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Abstract  
 

Strengthening the safety culture with the aim to build safe and healthy workplaces 

is in focus for many organizations. Safety and health is affected by various factors 

as for example systematic safety management, management focus, an informed 

culture, participation, involvement, social processes and empowerment. 

The studied mining company Boliden have had an extensive safety culture project 

at one of the units, the concentrator in Garpenberg. The aim of this study was to 

find out what activities and methods the unit has implemented and which of these 

that seem to have the greatest influence on improving the safety culture. There are 

few studies giving managers and organizations more of practical guidance and 

previous studies of safety culture in the mining industry is also rare. 

This qualitative study was conducted through analysis of company documents, 

participative observation and interviews.   

The result showed employees perception of a strengthened safety culture with 

changed safety behaviours, ownership in the organization, confidence to give 

feedback and entrepreneurs on track with safety. The project was also perceived 

to have led to stress in the organization, with lack of resources partly affected by 

the time taken to participate. The accident rate has also been decreased, from 

several accidents with absence per year, to 490 days without accidents with 

absence. The result also showed that the most influential factors seems to be the 

safety and health management system that is fully integrated with production and 

quality, the visualization on whiteboards, the daily steering meetings and the 

communication coming from them, the management clear safety focus, the unit’s 

teamwork with behaviours and values and the broad and continuing participation. 

Improvement suggestions from the interviewees were both more standardization 

and instructions but also that too detailed instructions are perceived negative, the 

analyse is that it can hinder creativity. Other suggestions were stepwise 

implementation and a wish for more time to stabilize the result of the project.  

A conclusion from the study is that the safety culture project seems to have made 

a great effect at the unit, strengthening the safety culture. An overall conclusion is 

that the unit seems to have both a system and a cultural approach, with the 

somewhat unique and innovative health and safety management system that 

govern for a systematic and sustainable way of working, with integrated 

reminders of safety behaviours. This may be the core affecting factor of what 

seems to have been a very successful project. 

 



 

 

 

Sammanfattning 
 

Att stärka säkerhetskulturen med målet att bygga säkra och hälsosamma 

arbetsplatser är i fokus för många organisationer. Säkerhet och hälsa påverkas av 

olika faktorer som till exempel systematisk säkerhetsarbete, fokus hos chefer och 

ledare, en informerad kultur, delaktighet, involvering, sociala processer och 

delegerat ansvar. 

Det studerade gruvbolaget Boliden har haft ett omfattande säkerhetskulturprojekt 

på en av enheterna, anrikningsverket i Garpenberg. Syftet med denna studie var att 

ta reda på vilka aktiviteter och metoder som enheten har genomfört och vilka av 

dessa som verkar ha störst påverkan på en förstärkt säkerhetskultur. Det finns få 

studier som ger chefer och organisationer mer av en praktisk vägledning och 

tidigare studier av säkerhetskultur i gruvindustrin är också sällsynta. 

Denna kvalitativa studie genomfördes med analys av företagsdokument, 

deltagande observationer och intervjuer.  

Resultatet visade medarbetarnas upplevelse kring en stärkt säkerhetskultur med 

förändrade säkerhetsbeteenden, ägarskap i organisationen, trygghet att ge feedback 

och att entreprenörerna medverkar i säkerhetsarbetet. Projektet uppfattas också ha 

lett till stress i organisationen, med brist på resurser som delvis påverkas av den tid 

det tar att vara delaktig. Olycksstatistiken har också minskat, från flera olyckor 

med frånvaro per år, till 490 dagar utan olyckor med frånvaro. Resultatet visade 

också att de mest påverkande faktorerna verkar vara arbetsmiljöledningssystemet 

som är fullt integrerat med produktion och kvalitet, visualiseringen på whiteboards, 

de dagliga styrmötena och kommunikationen runt dessa, ledningens tydliga 

säkerhetsfokus, arbetet i grupperna kring beteenden och värderingar samt den 

breda och löpande delaktigheten. Förbättringsförslag från de intervjuade var både 

mer standardisering och instruktioner men också att för mycket detaljerade 

instruktioner upplevs negativt och kan minska den egna kreativiteten. Andra 

förslag var att gradvis implementera förändringarna och också en önskan om mer 

tid att stabilisera resultatet av projektet.   

En slutsats från studien är att säkerhetskulturprojektet verkar ha gjort stor effekt på 

enheten och stärkt säkerhetskulturen. En övergripande slutsats är att enheten har 

både ett system- och ett kulturellt angreppssätt, med det något unika och innovativa 

arbetsmiljöledningssystemet som ger ett systematiskt och hållbart sätt att arbeta 

med integrerade påminnelser om säkerhetsbeteenden. Detta kan vara det som haft 

störst bidrag till vad som verkar ha varit ett mycket framgångsrikt projekt. 
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1. Introduction 
 

Finding systems and methods to build safe and healthy workplaces is of great 

importance, as this can reduce individual suffering as well as high costs for 

organizations and society.  

