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Influencing a Positive ESH Culture  
Introduction 
Bechtel is an  engineering, construction, and project 
management company providing technical, management, and 
directly related services to develop, supervise, engineer, build, 
and operate installations for customers in more than 50  
countries. It has offices around the world and more than 53,000 
employees. 

Bechtel believes that  every accident is preventable and is 
committed to its “Zero Incidents” philosophy to strive, achieve 
and sustain this degree of ESH performance throughout all 
levels of the company during the development and execution of 
work. 

A positive ESH culture is known to encourage safe behaviours 
and contributes to good performance. The initiatives below 
support:— 
•  strong visible management leadership and commitment  
•  engagement and involvement at all levels in shared beliefs, 

and 
•  organisational practices and procedures  
to influence and maintain a positive ESH culture. 

1. ES&H Management Systems 
Bechtel has ES&H Management Systems that  provide a 
structure for meeting its objectives of protecting people and the 
environment and achieving its overall goal of Zero incidents  
through a systematic risk based approach and continuous 
improvement. 
The ES&H Management Systems programme addresses the 
core elements of ISO 14001: 2004 Environmental Management 
System and OHSAS 18001: 2007 Occupational Health and 
Safety Management System.  
The scope of the ES&H Management Systems which 
incorporates, Core Procedures (CP’s) and Standard Work 
Practice Procedures (SWPP’s) applies to all offices, operations 
and projects that are managed by Bechtel and which use 
Bechtel employed staff — see Figure 1 and  
ESH website — see Figure 10) 

2. Induction & Orientation Training  
Staff, visitors and Contractors/Subcontractors are given 
training (using videos and power point presentations) which 
references Bechtel’s ES&H Policy, Zero Incidents philosophy, 
ES&H Management Systems, processes & procedures and 
where to access to them, first aid and fire safety 
arrangements. 

First Aiders — trained including use of the defibrillators; 
routine meetings/briefings and refresher training is provided. 

Fire Marshalls & Fire Floor Wardens — trained and support 
one another as part of the fire evacuation procedures; routine 
meetings/briefings and refresher training is provided. 

Personal Safety, Ethics and Quality Plan  
As part of the ESH Induction and Orientation each employee 
is required to complete and display a Personal Safety, Ethics 
and Quality Plan and update it annually – See Figure 2 

Figure 1 
Illustration of ES&H  

Management System 

Figure 2  
Personal Safety Ethics  

and Quality Plan 
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3.  Competency Training 
Bechtel University — staff are required 
to undertake a specified number of hours (40) 
on the Bechtel website taking relevant ESH 
courses and passing knowledge tests. 
Records go on their personal transcripts 
which are scrutinised as part of their annual 
performance review with other specific ESH 
objectives. 

Instructor-led courses — examples 
include: 

Safety Leadership Workshop – 8 hour 
interactive course for line managers . 
Modules include: 
ESH Policy, Vision & Values; Leadership & 
Expectations; Developing a Zero Incident 
Culture; Leaders Guide to ESHMS; Cost of 
Incidents; Incident Causation; Using Leading 
Indicators; Behavioural Safety and ESH 
Resources. 

Design for Safe Construction – course for 
engineers which includes:  
Material Selection; Design Standards, 
Calculation Procedures; Drawing 
Requirements; Safety Analysis; Regulatory 
Compliance; Construction Phase – 
Modularisation; Preventative Controls; 
Materials Selection, Ladders & Platforms; 
Vessel Trim and Human Machine interface 

4.  Hazard Observation Card 
Process 

Staff are encouraged to report unsafe acts and 
conditions by phone and card. Action(s) taken are 
reported back to the notifier. 
Monthly incentive award process — the cards 
submitted in the month are reviewed by senior 
management and based on the issue highlighted a 
person is selected and given an award. 
Staff are also encouraged to stop any work which they 
believe to be unsafe. 
Figure 3 below depicts posters displayed on all floors 
prompting employee engagement.  

Globe  
The Bechtel Globe brings offices 
and projects together — the 
quarterly publication highlights 
articles such as: Project Awards, 
Innovation, ESH Performance, 
Successes and Personal Key Note 
messages from Management, 
Frontline Supervisors and provides 
a snapshot of business 
imperatives, tools and techniques 
ensuring all employees are kept 
abreast on the development of the 
company – see Figure 4. 

