to the workforce, his employers and his clients. 

That culture and morality are integral to and are the manifestations of human existence and that 
one, culture, is the form of the other, there arises the issue of agency and the role of moral decision 
making and action, specifically in respect of workplace safety and health. 

As the OCMI project deconstructed the internal concepts upon which the model rested, the CSR 
element was found to be insufficient in itself to analyse ethical and moral behaviour and thus a 
separate project was established to explore these issues within the construction professions and to 
determine the requirements for a pedagogy that would satisfy the requirements of the JBM (2009) 
and the various codes of ethics in  the professions. 

The first iteration of OCMI held CSR to be one of the key criteria for a mature workplace culture, 
specifically in how a company meets its responsibilities to all stakeholders. Given the evidence 
indicating a widespread failure of some companies, including some of the largest, in the 
construction industry to meet these obligations it was deemed appropriate to explore these findings 
to determine the causes and how they may be addressed in the industry. 

5.3 Developing and testing the ethics reasoning module 

5.3.1 Ethics Reasoning Research Methods 
Globally there are a wide range of ethical codes, some driven by religious belief, others by 
philosophical investigation; some are codes emerging from legal requirements and judicial 
interpretations and others emerging from business and professional necessity.  Within the various 
codes there are many interpretations and descriptions of what constitutes acceptable moral 
behaviour.  The complication with CSR as a key criterion was that to tie it into a code of moral 
behaviour would prove difficult given the differences, even contradictions, between the multiplicity 
of codes extant.  It was necessary therefore to go beneath the codes of ethics and examine the 

 e.g. ICE was founded in 18181
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foundations and development of moral behaviour and in this respect the field of educational 
psychology was fertile ground to begin this work. Initial research involved a critical evaluation of 
the theories underpinning the development of moral judgement with a particular focus on the works 
of Piaget and Kohlberg (1971), and Eckensberger (2007), and academic critiques of their work.  1

Discussions with colleagues from several American universities and colleges and colleagues at CIB 
presentations in Washington and Singapore focused on the centrality of ethical decision making in 
occupational health and safety practice. The process of evaluating the business, legal and moral 
cases for safety and health at work had shown that the legal and business cases were conditional 
and therefore subject to failure whenever circumstances permitted leaving only the moral case as 
fundament and (good) health and safety emergent. On this basis, and from the pedagogical theories 
of Freire (1973), Adorno (Spatscheck 2010), Illich (1970, Smith 2011), etc., an education module 
that involved first year undergraduates included a component of problem solving exercises on 
moral and ethical dilemmas was developed from Kohlberg’s (1971) work and given a construction 
bias.   

These were presented to the students over a period of one semester and the development of their 
problem solving skills with reference to Kohlberg’s (1971) ethics reasoning stages was assessed 
(module learning outcome). The module was supported by seminars on ethics, case studies and 
project work, (Appendix 3)   

5.3.2 First iteration of the module 
The first year of the project followed the methodology established by Kohlberg (1971) in his 
development of the theory.  The students were presented with a series of problems and asked to 
develop solutions and to explain their reasons for those solutions. The expectation, per Kohlberg 
(1971), was that the students would generally exhibit convention reasoning, interpersonal 
conformity (stage 3), with some evidence towards societal conformity (stage 4) and very little 
evidence of pre-conventional reasoning. Surprisingly, a substantial pre-conventional reasoning was 
demonstrated, particularly when the problems were less abstract and more in line with their own 
experiences. 

Kohlberg’s (1971) research indicated that over a twelve week period of moral problem solving 
exercises, 50% of participants would be likely to reason at least one stage higher. This level of 
success was not achieved by the project during the twelve week semester in which it ran though in 
the second semester participants demonstrated increasing awareness of moral issues in other 
modules of their course. The evaluation of this iteration concluded that the assessment method was 
too informal and the resultant discussions did not facilitate accurate assessment.  Additionally, a 
high percentage of the students did not consider the module a valuable academic exercise that 
warranted their time, particularly as in this iteration, their attendance was not graded.  Thus many 
left the seminars early or indeed failed to attend after the first few seminars, (McAleenan C and 
McAleenan P 2012).  

 Their conclusions have been verified in cross-cultural studies done in Turkey, Taiwan, Yucatan, Honduras, 1

India, United States, Canada, Britain, and Israel.
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5.3.3 Second iteration of the module 
The methodology was reviewed to incorporate an introduction to moral philosophy running in 
parallel with the problem solving exercises. This provided context to the exercises and allowed the 
students to have discussions on the key themes of moral behaviour, their advantages and 
disadvantages in different circumstances and how they may bear on their own experiences.  This 
cohort demonstrated more stage 3 conventional reasoning, interpersonal conformity and some 
societal conformity (stage 4). This stage 3 was particularly so in relation to complex construction 
related problems where their knowledge of contract, OSH, and other relevant legislation was 
undeveloped. This seemed more to do with perceptions of loyalty to the fictional future employers 
and companies they would be working with as well as an acceptance of the authority of managers 
and more experienced professionals whom, they assumed, would not steer them wrongly. 

In more open problems where their broad knowledge of what the law expected was greater, stage 4 
societal conformity (adhering to the laws of the land), was more in evidence. Thus where they 
could not state whether a practice was corrupt or not, they relied on loyalty to and guidance from 
above in the company, but on clearer cut areas where right and wrong is generally known, there 
was less hesitation in knowing what to do, even where they may have disagreed with the laws, they 
would abide by it, i.e conformity. 

5.3.4 Finalising the ethics reasoning module 
The efficacy of the module was assessed and modifications introduced in these iterations via an 
evolving teaching programme (McAleenan and McAleenan 2011a, 2012, 2013a). Fourth year 
undergraduates in Ulster University and post graduates in East Carolina University on engineering 
programmes were also introduced to elements of the module (within the constraints of lecture time 
available). In respect of the overall issues of ethics in construction, the aim of the module is to 
instil in young construction professionals at the commencement of their professional education an 
appreciation of the process of reasoning, recognising and dealing with ethical/moral issues in 
construction in accordance with the requirements of the JBM (2009) and to provide information on 
the support mechanisms available to them via their professional bodies to assist them in making 
correct judgements and acting on their decisions. 

The final format of the module (Appendix 3) encompasses the following elements: 

• Ethical problem solving exercises to develop skills 

• Introduction to the prevalent theories of ethics 

• Case studies, to be analysed on the basis of the various theories 

• Stages of Ethics Reasoning 

• Contextualisation, construction and international protocols and codes 

• Agency and resolving conflicts 

A similar structure for developing ethics reasoning in business courses can be found in Wilhelm 
(2008), and in Sternberg (2012) there is a step-by-step thinking process for resolving ethical 
dilemmas and problems, in this case the process has recourse to seeking out appropriate ethical 
rules for the circumstances, ultimately concluding that ethical reasoning must result in moral 
action.  
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5.3.5 Integrating Ethics Reasoning into a Safety Engineering degree 
The elements of the Ethics Reasoning module have been adopted and integrated into the Safety 
Engineering and Disaster Management degree at Ulster University, which commences in 2016.   

Ethics Reasoning is to be taught in three modules covering university levels 4 to 6.  With the 
relevant learning outcome they are; 

• Level 4, Humanitarian Engineering,  
• To adopt a professional and ethics reasoning approach to complex design and 

engineering; 
• Level 5, An International and Ethical Perspective,   

• Deliver socially responsible safety solutions using post-conventional ethics reasoning 
ability, and  

• Level 6, Prevention through Design (PtD), 
• Adopt a professional and ethics reasoning approach to PtD, 

• Demonstrate critical analytical thinking when choosing the appropriate PtD approach 
to deliver designs that can be built, used, maintained and eventually demolished/
decommissioned in a safe and healthy manner 

5.4 Contribution to an engineering pedagogy 

It is not sufficient that structures are built, used, maintained and eventually demolished without 
causing harm to workers or end users.  Ethics are more than the duty not to harm others, they are at 1

the core of Man’s relationship with others and with himself. Construction epitomises this 
relationship. The structures that are built contribute to Man’s wellbeing from the satisfying of the 
basic survival needs, (housing, water, sanitation, hospitals, infrastructure, etc.) to the meeting of 
Maslow’s (1943) higher emotional and intellectual needs and self-actualisation, (theatres, galleries, 
colleges and schools, and the visual integrity of the built environment). 

Ethics lie at the heart of engineering professionalism (JMB 2009, UK SPEC 2013) but it is 
substantially much more than adherence to codes of practice or compliance with relevant laws and 
regulations. The development of the process of reasoning recognises these deontologies as 
important milestones on the route from immature self-centred, self-interest ethics towards a 
universal ethic that treats all as equal, respects all as fellow humans and act in the interests of the 
advancement of the wellbeing of the human condition. 

These programmes are founded on Kohlberg (1971) and Eckensberger’s (2007) methods, which 
recognises that the professional is capable of achieving awareness of and acting on universal  
principles of social justice and human rights very early in their careers and that this can be achieved 
through an appropriate ethics reasoning pedagogy at university. The programmes further recognise 
the problems associated with differing ethical viewpoints found in national cultures and the ethics 
elements introduce students to a variety of moral philosophies and through the reasoning process 
contextualises these philosophies within the fundamental principle of moral behaviour, i.e., the 
Golden Rule. 

 Contained in all iterations of the CDM regulations.1
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In the broadest sense, the process of reasoning requires of the moral agent that they make 
connections between their actions and seemingly disparate events, to make inferences from the 
connections and to explore the potential consequences. The expectation is not simply to join the 
dots of a puzzle and decide on what rules to apply, but to metaphorically draw their own dots and 
create a new picture, a new model of their relationship with society, themselves and the profession 
that they are entering. The programmes assist them in understanding construction as a humanising 
activity in which they have professional responsibilities and control of. 
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CHAPTER 6. INTERRELATIONSHIP BETWEEN COMPONENTS OF THE 
OCMI PROJECT AND THE ETHICS REASONING PROJECT 

6.1 The identification and assessment of cultural maturity in construction companies 

This project was established to  develop a suitable metric that would evaluate and assess the 
efficacy of Operation Analysis and Control (OAC) in achieving safety improvements in client 
companies.  It was the initiating project from which  the sub-projects on leadership, agency and 
competency emerged to meet a requirement to have clear unambiguous indicators for workplace 
cultural maturity.  