To create a safe and healthy workplace, many companies have a focus on 

strengthening their safety culture. The concept safety culture has its origin 

after the nuclear accident in Tjernobyl 1986, where the underlying cause 

pointed to the poor safety culture (Akselsson, 2015). A poor safety culture has 

been shown to have a crucial impact on many accidents.   

A strong safety climate is shown by previous research to be correlated to 

occupational safety (Beus, Payne, Bergman & Artur, 2010; Larsson-Tholén, 

Pousette & Törner, 2013). Searching for the affecting mechanisms behind a 

strong safety climate, Törner et al. (2018) has found a positive relation 

between participative, rule-oriented leadership and safety. More research of 

what can be affecting factors of a strong safety climate would be of interest. 

There is a lack of studies showing good examples which can help 

organizations and managers with practical guidance, the ‘how to do it’.  

The context of this study is the mining industry where there are sever risks. A 

report from the Swedish Work Environment Authority (SWEA) (2015), 

summarize that the work-related accidents with absence in this branch was 

higher than in other branches during the years 2010-2014. During these years, 

8 fatalities happened, most common caused by hits from vehicles or squeezed. 

The report shows that since 2014, the mining industry has begun to decrease 

their accident rate.  

Previous research of safety climate and safety culture in the mining industry is 

rare (Abrahamsson et al., 2014). The mining company in this study has made 

a safety journey the last couple of years, with a clear target to strengthening 

their safety culture. This thesis will describe the implemented safety and 

health management system and what seem to have had the greatest impact on 

increasing the safety culture in one of the company’s units. The overall scope 

of this study is safe and healthy workplaces, although the focus in the 

theoretical framework is safety, health is seen as an effect of safety. 
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1.1.  Safety culture and safety climate  
 

The concepts safety culture and safety climate are often difficult to separate, 

and both will be used in this thesis. The interpretation of studied definitions is 

that safety culture is more of a deep and rigid value of safety, whereas safety 

climate is the employees perception of the organizations safety values. Safety 

climate can be seen as a reflection of the safety culture in an organization. An 

uncomplicated way to describe safety culture, which also will be used in the 

thesis, is ‘the way we do things here’ (Sharman, 2016). Sharman also points 

to the fact that safety culture is all about behaviour, with the individuals in an 

organization shaping the culture together.  

SWEA (2015) explains safety culture as fundamental values about safety, 

which is hard and time-consuming to measure. This can be compared with 

safety climate, that is more of a snapshot of the safety culture and tells us how 

safety is perceived by the individuals. How safety is perceived is possible to 

measure with questionnaires.  

SWEA’s perspective is supported by The Norwegian Research Centre for 

Work Environment (2018) that defines safety climate as shared perceptions of 

managers, policies, procedures etc. Safety climate is the employees perception 

of the “true value of safety in an organisation - as a contributing factor 

towards the reduction of accidental injuries.” 

(http://www.arbejdsmiljoforskning.dk/da/publikationer/spoergeskemaer/nosac

q-50) 

Safety culture and safety climate will both be described more in the 

theoretical framework, with focus on what factors that can strengthen these in 

an organization. Although safety culture may be perceived as an abstract 

concept, Reason (1998) writes that creating a safety culture can be made by 

everyday practical measures and does not have to be something mystical or 

almost religious.   
 

1.2. Company description 

 

Boliden is a Swedish high-tech metal company with approximately 5.500 

employees, that operates in Sweden, Finland, Norway and Ireland, and have 

six mining areas and five smelters. The company supply base and precious 

metals, through mining of ore and producing quality metals. Examples are 

zinc, lead, gold, copper and nickel.  

http://www.arbejdsmiljoforskning.dk/da/publikationer/spoergeskemaer/nosacq-50
http://www.arbejdsmiljoforskning.dk/da/publikationer/spoergeskemaer/nosacq-50
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Picture 1. Boliden’s BeSafe symbol, extracted from given presentation material.  

The studied unit in Hedemora municipality in Sweden, has been owned by the 

company since 1957, and is one of the world’s most modern mines with a 

new plant opened in 2014 that has largely automated technology. They extract 

zinc, lead, copper, gold and silver from the ore that is mined. The operation is 

divided into two organizational units, the mine and the concentrator. The 

interview study in this thesis was conducted at the concentrator with 95 

employees, 77 men and 18 women, where an extensive safety culture pilot 

project has been completed. In the thesis, the studied unit will be named as 

both the unit and the concentrator.  