5.  Communication & Engagement 
Arrangements 

Part of the continual improvement cycle are communication tools 
which provide open forums for project and functional environment, 
safety, health, and construction issues. These communications 
provide office personnel and projects with a larger problem solving 
network, and highlight any necessary change to functional 
arrangements. The regular reporting of metrics provide evidence of 
the effect of any changes to a projects ESH programme (including 
incident and training data). 

Project monthly calls 
These calls are held by the functional management teams and the 
various project teams at the beginning of every month. The meetings 
discuss aspects reported in the projects Monthly Safety Performance 
Report  — these typically cover leading metrics indicated by the 
graphs provided from a typical Project Safety Performance Report – 
see Section 8. 

Figure 4 
Figure 3 
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ESH Committee Meetings 
This Committee overseas all office-based ESH issues and information. 
The Committee meetings are held quarterly and involve participants 
from each London based office. Action items and updates are regularly 
emailed to employees and added to the dedicated website— see  
Figure 9 

Construction Bi-weekly Incident Briefing Calls 
Project Management, Construction and ESH Managers from across the 
globe attend an incident briefing call every two weeks to review the list of 
severe incidents that have taken place. Each project submits one page 
of information per incident which includes a description of the context 
surrounding the incident, photo’s, consequences and the remedial action 
taken. These incidents are  classified in a severity index. The report is 
circulated to all parties prior to the call. This call has been particularly 
beneficial for sharing lessons learnt and actions and engagement of 
Management, Supervisors and Contractors Senior Management. 

ESH League Tables for Projects 
Performance information is collected from each office and project and 
collated to form league tables. The projects each month are scored on 
leadership, risk management, behavioural programmes, initiatives and 
key achievements, as well as lagging indicators on accidents, incidents, 
etc. The data is then compared to the previous months data to determine 
which areas the project and functional team should focus on.  
The league table is cascaded to the staff and added to the ESH website 
to increase visibility and ownership — see Figure 5 & Section 8. 

Chatter 
Chatter is the main social networking tool that allows real-time 
information to be disseminated throughout Bechtel by staff. Each user 
can tailor the information he/she receives by following people or groups. 
ESH information is regularly shared within different topic groups — see 
Figure 6. 

Figure 5 

Figure 6 
Chatter 
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Tool Box Talks (held bi-weekly) 
Toolbox Talks are held on a bi-weekly basis at each permanent 
office location, and includes staff from projects based in the UK, 
visitors, and all permanent office based staff. The topics cover a 
wide and varied range of health, safety, environment and quality 
based topics  which aim to bring project related information into the 
office. They are delivered by line managers or ‘champions’ on each 
floor or designated area, thereby facilitating ownership and 
engagement . These topics have also been shared to projects 
abroad including Vauxhall, North America, India and Dubai — see 
Figure 7. 

Figure 7 
Examples of topics covered in Toolbox Talks 

Lunch & Learns (held quarterly)  
Lunch time learning and Q&A sessions are hosted by a member of staff or an external guest 
speaker on a topic of interest (often related to different functional departments outside of ESH), 
and held across all permanent offices – see Figure 8. The aim of these lunch and learns is to 
facilitate cross-functional learning, enhance continuous improvement of processes and 
procedures and foster a positive ESH culture.  
The topics presented have included: 
•  Piper Alpha (approx. attendees 160 at Hammersmith; 40 at Civils, 25 Mumbai, India) 
•  International SOS (approx. 40 attendees) 
•  Quality’s BS 11000 Collaborative Working (40 attendees) 
•  Sustainability case studies (approx 35 attendees) 
•  Business Development Infrastructure (approx 40 attendees) 
•  CDM awareness (approx 35 attendees) 
•  Engineering Ports (approx 40 attendees) 

Figure 8  
Piper Alpha material from Step Change in Safety & Global Services — Lunch & Learn Sessions 
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Figure 9 
ESH Committee Meetings  

(Agenda and minutes)	  
Figure 10 

ESH Website  
(Management Systems, processes 

procedures, training and references)	  

ESH Message 
When staff  log on for the first time in the day a monthly ESH 
message appears as the first webpage — example: see Work 
Station Assessment below 

Work Station Assessment 

Calendar Competition  
Each Year Bechtel ESH engage all 
family members to encourage their 
families to think and take ‘Safety in 
the Home’ seriously. 