The OCMI was developed with four key criteria each of which was to be measured on the basis of 
ten capabilities that were considered to be essential to a company's competence and which they 
would be expected to demonstrate to an assessor. The key criteria were considered fundamental 
criteria for a sustainable company. The degree of competence demonstrated in each of the core 
capabilities would lead to a measurement of the company's sustainability. 

6.2 Developing ethical reasoning amongst construction professionals 

The Ethics Reasoning pedagogic project itself is aligned to the Cultural Maturity project in that the 
key criterion, Corporate Social Responsibility (CSR) is concerned with the moral behaviour of 
companies. CSR was established as one of the four key criteria of maturity, based on how a 
company exercises its responsibilities and duties towards its stakeholders including those who 
work for the company and the communities in which its activities take place.  This covered how the 
company met its human rights obligations,  the outworking of the Seoul Declaration on OSH (ILO 1

2008) and national OSH legislation and regulations.  

In regard to the latter it considered the positive or otherwise impact projects had on communities 
through economic development, job creation, environmental impacts, social mobility and so on. It 
also related to how it met its shareholder interests through ethical practices in procurement, 
payments, quality of construction, timeliness, relations with the client, regulatory compliance, 
competition and profitability. 

In the development and implementation of the OCMI pilot and subsequent reviews of its efficacy, 
these issues of CSR emerged as issues relating to ethics and in that regard there are a number of 
differing ethical theories and standpoints from which companies and individuals begin and which 
in particular circumstances are contradictory or at least conflict in practice.  

This project explores the process of ethics reasoning which underpin moral practice in an effort to 
develop a basis on which differing and possibly conflicting ethical positions may be unified and 

 Article 23 of the Universal Declaration of Human Rights. 1

(1) Everyone has the right to work, to free choice of employment, to just and favourable conditions of work 
and to protection against unemployment. 

(2) Everyone, without any discrimination, has the right to equal pay for equal work. 

(3) Everyone who works has the right to just and favourable remuneration ensuring for himself and his 
family an existence worthy of human dignity, and supplemented, if necessary, by other means of social 
protection. 

(4) Everyone has the right to form and to join trade unions for the protection of his interests.
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from which a universal approach may be adopted and applied to the industry. In collaboration with 
colleagues at Ulster University, the author was afforded the opportunity to develop an ethics 
reasoning module for quantity surveying students that incorporated Kohlberg’s (1971) and 
Eckensberger’s (2007) theories of moral development. Learning materials for the module include 
an introduction to the prevalent theories of ethics; virtue, utilitarianism and deontology, and covers 
the works of Aristotle (Stanford 2015), Kant (1785), Rousseau (1762) and Hegel (1817). These are 
contextualised with professional codes of ethics (RICS 2010), the Universal Declaration of Human 
Rights (1948) and the Seoul Declaration (2008), and which are supported by contemporary case 
studies and practical exercises in reasoning skills development. 

6.3 Agency and leadership in construction, focusing on prevention culture 

Leadership, in the first iteration was regarded as a core capability that supported the key criteria 
and on review it still has a valid position in the Key Criteria in the final iteration.  However, 
“Agency” as “Authority” was viewed as a key criterion in as much as it was considered essential to 
both competence and to ethical decision making. An analysis of leadership indicated that it had the 
potential to negate agency by its tendency towards deontological and authoritarian practices.  In the 1

sphere of OSH, Visible Felt Leadership (VFL) had emerged and which promoted the concept that 
safety was the responsibility of all but determined and led by those at the most senior levels on the 
company (McKie 2004, Schweitzer n.d.).   

Theories of leadership focus for the most part on the qualities of leadership rather than on what 
leadership is as a social phenomenon and how it relates to the development of the individual as a 
person and as a member of a community. Much of leadership practice describes management 
practice with leadership viewed as a quality of managers and owners. It is thus often conflated with 
management and in the process invalidates the decision making capacity of competent persons and 
the role of agency in moral practice. 

Within the OCMI project, this element set out to deconstruct and critically evaluate the concept of 
leadership and leadership in practice and develop a model that would reintegrate leadership with 
agency in the concept of prevention in OSH. 

6.3.1 Relationship of Ethics Reasoning to Cultural Maturity  
The mature culture requires and supports the development of ethics reasoning and competent 
decision making, thus agency. At the highest post-conventional level of ethics reasoning 
participants in all spheres of the construction industry are accorded equal consideration and are 
granted due respect as individuals and competent persons. 

6.3.2 Relationship of Leadership to Cultural Maturity 
Agency emerges from maturity when it is considered in the context of ethics reasoning, 
competence and the application of leadership practices. Leadership must therefore facilitate and 
make way for agency as the circumstances require.  As a signifier of a mature culture, a leadership 
that recognises and facilitates agency replaces a leadership that negates agency. 

 I.e. the leader is viewed as being the authority to whom others defer, and that strategies, policies and 1

procedures are the determining codes to which employees are expected to adhere.
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6.3.3 Relationship of Ethics Reasoning to Leadership  
Ethics reasoning and moral decision making in construction are an essential aspect of agency, and 
agency itself is central the exercise of competency and thus to safe practices.  Leadership, viewed 
by University of Texas (2015) as a concept belonging to ethics,  emerges from the maturing of 
reasoning and the exercise of competent decision making by all participants in the construction 
process. The ethics reasoning pedagogy is designed to develop the critical thinking and reasoning 
skills of construction professionals and thus enable them to contribute to the development of 
cultural maturity and leadership in the industry. 
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CHAPTER 7. DISCUSSION ON ORIGINALITY 
7.1 Redefining the context of OSH 

7.1.1 The success and limitations of existing models 
On the face of it OSH appears as a simple non-complex matter concerned with ensuring that people  
at work can do so without experiencing or causing harm to themselves or others. Yet with all this 
and despite notable progress in some countries in improving safety, the achievement of a 
preventative workplace culture remains illusive. Globally workers die in their millions and are 
injured or become ill in the hundreds of millions each year (ILO 2014b). 

Compliance measures stemming from international protocols and national legislations places the 
onus on employers to ensure safe and healthy workplaces and notwithstanding the state’s 
willingness to prosecute for employers’ and companies’ gross violations, a common enforcement 
measure used by employers is to threaten workers with removal from site and /or disciplinary 
proceedings.  

In what is regarded as a progressive move, and one which has demonstrably produced benefits, 
behavioural psychology has explored the motivations for risky behaviour and developed 
incentivising methods to adjust the  behaviour of workers towards compliance with safe working 
practices and procedures. 

Safety leadership, developing in parallel with the discourse on safety culture has, with an arrogance 
that stems from ownership or from ranking authority, taken upon itself the role of leading the way 
to safety which workers are expected to follow and comply with, the alternative being the 
implementation of disciplinary measures or the penalties. 

All these approaches have several common features, not least of which is the dichotomy between 
safety and work.  Safety is treated as an adjunct to work, is something that in a manner of speaking 
“is done to or for workers”, rather than being an integral aspect of work; a concern recognised by 
the ISSA (2004). The OAC model had also recognised this disjointedness and was a model that 
reintegrated safety with competence. 

The other feature of these approaches is that they follow a traditional command and execute model 
of control, that is authority and decision-making derives from above and those below follow.  This 
is in keeping with the notion of safety being done to workers or required of workers with, despite 
worker consultation requirements in legislation, little worker control over the process. 

7.2 Original contributions - key themes 

The process of developing the theory adapted and applied a number of social science and 
humanities disciplines and theories to create an innovative approach to understanding OSH in 
construction and reinterpreted familiar concepts to achieve a progressive perspective of culture, 
leadership and morality. 

7.2.1 Critical Theory 
Both projects, in their entirety, have adopted and applied Critical Theory to OSH in order to 
reintegrate OSH with professional and vocational skills and to comprehend the issues that appear to 
raise barriers to this integration. Critical Theory brings the social sciences and humanities to bear 
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on the structures, events and systems in construction so as to critically reflect on and assess 
workplace culture in the context of culture and society; a process known as praxis, and to bring 
about the conditions for change. This multi-disciplinary approach facilitates both the 
contextualisation and interpretation of workplace culture. 

OSH is fundamentally concerned with the welfare of people, it is exercised by people in respect of 
themselves and others. Psychology and social psychology are commonly used to understand human 
behaviour at work and from these sciences we have Behaviour Based Safety and coaching being 
mainstreamed in OSH. The projects went beyond the behaviourist approach and explored what it 
means to be human and how this is to be viewed in the context of work and society.  This thus drew 
on the sciences of evolutionary biology (Dawkins 1993, 2009), human needs (Maslow 1943, and 
Arendt 1958), the philosophies of Being and ethics (Kant, (1785, in Russell 1996) Aristotle (in 
Russell 1996)), 19th century German dialectics (Hegel 1817) and modern European social and 
philosophical critiques (Žižek 2012), on sociology, political economy and social psychology 
(Fromm 1947 and 1961, Cooper 2015, Schein 1995,1996, 1997 and 2013). From this the 
description of Man as a species being, and thus a moral agent, is derived that feeds into and 
supports the assertion that OSH is fundamentally an ethical and moral issue rather than a legal or 
business matter. The need for sound ethical foundations and moral practices in the industry is a 
given, but in the industry’s codes of conduct, grounded in deontological and utilitarian moral 
theories, and the legislative foundations of the social contract, there were limitations to the exercise 
of Man’s internal ethic. Drawing on the research into moral development (Piaget 1932 and in Crain 
1985), Kohlberg (1971), Crain 1985 and Eckensberger 2007) universal ethics reasoning 
transcended fixed moral positions and permitted the development of an innovative ethics reasoning 
module for construction professionals with the capacity to bring new forms of moral action to bear 
on the industry. 

The study of political economy and the work of Arendt (1998), etc., raises Man as a social and 
historical being, i.e. aware of his relationships with others and with a perspective of his past, 
present and future.  When coupled with theories of knowledge and perception (Freire,  1973, Žižek 
2012, Illich 1970) a deeper insight was gained regarding how construction site relationships are 
likely to be understood (in their subjective way) and conducted. 