The company has a concept called BeSafe, which is their approach to build an 

awareness, a positive attitude and an ownership towards safety and health 

amongst all employees and contractors. The goal with BeSafe is to have an 

injury-free and healthy workplace, a proactive work to create a safe and 

healthy workplace with a strong safety culture where everybody takes 

responsibility and actively involving individuals and teams in their daily 

work. Managers shall conduct personal BeSafe discussions with all 

employees in one-to-one meetings and employees and contractors are offered 

to sign the four statements, for example Safety is important to me and It is my 

obligation to remind others of risks and unsafe behaviour. After signing, they 

will then be offered a sticker with the symbol, as shown in Picture 1 below, as 

a sign of the safety approach, to put on for example the helmet or the 

computer.  
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The company has investigated their safety climate with the questionnaire 

NOSACQ-50, twice during the last four years. The questionnaire is developed 

by a Nordic network of safety researchers and consists of 50 questions across 

7 dimensions, that are shared perceptions of:  

 

1. Management safety priority, commitment, and competence 

2. Management safety empowerment 

3. Management safety justice 

4. Workers safety commitment 

5. Workers safety priority and risk non-acceptance 

6. Safety communication, learning and trust in co-workers safety 

competence 

7. Trust in the efficacy of safety systems 

 

(Kines et al., 2011). NOSACQ-50 can be used as a comparative instrument 

measuring safety climate between and within companies and as a tool for 

evaluating safety climate status or effects of safety interventions.  

Other corporate actions are for example: safety alerts which means spreading 

information about accidents and risks, information films, safety standards and 

safety conferences. Group management also conduct regular safety walks 

where they visit the organizations with a clear safety focus and follow up the 

organization on safety key figures, for example risk observations and 

involvement.  
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2. Aim and research questions 

 

The aim of this study is firstly to describe which activities and methods that 

has been implemented at one of Boliden’s units, and secondly to identify what 

activities and methods that seems to have the greatest influence on improving 

the safety culture. 

The research questions that will be studied are:  

 

1. How has the safety culture project affected the organization and the 

safety culture? 

2. What seems to have had the greatest impact on improving safety and 

health at the studied unit? 

3. What are the next steps to further increase safety and health in the 

organization? 

 

This study is descriptive and will search for answers and practical guidance of 

how organizations can build safe and healthy workplaces. 

Delimitations: The study was conducted on only one of the company’s units, 

where the safety culture project took place. The delimitation was however 

decided in order to enable a deeper study of the activities and systems in the 

specific context of the unit. Another delimitation made is that the theoretical 

framework and therefore also the analysis of the result has a focus on safety 

even though health also is included in the thesis’ scope. Health is seen as an 

effect of safety. A third delimitation is that the results of the safety climate 

questionnaires are not analysed and compared to the result of this study.       
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3. Theoretical framework 

 
Building a safe and healthy workplace is complex and a variety of aspects 

need to be considered. Safety is affected by many aspects, where human 

behaviour, organization and the interaction between human and technology 

need to be considered when discussing how to prevent work related accidents 

and hazards (Akselsson, 2015). The HTO (Human-Technology-Organization) 

concept is useful in various work systems, given several advantages as for 

example creating interaction with the human, making skills and shortcomings 

more apparent (Karltun et al., 2016).  

When searching the root cause of accidents, you often find that human 

actions, technical design and organization are intertwined (Wennersten, 

2003). If only stating that an accident is caused by the human factor, you can 

miss important information about the root causes. Humans seldom act 

incorrect and create problems on purpose, they do wrong things to solve 

different problems, because they are stressed, the instructions are not 

practically viable and the management signals that there is a hurry.  

Reason (2000) means that you can search the root cause to accidents with two 

different perspectives; the person approach and the system approach. The 

person approach has its focus on the individual errors, blaming the individual 

for not paying attention, being forgetful or having a weak moral. The system 

approach has its focus on the latent conditions the individual work under and 

try to build defences to prevent the individual errors or minimize the effect of 

them. Reason (2000) continues describing the latent conditions as able to 

identify and managed before an accident happens. An understanding of this 

can lead to proactive rather than reactive measures. "We cannot change the 

human conditions, but we can change the conditions under which humans 

work.” (p.769). 

Safety management today often focus more on how to affect employees 

behaviour than on the environment in which we work (Petersen, 2001) This is 

about how management can get people to operative according to safety rules 

and policies. Thus, safety is affected by how motivated the employees are to 

do so, and management then need to gain a good understanding of human 

behaviour and the secrets of motivating its employees.  

