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Development of indicators
• A set of 14 proactive leading indicators for safety, health and wellbeing 

(SHW) at work was developed to support the International Social Security 
Association’s (ISSA) Vision Zero strategy and seven golden rules

• Phases of the project included
• Review of literature and industry input (32 organizations and experts participating e.g.

VZ network)
• Quantitative evaluation

• Online pilot survey (to e.g. VZ network and researchers’ business networks)

• Qualitative evaluation
• Open-ended questions included in the online survey as well as feedback provided by key 

stakeholders and the ISSA Steering Committee and organizational representatives

• Consensus-building workshop with the ISSA Steering Committee
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Definitions
• Lagging indicators focus on outcomes such as reported accidents, 

injuries, sickness absence, premature retirement and fatalities

• Leading indicators focus on processes such as auditing, provision of 
formal training, OSH meetings, employee surveys

• Proactive leading indicators reflect the actionable, current and ongoing 
processes, activities and performance that are doing more than merely 
controlling existing risks, but focus on recognising, creating and using 
opportunities for improvement, e.g.,
• ensuring that safety, health and wellbeing are an integrated part of regular 

production meetings and
• ensuring that there is follow-up and learning from reported issues
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Relation to Vision Zero strategy
• Indicators were related to Vision Zero seven golden rules for promoting 

SHW at work (see Table 5 in Zwetsloot et al. 2020)

• Indicators deal with integrating each aspect of SHW
• Visible and competent leadership
• Procurement
• Pre-work briefings
• Evaluating risk management and targeted programmes
• Learning from unplanned events
• Innovation and change
• Work organization
• Onboarding
• Refresher training
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Proactive leading indicators (picture: Zwetsloot et al. 2020)
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Indicators 1/2
1. Take leadership – demonstrate commitment

1. Do leaders visibly demonstrate their commitment to SHW in their work processes and 
behaviour?

2. Are new leaders selected based on their intrinsic motivation for or proven record in SHW?

2. Identify hazards – control risks
1. Are SHW risk reduction measures evaluated? 
2. Are reported unplanned SHW events followed-up by leaders for investigation, SHW 

learning/improvement, and feedback to those directly involved?

3. Define targets – develop programmes
1. Are SHW an integrated part of induction processes? 
2. Are targeted programmes and their SHW improvement goals evaluated?

4. Ensure a safe and healthy system – be well-organized
1. Are SHW an integrated part of discussions in pre-work meetings?
2. Is the organization systematically considering SHW when planning and organizing work?
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Indicators 2/2
5. Ensure SHW in machines, equipment and workplaces

1. Are technological or organizational innovations used to reduce SHW hazards and risks in the 
design stage?

2. Is the promotion of SHW included in procurement processes?

6. Improve qualifications - develop competence
1. Are SHW covered in initial training?
2. Are SHW covered in refresher training? 

7. Investing in people – motivate by participation
1. Are worker suggestions for improving SHW followed-up adequately?
2. Are workers given recognition for excellent SHW performance?
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Results and their utilization
• Results can be presented

• qualitatively and quantitatively as e.g. ‘yes’ or ‘no’ responses
• on a Likert or continuum (five–point) scale
• with frequencies and percentages. 

• Indictors can be used
• by both small and large organizations 
• across all sectors
• for benchmarking 
• as key performance indicators. 

• Indicators are intended to
• better direct and control SHW processes
• support the development of a prevention culture
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Selecting the indicators
• Every indicator has a fact sheet

• Aims
• Key concepts
• Good practices
• Limitations
• How to measure

• Provides guidance and examples of 
• tailoring the use of indicators
• presenting the outcomes

• See example
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Indicator No 1.1 Visible 
Leadership Commitment

Rule No. 1: Take leadership – demonstrate commitment
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Aims: 
Through visible leadership commitment 
and being exemplary role models, 
leaders demonstrate their commitment 
to SHW, and actively promote and 
support SHW improvement processes 
and the development of a prevention 
culture.

Limitations: 
Leaders cannot always be ‘physically 
visible’ in all workplaces and to all 
workers (such as lone workers, e.g.
truck drivers), but should ensure that 
everybody is aware of their commitment 
to SHW.



