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WHY THEY’RE THERE
ECIA members will be familiar with the annual invitation to submit data on the number of

injuries experienced in their companies in the preceding calendar year. Those submitting

sufficiently low returns qualify for an ECIA award.

ECIA’s Management Board decided that members could also usefully measure what they

are doing to prevent harm occurring in the future. In response to this, after extensive

discussion with member companies, a series of leading indicators have been decided.

The aim is to provide members with a way of measuring what they deliver against industry

norms.

Such measures are consistent with the Health and Safety Executive’s agenda for the

engineering construction sector. Their agenda is shifting away from more traditional site

inspections to a focus on the role of senior managers of engineering construction

companies. They will challenge such people to demonstrate leadership in pursuit of high

standards. Committing to leading indicators as a spur to achieve higher standards is clearly

consistent with this approach.

WHAT THEY ARE
After much discussion of a wide range of potential categories five measures have been

decided. They relate to:

• Senior management SHE interventions

• Extent of SHE training provided to supervisors

• Percentage of SHE issues raised closed out

• Extent of training provided to all employees

• Focussed workplace briefings

The detailed nature of each one is set out in the following pages.

HOW TO GET INVOLVED
From 1 January 2012 we invite all member companies to sign up to measuring their

performance using any or all of the above leading indicators. A sign up form is attached to

this document.

Those who do sign up should undertake to provide annual data to ECIA (which will be

treated in complete confidence).

AFTER THE FIRST YEAR
Each year annual data on leading indicators will be collected at the same time as we gather

injury data from members for the previous year.

Once we have gathered the first year’s data we will use that to calculate Key Performance

Indicators (KPI) for each of the five issues. These KPIs will reflect  low, high and mean levels

and we will renew these each year as new data is supplied. We hope that members will find

these KPI figures useful to help judge their performance against wider industry norms.

MORE INFORMATION?
Contact:  Richard Ash Tel:  020 7799 2000 Email:  richardash@ecia.co.uk
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Senior management SHE interventions

The measure

Number of senior management interventions/100,000 manhours worked

What the measure is for?

a) To gauge the extent of senior management commitment to developing genuinely

effective policies by knowing and understanding the actual health and safety

performance and needs of their workforce in real practical circumstances: and

b) Sending a clear signal of that commitment to their workforces through a visible

presence in real workplaces 

What does the measure include?

‘Senior management’ includes:

a) Any member of an ECIA member company’s board of directors

b) A manager who is not a board member but has responsibility for implementing any

policy across the company as a whole or a substantial part of it

c) And neither a) or b) above is limited to those with explicitly and specifically nominated

SHE responsibilities

‘Senior management’ does not include any manager:

a) who has immediate line management responsibility for the work activities which the

intervention is addressing

‘Intervention’ 

a) includes any initiative carried out which provides senior managers with an

appreciation of real practical circumstances for example, carrying out site safety audits,

leading incident investigations, challenging H&S planning decisions made by

subordinates. Providing that that criteria is satisfied these interventions do not need to

be pre-planned; and

b) involves a senior manager leaving their normal office base to visit employees or others

working in or for their organisation. 

‘Intervention’ does not include 

Mere receipt of information from the field to senior managers e.g. SHE reports to Board

meetings.

‘Manhours worked’ means

a) All the hours worked by those who are employed by the company concerned (both on

and off site), and 

b) Hours worked by those employed by others, but over whom the company exercises

effective day to day management control of their activities on site
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Extent of SHE training provided to
supervisors

The measure

Mean number of hours of SHE training provided to supervisors per annum

What is the measure for?

Supervisors are key players in ensuring the delivery of high SHE standards in practical

workplaces. The purpose of this measure is to promote supervisor expertise in SHE

matters to increase their capability in and confidence to lead SHE success.

What does the measure include?

‘Supervisor’ means a person 

a) Whose management function is to coordinate and oversee the work of multiple teams

of workers; by

b) Knowing, understanding and communicating the nature of the work outputs required;

and

c) By actively and directly monitoring the day to day performance of workers in achieving

those aims; and

d) By requiring action to be taken by team members when they are not 

‘Supervisor does not’ include a person

a) Who is the leader of an individual work gang or team; or

b) Who has project management duties but is not directly responsible for the ‘real time’

day to day oversight of teams carrying out work on site

‘SHE training’ means

a) Any form of training that is specifically and explicitly related to SHE matters provided

either ‘in-house’ or by others

b) Any format that requires the supervisor to be unavailable for normal day to day

supervisory duties (however long or short that period may be)

‘SHE training’ does not include

a) Routine briefing activities that do not require a supervisor to be unavailable for 

normal duties

b) Training initiatives where SHE matters are merely incidental to the main purpose e.g.