The focus on safety culture is discussed by Rollenhagen (2009), who writes 

that this can create too much focus on behaviours, attitudes and values, with 

the risk of forgetting about developing safer technological designs. Focus on 
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the safety culture can lead to the organization coping with existing failures 

rather than trying to fix them and Rollenhagen writes that safety culture never 

should be used as an excuse for bad technological designs. On the other hand, 

he continues the discussion with safety culture as a potential of increasing the 

motivation to innovative and develop safe technological designs and the 

safety culture concept also has advantages when used wisely. He suggests for 

example that the concept of safety culture should be used in context of 

systematic safety models. 

Reason (1998) tells us that a safety culture is based on an Informed culture 

which is a fundamental aspect that needs to be in place to build a safety 

culture. In an informed culture all individuals in the organization understands 

the hazards in the workplace and are aware of the different ways of braking or 

bypassing the systems defences. People at all levels in the organization know 

about and respects the hazards. An informed culture consists of a learning, 

reporting, just and flexible culture (Akselsson, 2015). In a learning culture the 

organization is seeking knowledge, analysing accidents and incidents to learn 

and improve from them. To create a learning culture, a reporting culture need 

to be in place, with everyone open to report about incidents, which in turn 

only can be done effectively if the organization have a just culture. A just 

culture is fail and blame free, and the individual’s errors are not punished. A 

flexible organization has less hierarchy when it comes to situations of crises, 

the ones most suitable may take the lead no matter organizational rank.  

 

3.1. Safety management 

 

Systematic ways of organizational learning are facilitated by well-functioning 

management systems. Employers are obliged to work in a systematic way 

with the safety and health issues, to prevent accidents and to improve the 

work environment (SWEA, 2017). SWEA describes a management system as 

a systematic method that set goals, perform tasks and then following up on the 

results, evaluating them, learning from them and improving the processes. 

Akselsson (2015) describes that a safety management system contains 

structures, planning, responsibilities, procedures, processes and more to help 

the organization to identify and deal with risks in effective ways.   

It is important to have a well-functioning management system with risk 

management routines and a responsible management that prioritize safety 

before production (Wennersten, 2003). The management system has to be 
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rooted in the organization and customized to those actually working there, 

otherwise the routines will not be followed.  

Although there are systems and routines to handle hazards, we will not be 

able to build defences that takes away all risks at the workplace (Wennersten, 

2003). Learning and creating awareness by involving key individuals in the 

risk analyses process, is therefore of great importance. Wennersten also mean 

that the individuals attitudes to safety work reflects the management attitude 

to safety. Accidents are almost always caused by deficiencies in the 

organization or the signals from the management to the employees of what 

should be prioritized.  

According to Reason (1998) a poor safety culture will encourage non-

compliance to safety practices. These violations are more frequent in 

organizations where there are underlying attitudes that production and goals 

are prioritized before safety.   

The effect of safety and health management system is studied by Pecillo 

(2015) who found that the implementation of this kind of system has no 

sufficient effect on improving safety and health in an organisation on itself. 

Instead, or complementary, Pecillo found that technical and organizational 

solutions and social factors contributes to the effectiveness of the safety 

management.   

Management has a very important role in creating safe and healthy 

workplaces. Eklöf et al. (2017) showed that increasing management safety 

activity by safety climate group interventions gave positive results, and 

increased workers safety climate, giving support for what is called 

organizational safety climate theory. The organizational safety climate theory 

says that a change in safety climate depends on a collective 

reconceptualization among workers, based on their perception of change in 

policy, procedures and practice (Dov, 2008).  

One tool to create and maintain a strong safety culture is called Management 

Safety Observations (MSO), studied by Hill et al. (2015). The tool is in brief 

informal discussions between management and employees about their work, 

what risks they encounter and their safety situation. The actual research found 

that MSO’s has several positive outcomes. Hill et al. (2015) also discuss that 

one example is learning opportunities for both the manager and the employee, 

another is that the tool creates a more open work relationship. It also 

strengthens the employee’s perception that management is truly concerned 

with their safety.  
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Similar to MSO, the concept Safety Management By Walking Around 

(SMBWA) is informal visits to the workplace, interacting and chatting about 

safety. In a study performed by Luria & Morag (2011) the SMBWA where 

performed by both managers and employees, creating participation and 

collecting information about safety behaviour and safety situations that would 

not be obtained in other ways. The study showed that the method can 

contribute to safety in organizations.  

 

3.2. Safety and health change projects 

 

The organizational work to create a safety culture, is often supported by 

occupational safety and health professionals. In a study by Nord-Nilsson & 

Vänje (2018) of the roles of occupational safety and health professionals they 

found that a change to a trainer role can contribute to create a safety culture. 