This is done through the calendar 
competition open to children  of staff 
members. This is a great way to get 
children thinking about their own and 
others safety, protection of the 
environment and the health and 
wellbeing of themselves and mummy 
and daddy as they go about their daily 
activities. Figure 12  

Front cover of the 2014 Calendar 
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7. Environmental Awareness 
Special attention has been given to raising environmental awareness through office 
based waste recycling initiatives and green scheme’s.  

This initiative falls under the Green Footprint Awards which are annual internal 
recognition programmes for all projects to raise environmental awareness. Applications 
are  reworked into Best practice briefing sheets and disseminated to all staff as part of 
the continual improvement in ESH practices. 

The recycle, reduce and reuse initiative in particular, focuses on improving the amount 
of paper based recycling waste (as opposed to general waste) by providing waste 
recycling containers on each floor; monitoring the amount of electrical units switched on 
and off each day; and reducing the amount of printing taking place. 

6. The Wellness Programme 
The service provides a range of confidential services aimed at proactively 
helping staff to look after their mind and body both at home or work.  

The types of services include: 
•  Health Screening  — ‘Know your numbers’ 
•  Stress Management 
•  Blood Pressure monitoring and control  
•  Diabetes Management  
•  Weight Management 
•  Musculoskeletal/Ergonomics issues 
•  Cholesterol management 
•  Critical First Aid 
•  Smoking Cessation  
•  Personal follow up appointments/reminders 
•  Sleep Management 
•  Physical Activity Management 
•  Counselling and support 
•  Bereavement support 
•  Signposting to other services i.e. Employees Assistance Program (EAP, 

company doctor, GP, office services) 
•  Work/life balance 

Figure 11 
Communications to encourage Wellbeing 

•  Meditation 
•  Knowledge of Bechtel policies 
•  Return to work support 
•  Long term sick leave support 
•  The services are designed to complement 

the culture, the other services available and 
the Bechtel policies. 

•  Health awareness days focus on the 
following: 

  Cancer Awareness 
  Know your numbers 
  Skin analysis 
  Physical Activity 
  Nutrition 
  Rest & Relaxation (Sleep) 
  Infection Control – Beat the winter 

blues 
The nurse has a surgery and an on-line 
appointment booking system which operates 
also as a walk in clinic. 

Figure 12 
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8. Performance Measurement  
Leading and lagging indicators are compiled and presented as dashboards for 
review and action by management at all levels within the organisation. 

A key function of office ESH in measuring performance is the undertaking of 
routine inspections by senior management and staff at regular intervals and the 
monitoring to close-out of any actions. 

As part of the global integration with technology Bechtel has developed an 
online reporting app —  see Figure 13.  

This app is used to conduct office safety inspections, project site assessments 
and formal audits such has ISO: 9001, 140001 and OHSAS 18001 with reports 
automatically generated and circulated to defined responsible persons. Figure 13 

Key elements of the online safety checklist 

9. Assurance and Review  
Assurance: Bechtel offices, operations and projects are independently 
assessed at least annually by Corporate Assurance  against the ESH 
Management Systems, CP’s and SWPP’s and reports are issued and reviewed 
at all levels within the organisation. Actions are prioritised in terms of criticality 
(i.e. Normal, Elevated and Critical) and monitored to close-out 

The accreditation bodies also undertake periodic re-certification audits to ISO 
14001 and OHSAS 18001 requirements. 

Management Reviews : These are chaired by a senior manager with 
designated attendees to ensure that the ESH Management Systems are fit for 
purpose (i.e. review of Policy, changes to procedures, progress with objectives/
programmes, non-conformances , audit results, etc.)  and that there is a 
continuous improvement in performance. 

Great Place to Work®:  an annual employee workplace culture study has 
been undertaken over the last 3 years with the aim of creating high trust and 
high engagement of the workforce. The results of the surveys undertaken have 
all been in excess of 90% in response to the question “This is a physically safe 
place to work”. 

10. Summary  
The ESH initiatives above demonstrate the leadership and commitment taken 
by Bechtel to effectively influence a positive ESH culture.  

Bechtel passionately believes that the development and maintenance of a 
positive ESH culture goes beyond legal compliance ; it is a moral and ethical 
duty for the Company, all of  its staff – colleagues and the workforce, to ensure 
that we all return home at the end of the working day to our families, relatives 
and friends without injury or illness and that we protect the environment and 
communities in which we work.  