7.2.2 Expanding the definition of culture 
Understandings of workplace culture, derived from the work of Hofstede (2015), Cooper (2015) 
and Schein (1995,1996, 1997 and 2013) are narrow and functional. Cultural theories espoused by 
Geertz (1973), Freire (1973) and Gajendran et al. (2012) permits a different perspective which 
allows of the dialectical interconnectivity of Man and culture.  When viewed from this perspective 
safety culture dissolved into workplace culture which itself dissolves into Culture per se. The 
Freirean (1973) theory of conscientização acknowledges the subjugation of Man as worker to the 
extrinsic requirements of work and from a pedagogical perspective facilitates a developing 
awareness of this situation with the explicit function of bringing about transformation and 
humanisation. The projects developed a performative interpretation of workplace culture that was 
concerned with the creators of culture being both the master and the recipient of cultural change. 
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The reinterpretation of workplace culture was achieved through the application and adaption of 
several different concepts that included the work of Geertz (1973) who explored the depth of 
culture and Freire (1973) whose definition of culture encompassed Man and his actions on his 
world, and Hegel’s (1817) dialectic method which led to the formulation of a fundamental tenet of 
culture that it is both the creation of Man and his creator, (McAleenan and McAleenan 2012). This 
process led to the development of a performative description of cultural realities where-in 
statements about a reality change the reality as it is being described.  Using the dialogical method, 
statements are contextualised and interpreted as products of what went before and stated in 
anticipation of some future event. 

7.2.3 Re-interpreting the concept of Leadership 
In transforming interpretations and thus understandings of workplace culture and agency, it was 
necessary to re-examine the concept of leadership which, as safety leadership, had entered 
mainstream discourse and is closely aligned with safety culture concepts and current OSH thinking. 
The project drew on linguistics, particularly the work of Wittgenstein, (1922, 1949) in order to 
develop meaning, and on Derrida’s (1996, 1993) deconstruction to achieve understandings of the 
meanings and the values that emerge in the contradictions between different perspectives, different 
uses of the concepts of leadership. From this a new concept, a new interpretation of leadership was 
developed in which it could only exist in an exact form as a facilitator of agency and the human 
ontological project of humanisation, (Fromm 1947 and 1961, Freire 1973).  This solution resolves a 
number of difficulties with the standard views of leadership, particularly the dilemma on what 
makes a good leader (Eacott 2013, 2014). 

7.2.4 Development of a diagnostic tool and metric 
The project adopted and adapted a pre-existing tool of the author that was being used to measure 
abstract and intrinsic benefits of projects designed to enhance human welfare. This tool was 
modelled on the educational principle of RCPBO and had a strong behaviourist element to it. This 
was modified to test its efficacy in measuring cultural maturity in construction companies, and 
through testing further modifications were introduced bringing it to stage where agreed 
interpretations of cultural phenomena on constructions sites could be measured and scored against 
a (potentially) universal standard of cultural maturity. 

7.2.5 The development of an Ethics Reasoning Pedagogy 
The development of the moral case for safety into programmes of ethics reasoning which transcend 
the conventional rules of moral behaviour and makes the case for universal respect of and equal 
consideration for all (stakeholders).  This led to the development of a number of modules on ethics 
reasoning that have been incorporated into undergraduate and postgraduate engineering and 
surveyor degree courses. 

Coupled with this is the application of Žižek’s (2012) ethics/morals and integration with Fromm 
(1947, 1961) and Freire’s (1973) “humanisation” theories, leading to the concept that “agency” is 
critical to OSH decision making and action. 
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7.2.6 A contribution to the Human ontological project 
What the OCMI and ethics reasoning projects have achieved is a challenge to the command and 
control mode through a shift in perspective from work as a task to be done safety to the worker as a 
person with deeper psychosocial needs than what can be satisfied by merely earning a wage. From 
this has developed a theory of OSH that is founded on transformative thought and action, a 
recognition of praxis as a means to achieving right social and economic objectives in a way that 
satisfies the physical and psychosocial development and wellbeing of the worker as per the Seoul 
Declaration (ILO 2008). 

A theory of OSH that contextualised safety and health in ethics and morality, in individual and 
societal development has the potential to transform the way that work in construction projects is 
thought of and organised, from the initial concepts to handover and throughout its lifespan to 
demolition. Engineering has a central purpose of advancing human culture (IEA (2015) accords 
1989, 2001, 2002) and the projects contribute to this objective through the development of an 
understanding of culture that rests on the complexities of the interactions between Man and his 
environment. They have explored ethical and moral concepts and propound a perspective that 
transcends deontological codes and legal guides centralising the objective of action in a manner 
that contributes to the humanisation of the individual and the wellbeing of humanity. 

7.3 Transforming the organisation of construction 

The issues that the projects dealt with are all issues familiar to those working in the field of OSH.  
Construction is a human activity directed towards social need. Its commodification has led to 
situations of profit and cost cutting, especially in the area of OSH, that negate social need in favour 
of individual need. What the projects achieved by utilising Critical Theory, philosophy, linguistics, 
etc., was the synthesis of the many different aspects of construction site safety into a new 
transformative concept aimed at prevention though conscious autonomous action. In the process 
there is a developing perception that this synthesis is becoming the antithesis of the OSH ideology 
that has developed since the 1974 Act (UK) and 1970 Act (USA).  This ideology has been 
successful though it has reached a point where the successes have plateaued. It is paternalistic; 
there are legal duties and responsibilities on employers to ensure the welfare of their employees 
and it is based on a duty of care that one owes to another (the essence of moral action).  The 
theories advanced in these projects negate the form of existing social relations of production and 
the paternalism the emerges from conventional morality that is designed to mitigate the worst 
excesses of those relations and makes the case for a performative interpretation of the workplace 
that permits of equal consideration of and universal respect for people as the means of achieving 
safe(r) construction.   

In its outworking it perceives the transformation of command and execute structures in 
construction to collaborative and cooperative projects wherein all stakeholders participate as equals 
in the project to achieve the objectives of individual, company and societal sustainability. 
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CHAPTER 8. CONCLUSIONS AND RECOMMENDATIONS  
8.1 Lessons learned 

The OCMI project has been an evolving project that, as it developed, changed in its objectives and 
purpose. Initially the author established it to produce an index for measuring change in OSH 
practice as a result of the implementation of OAC, but in development it became apparent that the 
dialogical praxic method inherent in the audit methodology was revealing new perspectives on the 
fundamentals of OSH and the interrelationship with other facets of a company’s competence.  

Following the testing of the first iteration with a client company in Great Britain, the OCMI project 
could have been justifiably concluded and a useable product launched on the market. It was 
capable of indexing cultural maturity and producing an improvement plan and thus had met its 
objective. However, it is in the nature of research that it is not just about proving (or disproving) a 
researcher’s assumptions and objectives, but also about opening up issues that were not known or 
not apparent to the researcher. Ultimately the OCMI project reinforced the notion that OSH was not 
an adjunct to construction work but is integral to it. At the same time it also demonstrated quite 
clearly that neither is work an adjunct to the worker’s life, nor to societal need but is integral to and 
the foundation of Man and his world, and how he creates and experiences it. It is this, rather than a 
simple indexing of cultural maturity, that was the real subject of the OCMI project and which has 
led to the new theory of OSH expounded above. 

8.2 Future uses and development of the OCMI model 

8.2.1 Purpose of OCMI 
As the initial objective of OCMI project was to develop a metric to measure the efficacy of the 
OAC model to bring about changes to how work was organised and safety achieved as an output of 
task objectives, the expected changes would be as much about the quality of the working 
environment on site and the relationships between the stakeholders. The author undertook the 
project in the knowledge that underpinning concepts of competence and culture were wider and 
quite different from the standard notions of these concepts in the industry and in the safety 
profession.  OAC was the tool for change, OCMI was the metric.  

The author’s use of  critical theory in the process transformed the measurement function of OCMI 
into a tool for transformation itself and in the process brought about the deconstruction and a 
critical reinterpretation of the underpinning concepts of the model. OCMI became a tool not just 
for coming in after OAC had been implemented, but one that could be used within a company or on 
large scale projects and to ascertain the requirements of the company’s readiness for OAC, indeed 
readiness for transformation, and how changes may be determined and implemented. 

As the deconstruction and critical analysis of the OCMI developed throughout the developmental 
period, the project delved in to the underpinning theory of OSH in construction resulting in a new 
theory that established the morality of OSH and the social function of construction at the heart of 
the human ontological project. 
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8.2.2 Expansion throughout the industry 
The future development of OCMI is two-fold. In its initial purpose it is now a very refined tool that 
assisted companies and projects establish early on their function and purposes and identifying how 
these were be achieved in manner that included all stakeholders as equal partners and beneficiaries 
of the outputs of the project.  

In its developed form as the foundation of a radically new and different theory of OSH and 
construction it is the basis for transforming the intellectual foundations of those respective 
professions.  The concepts of safety leadership and safety culture are already integral to the safety 
discourse. Several of the outputs of the project, as well as the ethics reasoning project at Ulster 
University,  and the new leadership theory and praxis in OSH, have now been published as research 
papers or incorporated into practical handbooks for construction and are thus contributing to that 
discourse. The concepts have been introduced to engineering students through specialist lectures, 
and NI construction professionals have been introduced to the techniques of deconstruction through 
CPD programmes. The target groups have been construction professionals, practitioners and 
contractors and a further publication is underway that is targeting the construction client. 

8.2.3 Applying OCMI to environmental and conservation duties 
The author has introduced the praxis methodology to engineers in the UK and America through its 
inclusion in ICE (in McAleenan C and Oloke (eds) 2010, 2015) and ASSE (Hill 2014) construction 
safety handbooks, specifically in the chapters dealing with the industry’s duties on environmental 
protection and conservation. Theoretically OCMI as a transformative process is capable of 
facilitating awareness and transformation in all aspects of a company’s or construction projects’s 
endeavours, and not just OSH. Given that there is an environmental obligation on construction 
projects to protect, to preserve and to improve the environment, there is scope for applying OCMI 
specifically to that aspect of what a company does and to evaluate its efficacy in transforming 
environmental awareness and practice.  