IR training events where SHE matters are involved as a secondary topic  

‘Number of hours’ means

a) The number of SHE training hours provided to any supervisor by the company

concerned, whether or not the supervisor is/was employed by them

b) ‘Mean’ number of hours means the total number of SHE training hours delivered to

supervisors, divided by the number of supervisors to who  such training was given,

irrespective of whether or not they are/were employed by the company who provided

the training
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Percentage of SHE issues raised closed out
The measure

• % of issues raised in consultation groups closed out per annum 

(in companies solely responsible for their own employees) 

• % of issues raised in consultation groups closed out per annum 

(in companies responsible for their own employees and others) 

What are these measures for?

To promote prompt and effective joint resolution of SHE issues identified in typical

engineering construction employer/employee consultative groups. There are two

measures to reflect the wider remit of managing and main contractors compared to those

who are solely responsible for their own direct employees. 

What does the measure include?

‘Issue’ means 

a) Something explicitly raised in a consultation group for which action by a certain time is

explicitly agreed 

b) Issues can equally be concerned with rectifying shortcomings or delivering

enhancements

‘Consultation group’ means

a) Any forum in an engineering construction project recognised by and contributed to by

both employers and employees that provides an opportunity for information and views

on SHE matters to be shared between managers and workers. Typical examples include:

• Project Joint Councils

• Project wide and individual companies’ health and safety joint employer/employee

committees

• Tool box talks where they result in joint agreement on necessary actions  

‘Consultation group’ does not mean

a) General day to day discussion between managers and the managed outside the scope of

explicit forums such as those suggested above

‘Closed out’ means  

a) The required action and required timescale is recorded within the forum concerned;

and that

b) A form of documentary record (e.g. meeting minutes) is available to the forum

confirming delivery on time

‘Per annum’ means

a) The completion of actions during any rolling 12 month period

b) If an action is decided in the first year but completed in the following year, that

completion contributes to the following year rather than the first

c) Contractors who  exert day to day managerial control with respect to those employed by

others as well as their own direct employees should include close outs that refer to both

d) Contractors who do not exert day managerial control with respect to those employed

by others should only include close outs that refer to their own direct employees.
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Extent of training provided to all employees
The measure

% of employee working time spent in work related training initiatives per annum

What is this measure for?

This measure seeks to promote a more general commitment to human resource

development, in recognition of linkages between that wider agenda and a more specific

one of promoting health and safety related competence.

What does the measure include?

‘Training initiative’ means 

a) any training activity undergone by any employee and provided by his employer which

requires the employee to be unavailable for normal day to day activities

b) for the purposes of this measure a training initiative does not need to be specifically

SHE related

% of working time means

a) For hourly employed staff the % of training hours provided during the total number of

hours worked in any 12 month reference period

b) For salaried staff it should be assumed that during a 12 month period employees will

normally be available for 1920 hours and the number of training hours provided

should be calculated as a percentage of this amount

c) If salaried staff are employed for less than 12 months during the reference period the

1920 hours figure should be reduced by an appropriate amount for the purposes of

calculating the % of time spent on work related training

d) The 12 month reference period used should be the same for all staff whether hourly

paid or salaried

6

u



Focussed workplace briefings 
The measure

Number of focussed workplace briefings/100,000 manhours worked by hourly paid

employees

What is this measure for?

Workplace briefings (such as tool box talks) are recognised as a powerful way of sharing

relevant and useful information between managers/supervisors and employees. The

purpose of this measure is to enhance the effective use of this means by focussing on

information that is relevant to the particular needs of particular circumstances rather than

more generic approaches.

This does not mean to say that generic information is of no merit. However, when briefings

are genuinely aimed at site specific issues of direct relevance to those who attend them,

they are likely to have significantly more beneficial impact than purely generic

presentations, which can easily become tedious and irrelevant to the workers involved. Site

specific presentations are much more likely to provoke useful two way dialogue between

managers and the managed.  

‘Focussed workplace briefing’ means 

An exchange between those carrying out the work and their supervisors or managers, that

explicitly concerns matters that are specific to the particular work that is to be carried out

and/or the  site where it is taking place. Typical examples of relevant topics might include:

• Clarification of work method statements prior to particular work commencing

• Communication of decisions made in the site health and safety committee

• Amendments to site rules

• Alerting workers to recently discovered hazards and the appropriate precautions

• Clarification of site permit to work procedures for confined space work

• Findings of site incident investigations

• Outcomes of HSE inspection visits

‘Focussed workplace briefings’ do not mean

Presentations concerning generic health and safety issues of which a trained and

competent worker can already reasonably be expected to be aware, for instance:

• General guidance on harness use to competent scaffolders

• General guidance to welders on the need for effective ventilation and/or RPE

• Not using hand held mobile phones while driving

• The underlying principles of safe slinging to qualified riggers
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ECIA, 5th Floor, Broadway House, Tothill Street, London SW1H 9NS
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