Indicator No 1.2 Competent 
Leadership

Rule No. 1: Take leadership – demonstrate commitment
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Aims: Committed and competent SHW 
leadership is essential to drive the 
development processes of VISION 
ZERO. Such leaders are intrinsically 
motivated to improve SHW and promote 
SHW as personal and organizational 
core values. Leaders then regard SHW 
as integrated parts of business 
processes, and support processes of 
continual improvement of SHW, while 
creating a strong prevention culture.

Limitations: 
Even SHW competent leaders may be 
confronted with ethical and practical 
dilemmas and unexpected and 
undesired consequences of well-
intended actions. These are treated as 
opportunities for learning and continuous 
development. Pictures: ISSA. (2020). VISION ZERO -

Proactive Leading Indicators A guide to measure and manage safety, health and wellbeing at work.



Indicator No 2.1 Evaluating 
risk management

Rule No. 2: Identify hazards – control risks
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Aims:
Evaluation of the effectiveness of SHW 
risk management shows leadership focus 
and commitment to improving SHW, and
stimulates active participation and 
influence of workers. It allows leaders and 
workers to improve the effectiveness and 
sustainability of SHW promotion measures 
as an integrated part of business. In 
addition, it allows for organizational 
learning and continuous development.

Limitations: 
Formal evaluations of SHW risk 
management should not replace daily, 
informal checks on risk control measures 
that arise through discussions between 
leaders and workers about their current 
work.
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Indicator No 2.2 Learning from 
unplanned events 

Rule No. 2: Identify hazards – control risks

Aims:
Learning from unplanned events (incidents, 
events, cases) is necessary to prevent 
similar undesirable events from reoccurring, 
and to create a culture of SHW prevention 
and learning. Adequate follow-up of 
reported unplanned events will increase 
reporting and learning. 

Limitations:
Learning from unplanned events is 
complementary to the risk assessment 
process, but is not a substitute for an 
adequate SHW risk assessment process 
(including implementation and evaluation of 
preventive measures). Learning from 
unplanned events is very much depending 
on social processes and trust.
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Indicator No 3.1 Workplace 
and job induction

Rule No. 3: Define targets – develop programmes
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Aims:
Integrating SHW in induction (on-boarding) 
processes demonstrates that SHW is an 
integrated part of each job and each 
business process. SHW are an essential 
part of leaders’ and workers’ new job in a 
workplace. It can be both a formal and 
informal way of welcoming new personnel 
to an organization, group and/or job 
function, and highlights SHW purpose, 
values and goals.

Limitations:
Integrating SHW in induction processes will 
only have a positive effect if the business 
and work culture in the organization reflects 
integrating SHW as part of everyone’s 
profession.
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Indicator No 3.2 Evaluating 
targeted programmes 

Rule No. 3: Define targets – develop programmes
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Aims:
Evaluating targeted programmes (such 
as temporary campaigns) that integrate 
SHW in work processes helps to verify 
that they are implemented as intended, 
and that the improvement goals for SHW 
are met.

Limitations:
The conditions that allow for targeted 
programmes may also restrict focus on 
other relevant areas for promoting SHW. 
The programmes need to be periodically 
revised and adapted to ensure their 
relevance, for example due to seasonal 
and production changes.
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Indicator No 4.1 Pre-work 
briefings 

Rule No. 4: Ensure a safe and healthy system – be well-
organized
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Aims:
Integrating SHW in pre-work briefings 
allows leaders and workers to identify 
context specific hazards, risks and 
prevention measures. This shows 
leadership focus and commitment to 
SHW, and a commitment to stimulating 
the active participation and influence of 
workers.

Limitations: 
Pre-work briefings should not replace 
periodic SHW training.
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Indicator No 4.2 Planning and 
organization of work 

Rule No. 4: Ensure a safe and healthy system – be well-
organized

3.6.2021 |  18

Aims:
Planning and organization of work are 
essential for the success of every 
organization and for ensuring SHW. This 
is because planning can make an 
organization competitive and efficient. 
Several issues need to be considered in 
effective planning and work organization 
in order to promote SHW. Good planning 
and work organization promote good 
morale and a healthy organizational 
culture.