8.3 Ethics Reasoning as a core module 

8.3.1 Developing ethics reasoning skills 
At an early stage in the project when the moral case for OSH was being explored, the project raised 
a number of questions regarding the nature of moral decision making and how it was developed in 
the construction professional. The evidence for unethical practices in the industry, generally and 
not just OSH, was substantial as were indications that ethics, though a requirement in engineering 
professionalism, was often not a core element of engineering courses and where it existed, was 
likely to be an optional module. 

The project looked to educational psychology and specifically how moral reasoning develops in 
order to gain an insight into why unethical practices occur.  It was recognised that it was not the 
absence of an internal ethic, but rather that the complexities of the real world gave rise to many 
complicated and intricate contradictions that agents in practice may not be equipped to resolve.  

The ethics reasoning module commenced with the assertion that under and postgraduate education 
is founded on critical analysis and the students awareness of their intellectual capacity for 
dialogical and dialectical discourse to resolve or synthesise real world complexities and 
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contradictions. In addition to exploring the different theories of ethics and moral behaviour, the 
module develops the reasoning skills of the students, elevating the ability to reason to higher levels 
though an appreciation of the self and others. 

This project makes a significant contribution to engineering scholarship and is currently being 
delivered as a module, and as a series of annual lectures to students and tutors. Specifically, it 
relates to the Quebec protocols which, after a decade, are not yet universally implemented. Its 
future development will see the module fully integrated into a new masters course (commencing 
2016) on safety engineering and disaster management, i.e., a core element that threads through the 
four years of the course. 

8.3.2 Future development, internationalise ethics reasoning in engineering and construction 
professions 
The Ethics Reasoning project, emerging as it did from and in parallel with the critical evaluation of 
the OCMI and how it was developing was the subject of discussions with a colleague at East 
Carolina University in 2011 in the context of producing a collection of case studies for construction 
professionals and safety engineers. In the period since, the ethics reasoning project has been 
developed, refined and embedded in construction professionals course at Ulster University. The 
rationale for collating and preparing such a collection of ethics case studies in the context of ethics 
reasoning has now a solid foundation and will provide an international perspective that would meet 
the needs of this international profession. The recommended objectives of the case studies include: 

1. the collation of a suitable range of ethical and moral cases studies from around the world, 
2. critical analysis of the cases in the context of various national cultures and ethics worldview, 

and 
3. establishing their context in a study methodology founded on post-conventional ethics 

reasoning. 

8.4 Potential impact of emerging research from other bodies 

As research into cognitive development continues to throw light onto the evolutionary and 
biological foundations of moral reasoning and in particular when and how it manifests itself in 
children’s behaviour, it opens up the possibility that intrinsically motivated pro-social behaviours in 
infants may be early manifestations of higher levels of moral behaviour.  If that is the case, it has 
implications for how early childhood ethics pedagogies are developed and structured. 
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APPENDIX 2: OCMI BASE LINE REPORT, 2010 (REDACTED VERSION) 

ORGANISATION CULTURAL MATURITY 

OCMI audit May 4th & 5th 2010

Base Line Report, May 27th 2010

Lead Auditor: Philip McAleenan
Expert Ease International

OCMI - THE COMPANY CONSULTING, 4 & 5 MAY 2010

Preliminary Report

Introduction

XXXXX Consulting is a multidisciplinary professional services firm that delivers critical business 
solutions to clients in high consequence industrial sectors.

Appointment of Auditors

The Managing Director of the company, engaged Expert Ease International to carry out an 
Organisation Cultural Maturity (OCMI) base line audit in order to establish the present level of 
cultural maturity within his company. The lead auditor was EEI Managing Partner, Philip McAleenan 
and the verifying auditor was Ciaran McAleenan (EEI Engineering Partner).

Objectives:

The purpose of the organisation cultural maturity index (OCMI) is to measure the four key criteria 
essential to the success of the company and to arrive at an organisation cultural maturity rating that 
encompasses;

a. How the company meets its responsibilities towards key stakeholders including clients and 
employees,

b. How the company demonstrates its ability to innovative.

c. How resourceful the company and its employees are, and 

d. The ability of individuals and teams within the company to make appropriate decisions with 
regard to the current and future success of the company.

Specific issues, agreed at preliminary discussions, that were addressed included:

1. The ownership of  projects,

2. Internal customer service,

3. Intrinsic creativity and extrinsic factors,

4. Whether the management system was broad or doctrinaire in nature,

5. Whether the philosophy of the company was encompassed within the management 
system, and whether the company practices its philosophy,

6. Whether clients work with the company philosophy,

7. Effectiveness within the company, especially in relation to decision making,
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8. Willingness to embrace change and the effect on working with clients.

Confidentiality

All discussions with individuals within the company remain confidential, between the auditor and 
the interviewee. The observations and findings presented in this report represent the auditor’s 
composite understanding garnered from the entire audit process. No individual’s views are to be 
expressly or implicitly derived from this report.

Constraints:

The requirements of the audit to review documents, discuss issues with staff and to observe 
practice were limited by the size and nature of the company.  

The documents reviewed were those available through the company web-site and are listed below.  
They included statements about company values and mission, the services offered and the 
function and expertise of the different departments.  

Due to flight restrictions at the beginning of May the face to face interviews planned for the 4th and 
5th did not go ahead.  However it was agreed that we should progress by telephone conversation.  
In this regard, several of the company’s personnel did not have the opportunity for a completely 
private conversation as their phones were in the open plan office.  This will have constrained them 
in what they were willing to discuss or how they discussed matters.

Finally, within the scope of the audit it was agreed with the company MD that it would not be 
practicable to carry out observations on practice as this was likely to have negatively impacted on 
the company-client relationships, particularly in relation to matters of client confidentiality as well as 
being overly intrusive in respect of what the company personnel were working on.

Bearing these constraints and limitations in mind the audit was successfully conducted over the 
first week of May.

Observations and Findings:

The key findings of the audit are detailed in Appendix 3.  From these a number of core 
observations are presented, some of which may be modified on consideration of internal 
documents prior to the finalisation of the report.  Others may require deeper considerations by the 
company before they can be answered, and are listed for discussion.

· People are attracted and loyal to the MD, primarily based on his personal qualities and 
integrity.  The MD and the company are equated, are one and the same. In this the “idea” 
of the company does not exist though some may consider this to be as stated in the vision 
and values.  However as these are written in a way that is common to many quality 
companies they do not express what is essentially the company, what makes the company 
unique and, in this respect, what people would be attracted and give their loyalty to.

· Consider this; how will the company attract radical thinkers?

· The role of the company in relation to the business milieu in which it sits and/or wishes to 
sit.  Does the company wish to be a broad skilled company serving a specialist (power 
industry) sector or conversely a specialist company working or capable of working in a 
broader or across a number of sectors?

· The company is a systems focussed company with a strong innovatory ethos.  Between 
these two lie the potential for tension, the one requiring clear parameters for optimal 
functioning, the other negating parameters in search for alternative solutions.

· Generally people are supportive of the company and the MD though a number of concerns 
were expressed, including a sense of being underutilised; or being in a Catch 22 situation 
between the requirements to grow clients and having the ability to meet the work that is 
bought in; and accessing information and knowledge resources.  These issues may well 
be resolved through the development of stronger team relationships, more opportunities 
for team members to work together and thus draw on colleague skills/knowledge to 
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service clients, and to nurture the confidence of team members towards making critical 
decisions based on the principles of the company.

· The desire for autonomy and decision making authority does not always come with the 
necessary experience to be effective in an innovatory environment.  People find that when 
given what they wish for they often find themselves outside their comfort zone and desire 
to quickly return to it.

· The nature and location of the core skills of the company.  Where these are not all held 
internally and under the control of the company there is vulnerability.

· There are a range of remunerative relationships within the company that impact upon the 
way people perceive their role in decision making at the strategic level and in respect of 
the client. There is a need to consider how relationships to the company impact on 
people’s way of thinking about themselves and their role in the company and move to a 
position where the core team have a sense of belonging to and a stake in the success of 
the company.

Maturity Rating

At the request of the client this OCMI base line audit calculates the maturity rating on a raw score, 

i.e. without weightings assigned to the core capabilities.  

The organisation cultural maturity rating for the company is 55.04%, (see table below).

This can be interpreted as a company having a good level of maturity but with some improvement 

required. An increased cultural maturity can be achieved through addressing the observations and 

an agreed management action plan.

Conclusion and recommendation:

The company is still a relatively young company, showing strong signs of growth is an extremely 
competitive market. Much of the company’s strengths lie with its experienced MD and its 
competent associates (both internal and external). The mix of experience, coupled with those fresh 
to the consulting world presents an opportunity for the growth of a dynamic, vibrant and innovative 
company, in line with the MD’s aspirations.

An OCMI rating of 55.04%, for such a young company, bodes well for the future, reflecting as it 
does an organisation on the upward path to consistent excellent performance. With careful 
direction and attendance to the management action plan the company could quickly improve their 
maturity rating to above 75%.

The principal recommendations towards increasing the maturity rating are;

1. Leadership; Max weighted score 80 – Actual 36.56

· The company aims to lead the way in the development and delivery of appropriate and 
effective solutions to clients in the high consequence sector of industry.  To achieve this the 
company seeks to build self-directed teams which have control of their areas of 
responsibility and are able to effectively assess the requirements of clients, agree 
appropriate solutions and acquire the necessary resources to assist the client put these into 
effect.

· To develop this capability within the company the “idea” of the company, that which 
distinguishes the company from other quality companies in the field, when made explicit, 
agreed upon and assimilated by the teams, can then be used as a guide to critical decision. 
The company should aim to achieve agreement on and a total buy-in by key stake-holders 
to the “idea” of the company.   (A possible vehicle for the delivery of this recommendation is 
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a strategy workshop utilising either of the soft systems or transformational management 
core skills)

· There are substantial knowledge and skills resources available to the teams, both individual 
and collective, and which are available to be drawn on by all to service the clients and each 
other’s requirements.  Being aware of the requirements of colleagues and making available 
individual knowledge and skills resources will contribute to diminishing a sense of under-
utilisation and to the development of collaborative leadership.

2. Defining Objectives; Max weighted score 80 – Actual 35.12

• These capabilities ties in closely to the Leadership capability.  It is a function of 
leadership that the objectives of the company and of the projects undertaken are defined 
and set by those charged with leadership.