One key aspect of creating awareness for safety and health issues is the 

support from managers in the organization. Another key aspect is a defined 

role in early stages for the occupational safety and health professionals, 

enabling participation in early stages in processes and change projects. Nord-

Nilsson & Vänje concludes with this being an important factor when creating 

good and sustainable workplaces.  

Change projects can also create stress in the organization. Dahl (2011) 

highlights the challenges of change projects and found significant correlations 

between risk of stress and organizational changes. The correlation was 

strongest in organizations conducting broad contemporary changes along 

multiple dimensions. The study found that changes that affected coordination 

and cooperation across the workplace was especially harmful. Dahl (2011) 

discuss that this probably has consequences for individuals at all levels in the 

organization, due to the increased communication channels and new ways of 

coordinating the work. The change gives a stressful period of overlap between 

old and now ways of conducting work, which may lead to confusion, 

annoyance and productivity loss.  

 

3.3. Participation and empowerment  

 

The connection between participatory management style and successful safety 

management has been studied recently by for example Törner et al. (2018). 

The research identified the difference in occupational safety between Swedish 
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and Danish construction industry, aiming to explain the differences in fatal 

accident rate. The result indicated a connection between a participatory 

management style and employees compliance with safety routines and higher 

involvement in proactive safety activities. According to Törner et al. (2018) a 

participatory management style encourages cooperation and giving the 

workers ability to speak out to the authorities when identifying problems and 

suggesting better solutions, but also includes long-term planning and 

compliance to rules. The study found that there is a positive relation between 

rule oriented and participative leadership, suggesting that if the workers are 

involved in establishing the workplace safety regulations, their motivation 

will be higher when it comes to compliance with the rules and will participate 

more active in proactive safety interventions.  

Safety regulations at workplaces tend to have high levels of bureaucracy 

which Dekker (2014) means also have a negative side. He stresses the 

importance of employees being risk competent. Too much overweight of 

safety rules and bureaucracy can have a negative effect on safety, where 

employees practical expertise and creativity is restrained, given an inability to 

predict unexpected events and counteract the original safety goals.  

One central aspect of creating participation is listening, which has been 

highlighted by Alvesson & Sveningsson (2003). They mean that listening is 

very seldom mentioned in the management literature. In their study, they 

showed that managers walking around, listening and doing informal chatting 

with their employees seem to have a positive effect with people feeling more 

respected, visible and included in teamwork. These fairly mundane activities 

seem to be given extra meaning because of the fact that it is a manager doing 

them. This may give feelings of participation, interest and respect.  

 

Participation and involvement are also typically for the concept Perceived 

Organizational Support (POS), which has been shown to benefit safety. 

Törner et al. (2017) found that perceived organizational support, that is 

characterized by the shared perception that the organization values and cares 

about their employees, can create a climate that is trustful and supportive and 

benefit safety and health, but also have a positive effect on employees 

innovativeness and production effectiveness. For being able to develop a 

POS-climate, Törner et al. are discussing that managers should empower their 

employees, involve them in decisions and trusting their judgements. This 

should be done to inform them that their efforts are appreciated, and that their 

well-being is cared for.  
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Another concept close to empowerment is work-ownership climate, which 

means that the employees have an owning aspect of their work and Dov 

(2008) have seen a connection between high-safety and high-owership 

climate. 

 

3.4. Social-psychological aspects on safety   

 

It is important for management to have knowledge in psychological factors 

that effects the employees and the teams. Törner (2011) states in her safety 

climate literature review, that it is important for the management to 

understand organizational psychology and social processes to increase safety. 

When management want to cause an effect in the organisation, the employees 

are not passively receiving, but are affected by social processes.  

Törner (2011) discuss that safety performance seem to be relational, with 

complex patterns of social interaction that can initiate different reactions. The 

example given by Törner is a safety campaign with the management stating 

the importance of zero injuries, and that safety will be first priority, which 

may give the employees a perception of being valued and appreciated. The 

campaign can have an initial positive effect, with employees taking safety 

more seriously, with increased reporting of safety problems. If the 

management does not respond positively, and do not show that they live up to 

their safety statements or not taking actions to reduce the reported risks – the 

employees can get a feeling of being misled or exploited. This may lead to 

lack of future trust and in turn have negative consequences for safety 

performance.  

 

The social processes in workgroups have a great impact on safety climate and 

Törner (2011) concludes that though management attitudes and behaviour 

play an important role in development of organizational culture, the 

workgroup and the social interactions play an equally important role. Clarke 

(2006) discuss, in her meta-analysis of 19 safety climate studies, that 

individuals feel a high commitment to the workgroup, and the perceptions of 

the safety norms in the workgroup may affect the group safety climate. 