Limitations: 
Organizations may neglect planning and 
work organization under challenging 
conditions (such as financial constraints, 
time pressure). It is even more important 
that they plan and organize work well 
when under these conditions. Pictures: ISSA. (2020). VISION ZERO -

Proactive Leading Indicators A guide to measure and manage safety, health and wellbeing at work.



Indicator No 5.1 Innovation 
and change 

Rule No. 5: Ensure SHW in machines, equipment and 
workplaces
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Aims: Technological, organizational and 
personnel changes occur frequently in 
organizations. Instead of assessing 
SHW risk after the changes, these 
changes should be considered 
proactively, and innovations should be 
utilized to improve SHW right from the 
start in the design phase. 

Limitations: 
Innovations and changes used to reduce 
SHW hazards and risks in the design 
stage are no guarantee that SHW 
problems will not occur in later stages 
(for example during planning, production 
or maintenance). 

Pictures: ISSA. (2020). VISION ZERO -
Proactive Leading Indicators A guide to measure and manage safety, health and wellbeing at work.



Indicator No 5.2 Procurement 
Rule No. 5: Ensure SHW in machines, equipment and 

workplaces 
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Aims:
The indicator aims to trigger the 
systematic use of procurement for SHW 
improvement. Procurement, particularly 
of hardware, can determine SHW risks 
for a long period of time, while 
procurement of services such as 
maintenance, is often associated with 
increased SHW risks. 

Limitations: 
Good SHW in procurement is no 
guarantee that SHW problems will not 
occur during the lifetime of the goods or 
in the service processes. Innovative 
SHW requirements can be a challenge 
for (regular) suppliers. Be aware that 
management of change procedures are 
often focused only on maintaining, and 
not improving SHW through 
procurement. Pictures: ISSA. (2020). VISION ZERO -

Proactive Leading Indicators A guide to measure and manage safety, health and wellbeing at work.



Indicator No 6.1 Initial training 
Rule No. 6:  Improve qualifications - develop 

competence
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Aims:
Competence is key to ensuring good 
SHW. Being proactive requires 
training/qualifying leaders and workers 
before they start their job. It also shows 
that no job or task should be carried out 
without the relevant SHW competences, 
and that SHW are an integrated part of 
any job or profession.

Limitations: 
Initial training does not make regular 
refreshment courses superfluous. 
Practical aspects of SHW prevention 
and promotion will come to the fore only 
after one’s job starts.
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Indicator No 6.2 Refresher 
training  

Rule No. 6:  Improve qualifications - develop competence
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Aims:
Developing SHW competence should be 
an aspect of continuous professional 
development. Refresher training ensures 
that leaders’ and workers’ knowledge 
and skills on SHW remain up to date and 
include new SHW insights.

Limitations: 
Refresher training is not sufficient to 
guarantee that SHW good practices are 
translated into everyday work. 
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Indicator No 7.1 Suggestions 
for improvement  

Rule No. 7:  Investing in people – motivate by 
participation
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Aims:
In the development of a prevention 
culture and the active involvement of 
workers, it is important that suggestions 
of workers for SHW improvements are 
welcomed and are taken seriously. This 
will stimulate workers’ active 
commitment to SHW and demonstrate 
their leaders’ commitment to improving 
SHW.

Limitations: 
SHW suggestions from workers and 
completed follow-ups on suggestions 
cannot replace systematic SHW risk 
assessments and their follow-up.
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Indicator No 7.2 Recognition 
and reward

Rule No. 7:  Investing in people – motivate by 
participation
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Aims:
Providing timely, proactive and relevant 
recognition and reward for excellent 
SHW performance to both leaders and 
workers is essential for fostering a SHW 
culture that is based on trust, respect, 
participation and cooperation.

Limitations: 
Recognition or reward systems, which 
focus on narrowly defined outcomes for 
SHW behaviour, may become an aim in 
themselves, and may lead to unintended 
negative effects such as underreporting 
of unplanned events. 
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