• At the strategic level, input to the principal objectives of the company by the team will 
grow as the team itself becomes more established and the members become familiar 
with and grow into their positions in the company.

• Similarly with critical client related decision making – becoming aware of the extent of 
decision making powers and the support available to make them (including collective 
support to each other) will assist in their dissemination.

3. Managing Operations/Processes; Max weighted score 60 – Actual 39.24

· The previous recommendations will contribute substantially to the development of this 
capability.

· It can be further developed via a team exploration of the roles and responsibilities the key 
people in the company have in respect of the development of the company.  This 
exploration should aim to arrive at a consensus of the input and decision making 
capacity of all individuals on the team.

4. Collaborative Working; Max weighted score 60 – Actual 31.5

• Working collaboratively is central to the effective development of the company and 
decision making, whether at strategic level or in respect of meeting the needs of clients.

• Increased decision making contact amongst members of the team is necessary to 
develop this capability, initially as a team-building exercise that builds cohesiveness and 
the internal support networks and latterly to progress the company and ensure effective 
servicing of client requirements.

5. Resources Management; Max weighted score 50 – Actual 19.8

• Much of what is recommended above will contribute to the development of this 
capability, especially as it related to the shared utilisation of human resources and 
decision making in respect of material resources.

• There are core skills necessary for the success of any company, the loss of which will 
have an extremely detrimental effect on the viability of the company. The primary skills 
are those that support financial control and decision making whilst secondary ones are 
those necessary to deliver on the company’s core services to clients.

• The security of the company is greatly strengthened when these skills are held internally 
and under the control of the company.  It is recommended that the company identify 
those primary and secondary core-skills and action a strategy to bring them into direct 
control of the company at the earliest opportunity.
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• A core skills department with every member capable of delivering training in their own 
specialism may benefit the company.

• The team should take time to familiarise themselves fully with the intranet system and 
commit to consistently using it in order to effectively manage and deliver the knowledge 
and skills that are available to the company. This should be accepted by all the company 
personnel as central to delivery of excellent services.

6. The remaining core capabilities (use of Management Systems, Developing People, 
Effective Reporting and Incentivising People).

• These will all be effectively developed within the actions emerging from the 
recommendations already detailed above.

7. Following on from the implementation of the above recommendations, consideration 
should be given to repeating the OCMI audit in approximately 6 months, with view to 
achieving a target Maturity Rating of 76%.

Company Name: the company
Company Contact Details:

Maturity criteria for the company
Core Capabilities (In 
respect of Maturity 

Culture) CSR Innovatio
n

Resourcefuln
ess

Authorit
y

Score 
Avg. 

=Sum(b:e
)

Weighte
d 

multipli
er

Multiplie
d score

Leadership 4 2 6.85 5.43 4.57 8 36.56
Collaborative Working 5.14 5.14 5.43 5.29 5.25 6 31.5

Working Safely 6.71 6.57 7.86 7.43 7.14 10 71.4
Using Management 

Standards
5.14 6.43 5 5.57 5.54 4 22.16

Developing People  5.29 5.29 6.29 5.71 5.65 4 22.6
Managing Operations, 

Project Controls 
6.57 5.86 7.14 6.57 6.54 6 39.24

Reporting Effectively 6 5.57 6.14 5.29 5.75 3 17.25
Incentivising 

Behaviour 
6.14 7 5.43 5.57 6.04 3 18.12

Defining Objectives 3.14 4 5.14 5.29 4.39 8 35.12
Resources 

Management 
5.14 -1 5 6.71 3.96 5 19.8

Totals 57 313.75

Maturity Rating 55.04 %

OCMI Rating

91 - 100% ! Very high level of maturity

76 - 90% A High level of maturity but falls short of top rating

51 – 75% B Good level of maturity but some improvement required

11- 50 % C Limited level of maturity with substantial improvement 
required

0 – 10% D Poor level of maturity
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Recommended ratings: The capabilities are assigned a weighting by the company in accordance 
with the degree of importance in achieving the company’s strategic objectives or by a set of 
principles that is consistent and justifiable.  In this index the following principles are used:

· Weighting in order of importance in the company: 
· Legal requirement = 10 - 8
· Strategic objective =  8 - 6
· Managerial requirement =  6 - 4
· Operation necessity =  4 - 2
· + one other =  2 - 1

Appendix 1:  OCMI Audit
Document Reviewed Discussions with Observed Practice

Staff Profiles  (Managing Director) Not required

Values  (Financial Controller)

Mission Statement  (Business Partner A)

Capabilities Overview  (Technical Director)

Engineering services  (Practice Manager)

Environment services  (Consultant)

Strategic H&S Services  (Business Partner B)

Compliance Training 

Services

 (Business Partner C)

Appendix 2: Examples of evidence sought
CSR Innovatory/

Creativity
Resourcefulness Authority

Leadership There is evidence 
that the OECD 

Principles are being 
applied.

There is evidence 
that the company is 

guided by ILO 
OSHMS, 3.10.2 when 
embracing change.

There is evidence 
that the company is 

using the 
competence of its 

workforce to deliver 
its outputs.

Determine from the 
available evidence 
what management 
style the company 
adopts; (Rigid to 

flexible).
Collaborativ
e Working

There is evidence of 
worker participation 
in decision making

There is evidence 
that teams are 
encouraged to 

innovate.

There is evidence of 
the team’s ability to 
identify and acquire 

resources.

Determine the 
decision making 

powers of the teams 
(Complete authority 

through to no 
authority).

Working 
Safely

Determine what the 
drivers of the 

company’s strategy 
and policy are.

There is evidence  of 
the company’s 

ability to develop 
new solutions & 
improve existing  

controls to ensure 
work progresses 

safely

Determine to what 
degree the 

requirements to 
make work safe are 

available.

Determine who the 
decision makers on 

the safety of an 
operation are.
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Using 
Management 

Standards 
(MS)

MS used to meet the 
objectives of the 

company and needs 
of the key 

stakeholders

MS are flexible and 
used to  develop 

unique and tailored  
solutions to client 

requirements

MS recognised the 
strengths and 

limitations of self 
managing units and 
encourages teams to 
develop in this way

MS encourages 
development of 

increased autonomy 
and self 

management

Developing 
People  

Recognition of the  
position of staff as 
key stakeholders in 
the development of 

the company

Individuals are 
developed in such a  
way that they are 
encouraged to 

develop creative 
thinking

The company uses 
all the talents of 
staff to achieve 

objectives and client 
satisfaction

Individuals 
developed to a point 

when they are 
authorised to make 

key decisions 
relating to their 

projects
Managing 
Processes 

Operational 
management is 
delegated to 
appropriate 
personnel

Management of 
operations is flexible 

and supports the 
development of new 

areas of work 

Personnel manage 
projects in most 

effective manner to 
achieve client needs

Project control is in 
the main carried out 
by those who carry 

out the projects

Reporting 
Effectively 

All necessary 
Information travels 
both ways to allow 
effective decision 

making at 
appropriate levels.  

Openness of 
information

Utilises a range of 
reporting 

mechanisms and 
acts on the reports 
in a manner that 

advances the 
project/company 

Reporting 
requirements and 
mechanisms are 

designed to meet the 
needs of the 

company and to 
achieve client 
satisfaction

Staff request and 
receive the 
information 

necessary for 
decision making and 
contribute effectively 
to inward reporting

Incentivising 
Behaviour 

Staff are recognised 
as key stakeholders 
and accorded that 

respect

Staff encouraged and 
supported to find 
effective means of 
achieving client 
requirements 

Resourcefulness of 
duly recognised and 

supported

Decision making 
recognised and 

supported.  Team 
input to 

development of 
client solutions

Defining 
Objectives 

Objectives are 
collectively made on 

behalf of all 
stakeholders

Objectives 
established to 

promote innovation 
by the company

Objectives broad 
enough to 
encourage  widest 
use of company 
resources, human 
and material

Staff input to the 
objectives is 

encouraged and 
supported

Resources/
People 

Management

Resources of the  
company  are 
appropriately 

assigned to meet the 
requirements of the 

key stakeholders

A proportion of 
resources allocated 

to the trailing of 
innovation

Resources applied in 
the  most effective 

manner for achieving 
company objectives 
and meeting client  

and staff 
requirements

Staff/teams have 
control over the use 
of their resources 
and have input to 
determining the 

resource 
requirements of their 

projects

Appendix 3: Assessor key findings

(NB: the findings are to be read holistically, i.e. cross-referencing findings in each section with those in the relevant 
part of other sections)

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Note the key findings of 
discussions with a 

representative sample 
of ...

Note is available and what 
they say about...
Policy statements
Boards Minutes
Strategy workshops
Annual reports

Sit in on Board meetings, 
strategy workshops, and 
safety committees.  Walk 

about shop floor, offices and 
other departments

Leadership assessment relevant to Corporate Social Responsibility
Leadership is currently exercised in top down fashion.  The team expect and accept this approach. The aim is to 

empower the team, to support them in making essential decisions relevant to their divisions.
The staff is very supportive of MD and have stated their respect for him.

There is a need to more effectively promote the “idea” of the company to staff to get them on-board with what the 
company is about.  There was a degree of generalised criticism of MD with lack of corresponding self-criticism with 
regard to the progress of the company.  These centred on underutilisation, insufficient resources, access to essential 

information.
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Leadership assessment relevant to Innovation/Creativity

Creativity is stated as a core element of the company – what that means is not explicit, i.e. the “idea” of the company.  
Members of the team were not able to define what was meant by innovation/creativity in the context of the company, 

through were able to be creative within the parameters of their own experience.
Creativity and innovation means different things to different clients relevant to their experience.

Leadership assessment relevant to Resourcefulness

Divisional heads have not demonstrated their ability to acquire the necessary resources (e.g. taking on associates for 
specific projects) to further their work objectives.

The company has acquired a broad range of skills in its teams.  They are regarded by the MD as having a vast 
spectrum of creativity.

The skills of the key personnel are not being fully utilised by the company.  There were a number of expressions of 
being underutilised.

Leadership assessment relevant to Authority

The company would like the team members to act on their own initiative and authority for a greater proportion of their 
time, i.e. to reach a position of being able to make essential decisions re. their divisions/projects (with appropriate 

support).
The team members expect a more directive leadership.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Collaborative Working assessment relevant to Corporate Social Responsibility

Key personnel work as individuals with limited contact with each other.