 

3.5. Behaviour-Based Safety 

 

Behaviour-Based Safety (BBS) is widely used to observe and modify workers 

safety behaviour (Olofsson, 2010). The strategy is to identify risk behaviours 
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and identify what behaviours that are incompatible with these, calling them 

safety behaviours. The key safe behaviours are specified and reinforced with 

consequences. Natural consequences have the largest affect and often 

reinforce risk behaviour, making the work more slowly, as for example when 

you have to shut down the machine completely before entering a risk zone or 

building a guardrail to prevent falling risks. Thus, they are also the most 

important to work with, trying to minimize the reinforcing effects of making 

risky shortcuts, often that the work-task is completed faster. Social 

consequences also have a great effect, with colleagues reinforcing safe or 

unsafe behaviour. It is important to involve the work group to affect the social 

norms, with colleagues reminding each other to work safe, not taking risks.  

Petersen (2001) state that there is overwhelming evidence from work-place 

studies that suggesting that BBS programs have positive effects on safety 

performance. The BBS programs are based on motivational theory and 

behaviourism and Petersen writes that the most effective consequence is 

personal and genuine appreciation and coaching feedback. The effectiveness 

of BBS programs is also shown by for example Yeow and Goomas (2014), 

who studied a program combining social influence, feedback including small 

incentive awards with achievable goals. Results showed a reduction of 

accidents by 75 percent.  

Criticism towards BBS is that the focus may be directed too much on the 

individual, with misapplied BBS programs that focus on controlling and 

compliance with the safety rules, forgetting about good leadership and 

organizational culture (Sharman, 2016). Where human behaviours are 

complex and influenced by ha variety of factors, good BBS programs make 

thoughtful implementation of changes and design, using effective data 

collections, engaging employees, gaining their input and feedback.  

 

3.6. Gender and safety culture 

 

The mining industry in Sweden is a male-dominated sector with 

approximately 90-95% male blue-collar workers (Abrahamsson et al., 2014). 

Equality is often seen as a strategic issue for the companies, but it is a 

complex area and can be challenging to transform.  

The low share of women in mining industry can be explained by culture, the 

labour market and educational traditions at a national level, and in the 

companies themselves (Abrahamsson, 2008). Sweden has legislation about 
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equal working conditions and that the companies shall strive for a more equal 

distribution of men and women in the workforce. Although men and women 

are in equal numbers in working life, the labour market in Sweden is one of 

the most segregated in Europe, with women and men found in different 

sectors and occupations (Vänje, 2013).  

A strong gender-segregated workforce can make the culture at the workplace 

more robust with difficulties in changing attitudes and behaviours 

(Abrahamsson, 2000). Traditionally gender constructions are often 

conservative and can therefore hinder organizational changes.  

Somerville & Abrahamsson (2003) studied safety learning and masculine 

work cultures in the mining industry. They found that mine workers learn 

safety through their experiences of their daily work and from their 

experienced colleagues. The trainers and the mine-workers co-participate in 

reinforcing the strong masculine culture. This is supported by Abrahamsson et 

al (2014) that conclude that the strong link between masculinity and 

occupational identity creates problems for implementation of for example 

new organizational forms, technology and safety. Further, they summarize 

that occupational health and safety must become a part of the production 

system to give conditions for a good and sustainable workplace.  
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4. Method 
 
This study had a qualitative approach which was chosen to enable a deeper 

knowledge and insight about the researched area and what has been 

conducted at the specific workplace. The chosen methodology for the study 

were: 

• analysis of the company documents 

• participative observation and 

• interviews 

A qualitative approach means to describes something by its characteristics 

and gain deeper understanding of what is studied (Lantz, 2013). 

Databases used when searching for literature was KTH Primo and Scopus. 

Search words were workplace safety, safety and health management, 

Behaviour-Based Safety, safety culture, safety climate, occupational safety 

and health management system and safety and health change projects. The 

search was conducted using both the English and Swedish words. The 

literature search was set to year 2010 and onwards, to find more recent 

research. In some of the articles there were older sources that were found 

relevant, which were also brought into the study. Some literature has also 

been recommended when in contact with professionals in the subject, and 

some literature has been part of the education material at KTH.  

The information about the company’s safety work and safety project at the 

studied unit comes from meetings with the group safety director and the 

manager at Garpenberg Concentrator. Documents and descriptions that where 

handed over or sent via e-mail was discussed to get a full picture of the 

activities, policies and routines. Some of the general information about the 

company also come from Boliden’s homepage (2018). The given documents 

are analyzed and summarized in the result section. The text analysis consisted 

of reading through the documents, extracting information that was assessed as 

relevant for the study. The extracted information was rewritten in own words. 

In detail the documents consisted of safety strategies, policies, routines, 

descriptions of the safety project at Garpenberg and statistics of number of 

employees, risk observations, near accidents, accidents.  
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4.1. Participative observations 

Participative observations where conducted at the workplace with the purpose 

of getting a deeper knowledge and information about the daily routines and 

safety management system and gaining information of the practical 

implementations. Participative observations are perfect when studying for 

example processes, patterns, events and relationship between these 

(Jorgensen, 1989). The observations consisted of; a guided tour in the 

concentrator factory; participation in one morning steering meeting with the 

management team; participation in one of the maintenance units’ morning 

information and improvement meetings, followed by a short morning 

gymnastic session with the team. Written notes were taken during the 

observations and photos of steering whiteboards were taken.  

 

4.2. The interviews 

The interviewees were selected and asked to participate by the manager at the 

concentrator, who made the selection from the criteria that the participants 

had experience from the safety culture project and came from different parts 

and levels of the organization. The interviewees consisted of: 

• 8 individuals, approximately 8,5 percent of the total number working at 

the concentrator, of these were 

• 6 men and 2 women, divided into 

• 4 employees, 1 safety officer and 3 first line managers 

The interviews were conducted in the head office, in a separate conference 

room, each interview taking approximately 1 hour. A letter of intent was sent 

via e-mail before the interview, this is enclosed as Attachment 3. This 

contained information about the purpose of the study and how the interviews 

would be conducted, for example that the interviews were to be recorded 

which was voluntary, and that the information they give will be handled with 

secrecy and also that the interview as such is voluntary.  

The letter of intent was also printed out to read and talk through before 

starting the actual interview.  

The interview guide was semi structured and the interview questions where 

based on elements found in previous research and theory, presented below in 

Table 1. Questions was also asked what the interview candidates considers to 

be of most importance and giving most effect building a safe and healthy 

workplace. The goal was to get answers to the research question What seems 
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to have had the greatest impact on improving safety and health at the studied 

unit? The interview guide can be found as Attachment 4.   

 

Table 1.  

Elements found in previous research and theory affecting safety and health, building the 

base of the interview guide 

______________________________________________________________ 

Elements in themes and sub-themes 

______________________________________________________________ 

1. Management – leadership  

    1.1. Management safety priority 

    1.2. Managers listening – communicating 

 

2. Manager – employee relationship, peer relationships 

2.1.Informed culture 

2.2.Empowerment - ownership 

2.3.Participation 

2.4.Feedback - reinforcement 

 

3. Gender 

3.1.Conservative structures 

______________________________________________________________ 

 

4.3. Validity and reliability  

 

The interview guide was tested by an interview with an individual outside the 

studied company, having professional experience similar to the interview 

candidates in the study. Due to the feedback, some of the questions where 

changed after the test interview. This test interview could have increased the 

validity of the questions. During the interviews in the study, the answers were 

also summed up as after each question which also may increase the validity.   

Important criteria of reliability are that an interview gives data mirroring the 

source (Lantz, 2013). It is often challenging to not interpret the answers to the 

interviewer’s own preunderstanding. All interviews in the study were 

recorded, and the notes written during the interviews were checked by 

listening through the recordings before a final draft that was sent separately 

via e-mail to all interviewees for a validity check. One of the interviewees 

returned with a small change of the notes. All quotes in the result section has 

been e-mailed to the candidates, to get an approval to use them.  
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No full transcription was made of the recorded interviews, the analyse has 

been made of the interview notes that was assessed, after checking against the 

recorded interviews, to give a full and accurate information to answer the 

research questions. Lantz (2013) writes that depending on the purpose of the 

interview, it can be a suitable method to write notes during the interview and 

at the same time record what is said. According to Lantz the interview can be 

listened through and the written notes can be complemented afterwards.  

 

4.4. Ethical issues 

Ethical issues were discussed with the candidates, informing them before the 

interview that their answers would be anonymous, and that all quotation will 

be approved by the interview candidate before used. The manager at the 

concentrator booked the meetings, knowing which individuals were 

interviewed, but were not given any information that could be directed to an 

individual. The recordings and the notes were only handled by me as a 

student. 

 

4.5. Analysis of the interviews 

 

The analysis was theoretical and thematic based, with the data analysed and 

divided into the elements found in previous research.  

Answers not related to the elements building the interview guide, was 

categorized in new themes. Data not relevant for the studied subject, was not 

selected to be part of the result. An example is information about why an 

interviewee chose a job-position or the individuals previous employers and 

positions.  