Collaborative Working assessment relevant to Innovation/Creativity

Insufficient evidence of innovation from individuals – most of what they were doing was described and followed 
traditional practices and methods.

Key personnel described clients reluctance to have more than what they wanted, (i.e. clients didn’t always want the 
company higher quality/value for money services).

Collaborative Working assessment relevant to Resourcefulness

There is a wealth of skills, knowledge and experience in the team.
There was limited evidence of key personnel utilising the skills and experience of their colleagues unless this had been 

set-up by the MD in the first instance

Collaborative Working assessment relevant to Authority

The company aims to empower the staff and support them in making essential decisions, to make the team effective.  
The team is still relatively new.

Individuals have stressed their awareness of the decision making process but often wait for guidance and direction 
from the MD.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Working Safely assessment relevant to Corporate Social Responsibility

The core service to clients is OSH

Working Safely assessment relevant to Innovation/Creativity

The company promotes holistic business solutions to the OSH requirements that are identified by the clients.
The company promotes alternative approaches to continually improve on their clients OSH performance.  Some of 

these approaches are innovative in the context of the experience of the client.
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The company has developed a flagship sector specific Managing Safely programme and has it accredited by IOSH.

Working Safely assessment relevant to Resourcefulness

There are substantial staff resources (experience and qualifications) in OSH, engineering and management of safety as 
well as the company’s flagship safety programme.

The Safely programme is receiving positive comments from clients and participants

Working Safely assessment relevant to Authority

50% of the team have substantial OSH experience and qualifications.
They offer support and advice to clients’ project teams.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Using Management Standards assessment relevant to Corporate Social Responsibility

The company encourages self-management and autonomy.
The experience of the divisional head is respected.

Support provided by the MD.
There is a degree of frustration that some divisions are not developing the envisioned autonomy.

Using Management Standards assessment relevant to Innovation/Creativity

Divisional heads have autonomy to develop solutions for clients.
This autonomy is exercised in a limited fashion, i.e. limited by resources that they have available without sourcing 

additional resources and by the short length of service with the company by recent members of the team.

Using Management Standards assessment relevant to Resourcefulness

Team members have the skills and experience at management level to effectively utilise the resources they are 
provided with but it is not evident that they generally have the relevant background experience for working exclusively 

on their own initiative.
Some are too new to the team to feel ready for this. Others are independent (self-employed) contractors. Both these 

factors limit the extent to which people feel able or empowered to act.

Using Management Standards assessment relevant to Authority

Divisional heads are encouraged to self-management.
Self-management on project activities follow good practice with some difficulty on reporting via the intranet.
Divisional heads are given autonomy by the company but exercise it within normal parameters of top-down 

management.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Developing People assessment relevant to Corporate Social Responsibility

The staff is viewed as vital to the success of the company with substantial resources put invested in getting the right 
people.

The specialism and expertise of the staff are being utilised to define the services offered.
Their input is respected.

Developing People assessment relevant to Innovation/Creativity

Creative solutions are integral to the success of the company.  Creative solutions are not necessarily innovative within 
themselves, the solutions for clients involve the creative application of skills, knowledge etc.

The staff is encouraged to be creative.  Some feel comfortable with this; others are still too new to the company and 
are still at the settling in stage.
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Developing People assessment relevant to Resourcefulness

There is a wide breadth of experience and qualifications amongst the staff which are generally well utilised.
There has been a range of comments about being under-utilised. Some skills are not yet being utilised with staff 

feeling that they are not being engaged in the most effective manner.  

Developing People assessment relevant to Authority

Staff given authority to identify and obtain relevant training programmes to enhance their positions and skills. 
Opportunities are not always taken up (e.g. to gain marketing training)

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Managing Processes assessment relevant to Corporate Social Responsibility

Staff encouraged to bring in projects or are part of the team that negotiates contracts.
Staff assigned to projects on basis of their expertise.  

The operation of projects is delegated - most effectively to date with the independent contractors on the team.
The reduced viability of projects or the slowness of the company to grow/develop is seen by some key people as a MD 

problem , that it is primarily an MD responsibility to correctly target clients, establish fee rates, determine the 
direction of the company, etc.

Managing Processes assessment relevant to Innovation/Creativity

Managing Processes assessment relevant to Resourcefulness

Managing Processes assessment relevant to Authority

The team are established as business partners, each with a specialism and a division to head up.  There is a variety of 
remunerative arrangements with the company which impacts on how individuals perceive their role in decision making 
especially strategic and critical client decisions.  In some cases limiting them to inputting their views and opinions but 

without the necessary authority to be a decision maker or part of a decision making team at strategic level.
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Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Reporting Effectively assessment relevant to Corporate Social Responsibility

There is a computerised reporting mechanism which is either not being used by some or is proving problematic for 
others in that they cannot easily find information.

The vision/idea of the company and the MD has not been communicated effectively to key people.  They are loyal to 
the person of the MD rather than to the idea of the company

Reporting Effectively assessment relevant to Innovation/Creativity

Reporting Effectively assessment relevant to Resourcefulness

The use of the intranet for reporting is innovative.
Past experiences of staff are such that they are not familiar with this type of mechanism, thus there is a cultural 

divergence which training on its own has not overcome.
Some staff feel that they have not enough client satisfaction feedback, (from the client).  Insufficient evidence to state 

whether they individually sought this feedback or not.

Reporting Effectively assessment relevant to Authority

Some difficulty in finding the necessary information in the system.
Some reluctance (conscious/unconscious) to input data.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Incentivising Behaviour assessment relevant to Corporate Social Responsibility

Staff experience and input respected.  Views sought on the company and on projects.
The support and encouragement of the MD and the innovations the company seeks incentivises people.

Other key people incentivised by their high regard for the MD.

Incentivising Behaviour assessment relevant to Innovation/Creativity

Staff encouraged to find effective solutions to clients needs.
Staff encouraged to self-development and pointed in right direction of resources which will help.  The final  choice is 

staff’s own

Incentivising Behaviour assessment relevant to Resourcefulness

Lack of relevant experience in parts of their jobs is disencentivising for some key people.  The company aims to 
support people gain the necessary experience.

Incentivising Behaviour assessment relevant to Authority

Independent critical decision making is expected, but is not always taking place because key people are a) too new or 
b) are independent contractors.

MD held in high regard by key people therefore they defer to and expect his decision making/guidance.
Input to client solutions by key people is essential to the company – but no responsibility admitted for lack of success 

or slowness of progress of company
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Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Defining Objectives  assessment relevant to Corporate Social Responsibility

The underpinning objectives of the company and the MD have been explained to staff but are not fully understood or 
assimilated by some, particularily newer members of the team.

Publicly stated values/vision do not sufficiently distinguish the company from other quality consultancies.

Defining Objectives  assessment relevant to Innovation/Creativity

Defining Objectives  assessment relevant to Resourcefulness

Defining Objectives  assessment relevant to Authority

Opinions of key people solicited and offered.
Staff feel that their input is listened to and respected.  The team generally defer to the MD, re. strategic decisions and 

critical client related decisions.

Assessor record of findings
Question Set Discussion with

Top tier management / 
Management / Worker

Documentation Observed Practice

Resources/People Management  assessment relevant to Corporate Social Responsibility

Company assigns staff on basis of their experience.
Not all expertises are fully utilised as yet and staff therefore feel underutilised or mis-assigned.

A number of staff have stated that they feel under-utilised (as much because they feel that there is insufficient work 
coming into the company), though some have opined that there is to much work and not enough people to undertake 

it.

Resources/People Management  assessment relevant to Innovation/Creativity

Substantial input of resources to develop sector specific flagship Managing safety programme
There is criticism of this programme including that it has required a disproportionate expenditure of resources, that 

standard generic packages may have sufficed, and that it costs much more than a generic programme.
Accreditation by sector specific bodies may help the marketability of the course. New marketing materials have been 
developed and produced to assist staff with the promotion of the programme.  There is also positive feedback from 

clients and participants.
Substantial resources have been input to the intranet system.

The proportion of resources input to innovations may be high enough to exclude the practicality of abandoning any 
that proves ineffective.

Resources/People Management  assessment relevant to Resourcefulness

The experience and qualifications of key personnel not yet fully utilised in the company – e.g. engineering used in 
training, management in entertainment.

There was some criticism that the fee structure/pricing of contracts was rigid and not reflective of what clients were 
willing to pay for.  

Some felt that there was a need for greater flexibility in negotiating contracts whether in the services offered or in the 
rates charged.

Resources/People Management  assessment relevant to Authority

There are core skills necessary for the company’s success held by key personnel who are not directly employed (e.g. 
financial skills, transformational, OSH consultancy).  Marketing and IT are outsourced

Staff roles defined by their job titles and salaries follow on from this, this impacts on their income generating 
performance.
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APPENDIX 3: ETHICS REASONING MODULE, 2013 

• Lesson Title:   Introduction to Ethics; Virtue

• Objective: By the end of this session participants will be able to ...
• Time: 40Minutes
• Participants:   1st year undergraduate QS students

This session follows on from the session on from: N/A

Question: What do you understand to be the purpose of ethics?

Ascertain: ______? What ...

               Distribute: 
Virtues table and case study

The next session will cover: Deontology

NOTES

• A virtue is a positive trait or quality deemed to be morally good and thus is valued as a foundation of 
principle and good moral being.

• Personal virtues are characteristics valued as promoting collective and individual greatness.

o Each person has a core of underlying values that contribute to his beliefs/ideas/opinions.

o Integrity in the application of a value ensures its continuity and this separates a value from 
beliefs/ideas/opinions

• Thinkers

o Plato: 1 virtue (Wisdom) of which the others exist as part, i.e virtues cannot exist independently 
of other virtues.

o Aristotle: A balance between deficiency and excess. 

o Seneca: perfect prudence is indistinguishable from perfect virtue. (Stoicism)

o Kant: To behave in accordance with moral principles. (e.g to help someone out of sympathy is an 
unjust act as it is not driven by principle to help all needy persons)

Key Points Content Delivery 
Method

Outline of virtue 
and virtue 

ethics

What is/are virtue(s)?
Thinkers: Plato; Aristotle; Seneca; Kant
4 categories (Western virtues) Ethics; Aesthetics; Doctrinal; Innate

Compassion is an element in most philosophies of the world - 
what does this signify re: function of ethics?

Present
ation
Q/A

Activity

Strengths and 
weaknesses

Utilise some of the virtues from the list and explore the “Golden Mean”
The mean negates “passion”. It could be said to be coldly unemotional (ref. 

Stoicism)

Discussi
on

Contradictions Is it self-consistent?
How do we determine what is to be a virtue and is it universally applicable?

Explain
Discussi

on
Case study Redundancies; Trust or ethics

Written short statement on reasons for ethical position adopted, (and hand in next 
week)

exercise 
(20-30 

minutes)

Assessment / 
Summary

Ask group to summarise different sections of the presentation.
Confirm summary

Discussi
on
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Virtue as an end (Kantian and Christian) or a means to an end (Aristotle)

Consistency:-
1. Is this philosophy on ethics self-consistent? (there are no logical contradictions).
2. Is it consistent with all else that we think and do?
3. Does it provide answers to ethics problems that are consonant to our own ethics feelings?

CASE STUDY: Trust vs Ethics?

As a front line manager, you learn from higher up that there are to be redundancies that you are 
sworn to secrecy about. You also learn that one of the employees that you manage is about to 

invest in a new house and she is also on the redundancy list.
Abstracted from Ethics for the Build Environment, P Fewings

DISCUSSION

• Should you keep the trust and not tell the employee that they may not be in a position to 
afford an increased financial commitment?

• Or would you feel ethically that you should speak to the employee in confidence knowing 
that the redundancies will probably get out as a rumour?

• At the end of your notes include a short statement on the reasons for the ethical position that 
you have adopted.

• Lesson Title:   Introduction to Ethics: Deontology

Plato Aristotle Seneca Kant Jewish Christian Muslim Hindu Buddhist Chinese

Temperan
ce

Courage Perfect 
prudence is 
indistinguis
hable from 

perfect 
virtue

Behave in 
accordanc

e with 
moral 

principles

Piety Prudence Piety Hope Altruism Right view Humanity

Prudence 
/Wisdom

Tempera
nce

Ethic of 
reciprocity

Justice Compassi
on

Dignity Moderatio
n / 

restraint

R / 
mindfulne

ss

Filial piety

Courage Generosi
ty

Restraint / 
temperanc

e

Mercy Courage Honesty R / 
concentrat

ion

Proper 
behavior

Justice Magnific
ence

Courage Repentan
ce

Justice Cleanlines
s

Kindness Humility

Piety Magnani
mity

Behavior Diligence Honesty Tolerance Universalit
y

Altruism Loyalty

Gentlene
ss

Self-control Chastity Loyalty Wisdom Peace Equanimit
y

Respect

Friendshi
p

Fortitude Patience Sincerity Good 
speech

Non-
violence

Generosit
y

Righteous
ness

Honesty A will that is 
in accord 

with nature

Kindness Frugality Respect Reverenc
e

Proper 
conduct

Trust

Justice Reason Humility Prudence Purity Wisdom Courage

Prudence Faith Moderatio
n

Courtesy Diligence Enduranc
e

Hope Self-
restraint

Kindness Tolerance Patience

Charity Discipline Gratitude Truthfulne
ss

Persevera
nce

Persevera
nce

Generosit
y

Resolution  Will

Patience Contentm
ent
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• Objective: By the end of this session, participants will be able to ...
• Time: 40 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Virtue Ethics

Question: ________________________________________

Ascertain: ______? What ...

Distribute

• The next session will cover: Utilitarianism

NOTES

Kant 
The only theology of reason which is possible is that which is based upon moral laws or seeks 
guidance from them.

Moral law demand justice, i.e. Happiness proportional to virtue.  

Only Providence can ensure this and has evidently not insured it in this life.

Therefore there is a God and future life; and there is freedom, since otherwise there would be no 
such thing as virtue.

Moral worth only exists when man acts from a sense of duty - it is not enough that the act be 
such as a duty might prescribe.

The categorical imperative: a certain kind of action is objectively necessary without regard to 
any end.

The essence of morality is to be derived from the concept of law, for though everything in nature 
acts according to laws only a rational being has the power of acting according to the idea of law, 
i.e by Will.

Act only according to a maxim by which you can at the same time will that it shall become a 
general law.

Hegel
The apparent self-subsistence of finite things is an illusion, nothing is ultimately and completely 
real except the whole

The whole in all its complexity is the Absolute.  The nature of reality is that it must be not self-
contradictory.

Key Points Content Delivery 
Method

Outline of 
Deontology

What is deontology? 
Thinkers: Kant; Hegel (German idealism)
All moral concepts have their seat and origin wholly a priori in the reason

Strength and 
weaknesses

Contradictions Types of action which are not wrong but which cannot be universalised...
Case study Catalyst: Expertise, authority

Written short statement on reasons for ethical position adopted, (and hand in 
before leaving)

exercise 
(20-30 

minutes)
Assessment / 

Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary
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The dialectic: thesis, antithesis and synthesis, the final conclusion of the dialectic is the Absolute 
idea, i.e. pure thought thinking about pure thought.

There is no freedom without law (see Kant). The State, in its laws, it's universal and rational 
arrangements is the Divine Idea as it exists on earth... It is the actual existing realised moral life. 

Consistency:-
1. Are  these philosophies on ethics self-consistent? (there are no logical contradictions).
2. Are they consistent with all else that we think and do?
3. Do they provide answers to ethics problems that are consonant to our own ethics 

feelings?

CASE STUDY: Expert and  authority, vs professional obligations?

John’s boss is an acknowledged expert in the field of catalysis [increasing the rate of a chemical reaction]. 
John is the Team Leader charged with developing a new catalyst system and their research has narrowed the 
choice down to two possibilities; Catalyst A and Catalyst B.

The boss is certain that Catalyst A is the best choice and many of the senior engineers in the company, 
including John agree. Nevertheless John is instructed to run tests on the two catalysts ‘for the record’. John’s 
team is relatively inexperienced and take a considerable amount of time to complete the test, which in the end 
show that Catalyst B is in fact the better option. There is no time left to re-run the tests.

John’s boss, convinced that Catalyst A is the right choice and being aware that there is no time left to re-run 
the tests instructs John to work the maths backwards and come up with whatever data it takes to substantiate 
the choice of Catalyst A. 

DISCUSSION

• Should John do what his boss has instructed him to do and if he does what ethical issues will that 
throw up?

• To whom has John got obligations and how will his decision impact on those individuals?

Abstracted from Ethics for the Build Environment, P Fewings

•

• At the end of your notes include a short statement on the reasons for the ethical position that 
you have adopted.

• Lesson Title:   Introduction to Ethics: Utilitarianism

• Objective: By the end of this session, participants will be able to ...
• Time: 40 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Deontology

Question: ________________________________________

Ascertain: ______? What ...

Distribute
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• The next session will cover: Ethics Reasoning 1

NOTES
Jeremy Bentham (1748 - 1832)

Humans are governed by pleasure and pain (to seek one and avoid the other )

Utility the correct action for governments and individuals

Conflicts with his acceptance of Hobbes' psychological egoism.  If we ought to act in our own best interests 
how can we also act in society's best interests where they conflict?

It isn't so much that there is a particular kind of action that is intrinsically wrong; actions that are wrong are 
wrong simply in virtue of their effects, thus, instrumentally wrong. Lawmaking must be recognised as a 
continual process in response to diverse and changing desires that require adjustment.” (Rosenblum, 9). 

J S Mill (1806 - 73)

Hierarchy of pleasures - intellectual better than sensory ( human over animal)

Social feelings for others, we care for others and can feel guilt when we see ourselves as the cause of their 
harm. Sense of justice,  conscience, sympathy

• Lesson Title:   Introduction to Ethics: Ethics Reasoning 1

• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Deontology

Question: ________________________________________

Ascertain: ______? What ...

Distribute

Key Points Content Delivery 
Method

Outline of 
Utilitarianism

Consequentialism

Strength and 
weaknesses

Greatest happiness but what about the rest ?

Contradictions Egoism vs utility.  What people ought to do vs what people will do...
exercise 
(20-30 

minutes)
Assessment / 

Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary

Key Points Content Delivery 
Method

Outline of 
Kohlberg’s 

stages

Pre-conventional and conventional levels (stages 1-4)

Punishment 
avoidance

Stage 1 avoidance and stage 2 self-interest

Pleasing others Stages 3, pleasing others in the group they belong to and stage 4 Law and Order
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• The next session will cover: Ethics Reasoning 2

CASE STUDY:

In October 1973 Spiro Agnew resigned as USA’s Vice-president amidst charges of bribery and tax evasion 
related to his previous service as a Baltimore County executive. A civil engineer and lawyer, Spiro Agnew had 
the authority to award the contracts for public works projects. In exercising  that authority he functioned at the 
top of a lucrative kickback scheme.

Lester Matz and John Childs were two of the many engineers who participated in that scheme. Their 
consulting firm was given special consideration in receiving contracts for public works projects so long as they 
made secret payments of 5% of clients fees to Agnew. Even though their firm was doing reasonably well, they 
entered into the arrangement in order to expand their business. They felt that in the past they had been 
denied contracts from the County because of their lack of political connections.

• Identify the different stakeholders in this scenario and what their interest are.

• Discuss the morality of the engineers’ actions.

• Is it permissible to act in a manner that causes harm to others even if that you don’t intend the harm?

Within your answers details the reasons you have for adopting the position you have taken.

• Lesson Title:   Introduction to Ethics: construction, I,Pencil, and major project intro

• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Ethics Reasoning 1

Question: what excites you about construction? 

Ascertain: ______? What ...

Distribute

• The next session will cover: Ethics Reasoning 2

Lesson Title:   Introduction to Ethics: Ethics Reasoning 2

Case study Spiro Agnew corruption case
Written short statement on reasons for ethical position adopted, (and hand in next 

week)

exercise 
(20-30 

minutes)
Assessment / 

Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary

Key Points Content Delivery 
Method

Construction project 
around the world 

Slide show of various types of construction projects and the challenges 
they pose

PPT 
Ciaran

Adult responsibilities Outline of what they can do as adults and the assumptions society makes 
about their capabilities and responsibilities 

Creative thinking “I, Pencil” Group 
exercise

Case study Intro to major project Ciaran

Assessment / 
Summary

10

Feedback Spiro Agnew corruption case
Written short statement on reasons for ethical position adopted, (and hand 

in before leaving)
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• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Ethics Reasoning 1

Question: ________________________________________

Ascertain: ______? What ...

Distribute

• The next session will cover: Societal context, protocols and declarations

Case Study 4:

The temptation for a developer is to make a building attractive to buyers but not to build in durability as this is 
more expensive and less relevant as he is going to sell it off in a relatively short time.

Does this produce an ethical dilemma between his need to balance profit against his desire to be seen as a 
careful and reputable builder who provides good value and a building this is reliable?

Case Study 5 (a & b):

In the relationships between main contractors and small sub-contractors, the practice is for small suppliers to 
take what they can get, vis payments and payment times.  It is generally not an economically viable option for  
them to take the route of going to court for redress.

Describe the social contract solution that would effectively address the rights of both parties and the principal 
of proving a quality of life for all.

Consider the complexities when the client does not p ay on time.

Case Study 6:

What factors should you consider when costing in the employers health and safety at work obligations?

Remember:

Who are the stakeholders?

What are their stakes?

Key Points Content Delivery 
Method

Outline of 
Kohlberg’s 

stages

Conventional (review) and Post-conventional levels (stages 3-6)

Conforming to 
social norms

Pleasing the group/seeking approval

Societal 
conformity

Law and order, doing one’s duty

Social contract Rights and freedoms
Morality of 
individual 
principles

Universalisation.  Justice, dignity and equality of all persons

Case study s CS4: business ethics synergy star
CS5: Level 5 social contract level 6 quality of life

CS6: Level 4 and level 6 considerations
Written short statement on reasons for ethical position adopted, (and hand in next 

week)

exercise 
(20-30 

minutes)

Assessment / 
Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary
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What expectations do they have?

Lesson Title:   Introduction to Ethics: Societal context, protocols and declarations

• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Ethics Reasoning 1

Question: ________________________________________

Ascertain: ______? What ...

Distribute

• The next session will cover:  Conflicts of interest

Case Study 7:

UDHR Art 23: (1) Everyone has the right to work, to free choice of employment, to just and favourable 
conditions of work and to protection against unemployment.

The union Unite says it has evidence that the vetting of individuals by name in the building 
industry is still happening, four years after the discovery of a secret list that denied people work 
for years.

BBC Panorama reporter Richard Bilton has the first TV interview with the woman who helped 
run that blacklisting operation...

..[.HN] was one of the 3,200 men and women held on a secret and unlawful list of workers.

For almost two decades it was the UK construction industry's dark secret. Information was being 
collected about ordinary workers and fed into a blacklist. The workers did not know they were 
on the list but, once added, their life could be changed forever.

Publicly-financed construction projects such as the Olympic Park, the Millennium Dome and the 
extension of London Underground's Jubilee Line were all built by workers who had been 
checked against the list.

(Blacklisting was revealed in 2009 by the Information Commissioner's Office). BBC News 10th 
June 2013.

Key Points Content Delivery 
Method

Outline of 
Kohlberg’s 

stage 5

Support of laws and rules based on rational analysis and mutual agreement

Development of 
Human Rights 

concept

From early English laws on basic rights to modern UDHR Keynote 
and 
Q&A

Maslow’s 
hierarchy

Setting fundamental human rights into physiological and psychological needs

Case study Blacklisting of workers on construction sites Short 
exercise

s
Development of 

OSH
Human rights art 23, laws and protocols on OSH

Corporate Governance
Case study 

Cartel
Enterprise Act 2002: Cartel offence

Bid rigging
Assessment / 

Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary
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Lesson Title:   Introduction to Ethics: Conflicts of interest

• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Ethics Reasoning 1

Question: ________________________________________

Ascertain: ______? What ...

Distribute

• The next session will cover:   Autonomy/agency and heteronomy

Case Study 8: Public Accounts Committee; DCAL Management of Major Capital Projects report, 2013

Conflicts of interest: resolving ...

Deontological approach - what are the rules?
Virtue approach - how should good people act?
Utilitarian approach - who benefits and to what extent?
Social contract approach - what kind of agreement can be reached?
Justice approach - who would be harmed and how would the harm be ameliorated?
Sustainability approach - how can the project be carried out without negating human rights?

Lesson Title:   Introduction to Ethics: Autonomy/agency and heteronomy

• Objective: By the end of this session, participants will be able to ...
• Time: 120 Minutes
• Participants:  1st year undergraduate QS students

This session follows on from the session on from Conflicts of interest

Question: ________________________________________

Key Points Content Delivery 
Method

Case study & 
exercise to 
evaluate 

learning to 
date.

Public accounts committee report on DECAL Management of Major Projects 1 hour 
written 

exercise

Conflicts of 
interest

How they arise

Different duties and obligations of stakeholders, different responsibilities etc.
Resolving 
conflicts

Balancing and prioritising competing requirements

Code of ethics - Integrity section

Level 6 reasoning - individual case by case analysis, respect of the dignity of all 
persons

Assessment / 
Summary

10

Ask group to summarise different sections of the presentation.

Confirm summary
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Ascertain: ______? What ...

Distribute

• The next session will cover:   Major project debate Part 1

Case Study 9: reporting in a timely manner (animal abuse)

“ On 11-12-13, the Weld County Sheriff’s Office was presented with a video that showed alleged animal 
abuses at the Quanah Cattle Company located in rural Weld County near Kersey. In review of the video 
provided, an animal abuse investigation was opened and 3 suspects that were shown in the video were 
contacted, interviewed and issued summons for Animal Cruelty (class 1 misdemeanor). 
Through continuing investigation, the person who filmed the animal abuse was also contacted and interviewed 
by Sheriff’s Detectives on 11-20-13. It was learned that Taylor Radig was associated with an animal rights 
organization identified as Compassion Over Killing and referred to herself as a “contractor” for said 
organization. Radig filmed the alleged animal abuses at Quanah Cattle Company where she worked as a 
temporary employee from mid July through September of 2013. During her employment at Quanah, Radig 
compiled many hours of animal abuse footage that was collected on an “as needed basis” The video footage 
was eventually provided to law enforcement by representatives of Compassion Over Killing approximately 2 
months after Radig’s employment ended with Quanah Cattle Company. 
Colorado Revised Statutes 18-9-201 and 18-9-202 outline the definitions and descriptions of the crime of 
Animal Cruelty. Radig’s failure to report the alleged abuse of the animals in a timely manner adheres to the 
definition of acting with negligence and substantiates the charge Animal Cruelty 
Through the ongoing investigation, Radig was cited for Animal Cruelty (class 1 misdemeanor) due to her 
believed participation in the cattle abuse incidents reported to the Weld County Sheriff’s Office. Additional 
investigation is anticipated”. 

Press Release, Sheriff’s Office

Case Study 10: exploitation of migrant workers (self-employed status) (loosely adapted from an American 
case)

Twelve high-rise projects, 17 to 50 stories are in some stage of construction, from planning to near 
completion. A report found that, of the eight that have started construction, six are using electrical contractors 
that misclassify their employees as independent contractors.
Four of them are using the same contractor, ABC Design Inc. Managers at ABC Design had attempted to 
insulate themselves from charges of payroll fraud by subcontracting out most of the labor to still other 
contractors, Alpha Electric and Electrical Services Co., both owned by brothers John and Peter Smith.  Both 
companies exist only to provide manpower to other unscrupulous electrical contractors. There are no records 
of them contracting with any principal contractors or having any electrical construction contracts.
 It was found that “90 percent of the installers were undocumented migrant workers,” The report stated. 
“These workers’ skills were very limited. The workers were trained to do basically one task and that was 
predominantly all they did.”
 These workers are mostly unprotected by employment law. They are not covered by minimum-wage and 
working time requirements nor were they entitled to protection from discrimination based on race, colour, 
religion, sex, or national origin.

Agency  and social responsibility

Key Points Content Delivery 
Method

Summary to date Ethics, ethics reasoning, societal context, ethics reasoning

Public accounts committee report on DECAL Management of Major Projects

1 hour 
written 

exercise
Taking 

responsibility
RICS code

Recognising problems and who to consult with

Case study 8 Animal Cruelty and reporting in a timely manner
Agency and 
heteronomy

Agency and Social responsibility

Case study: abuse of migrant workers (refer to UDHR art 23)

Constraints on autonomy, heteronomy 

Doing what is reasonable in the circumstances
Major project Opportunity to go over issues associated with the major project Ciaran
Assessment / 

Summary
Ask group to summarise different sections of the presentation.

Confirm summary
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Appreciation of ones own integrity as a competent person
The ability to make decisions and the capacity to act 
Empathy for others 
Appreciate the integrity of others as competent persons
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Safety in Design – A Risk Assessment Approach 

© McAleenan & McAleenan, June 2004 Page 16 of 23 expertease@confinedspaces.com  

technical expertise, but would not necessarily have expertise in hazard 
recognition or the authority to correct identified hazards. 15 

 
Knowledgeable and authorized to act are the key components of competence, 
and there is no doubt that these are important indicators to a persons likely 
competence, but as a definition of competence they are inadequate, and as a 
measure, not sufficient in themselves.   
 
A more appropriate definition of competence would be the consistent skilful 
application of skills and knowledge to any specified work operation (at whatever 
level that may be within the company), where the use of the term skilful implies 
conducting the operation to the highest standards within the field.   
 
In this respect a competent designer is one who consistently produces structural 
designs that can be built, maintained and demolished without causing harm (in its 
widest sense) or hurt to construction/ maintenance workers and end users.  

 
Figure 3:  Relationships Model 
 
Integral to this concept of competence is the notion that, having regard to the 
designer’s age, experience and skill they will know of the hazards and apply the 
controls necessarily associated with the work.16  
 
Importantly, the thread of competence extends throughout a company; 
subordinates, supervisors, managers and executives, each level skillfully 
                                                        
15 Source: 
http://www.osha.gov/pls/oshaweb/owadisp.show_document?p_table=INTERPRETATIONS&p_id
=20625 
16 See Dalton v Frendo (1977), Irish Supreme Court. 
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