Analyse of the data was done stepwise by; 1) transcribing the notes; 2) 

reading the notes and listening to the recorded interviews to find themes and 

key words related to the elements found in previous research and theory; 3) 

structuring the themes and the key-words in excel with one row for each 

candidate; 4) analysing the material, searching for patterns and/or 

contradictions. 
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4.6. Method discussion 

The databases KTH Primo and Scopus were used when searching for previous 

research and literature. Other databases could have been relevant in the 

search, but the found material was assessed as relevant and sufficient enough, 

even though a broader search would have given an even more deep theoretical 

background.  

 

The fact that the concentrators manager selected the interviewees can affect 

the result in some way. It can be discussed that if a manager would like to 

give a more positive impression of the organization, the selection can be 

affected by this, leading to electing individuals with known positive attitudes 

to the studied area.    

 

The decision not to conduct full transcription of the interviews was made due 

to limited time for the thesis work and there can be arguments about a risk of 

missing valuable information because of this. The risk was valued and due to 

carefully written interview notes, with checking against the recorded 

interviews, the risk was considered relatively low.  

 

The advantages of the chosen methods are that the interviews and 

observations probably gave a deeper knowledge about the studied project and 

the employees perception and above all – a possibility to ask follow-up 

questions and ask for explanations of the answers. This can be compared to a 

questionnaire where you do not meet the candidates. A great advantage of the 

method participative observation was that it enabled understanding of the 

systematic work with safety and health at the unit, which had been hard to 

obtain only given documents or managements information about it. One 

disadvantage with interviews is that the number of interviewed candidates are 

few in comparison to questionnaires, where I could have been able to get 

answers from a higher percentage of the employees.  

 

The conclusions that can be drawn from qualitative research are more about 

description and understanding, than to be able to generalize about 

relationships between different phenomenon, as with quantitative research 

methods (Lantz, 2013).  

 

When summarizing the company’s processes, activities and methods there is a 

risk of misinterpretation which could lead to the company description or the 

result being wrong in some details. This risk was handled by asking the group 
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safety director and the manager at the concentrator to read through the thesis. 

This gave them opportunity to correct and complete the company description 

and the presented outcome of the safety culture project.  
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5. Results 
 

The result will be presented in two sections, first a description of The safety 

culture project including activities and methods that the unit has implemented 

to sustain and develop safety and health. This is based on the data from the 

company documents and participative observations. Second section is about 

The perceptions of the change project and the safety culture. This is based on 

the analysed data from the interviews.  

 

5.1. The safety culture project  
 

The company has built a new concentrator that started to run 2013, and in the 

end of 2015 a safety culture pilot project started, guided by experienced 

consultants, that lasted around 1,5 years. The road map of the project was 

open, and was formed along the way, but the goal for the unit was 0 accidents 

and 100 percent employee involvement. 

The project involved all employees at the concentrator from start, gathering 

the employees in groups asking questions of what was perceived to be well-

functioning at the workplace and what the improvement needs were. The 

answers then built the fundamentals of the safety project. The employees were 

continuously participating during the whole project, as members of project 

groups or gathered to be informed and to be invited to discuss changes along 

the way.  

Coming from improvement needs told by the employees, the safety project 

was divided in five areas: 1) Safety & Health management system; 2) 

information, communication & visualization; 3) continuous improvements; 4) 

reporting and documentation; 5) psychosocial work environment and 

behaviour. 

Descriptions will be made of some fundamental activities and methods, that 

are extracted from the presented overview in Table 2.  

 

5.1.1. Safety and health management system 

 

The outcome of the safety culture project was an EHS system (Environment-

Health-Safety), that also became their overall management steering system for 

production and quality. The fundamental of the system is safety, but 

production and quality is also built in. The management system is a 
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systematic way of informing and improving safety and health at the 

concentrator. Boliden’s overview of the meeting structure of the management 

system, extracted from the company presentation material, can be found in 

Attachment 1. There are daily, weekly, monthly and annual meetings with a 

communication matrix and meeting agendas to support in what meetings 

different safety key figures and information are discussed and communicated 

back and forth to the line organization.  

 

5.1.2. Morning steering meetings 

 

The work-day starts with morning steering meetings that lasts around 20 

minutes, where first-line managers gather their teams in front of a 

standardized whiteboard. During the meetings, the talk about the work-tasks 

of the day, discuss risks and remind of the tool mini risk analysis. This is a 

risk analysis in pocket size, that the employees bring out to the actual place 

for the work-task, containing questions around a wide range of risks.  

When employees have participated in preventive actions, it is documented on 

the whiteboard, the goal is that every employee participates in preventive 

actions at least once a month. This measure is followed up and summarized 

for the unit and is one of the bases for the employee bonus system. The 

participation actions includes:  

- Participating in safety rounds 

- Conducting risk analyses 

- Reporting risks  

- Participating in 5S rounds 

Once a week the morning meetings are extended with focus on improvements, 

with visualized improvement suggestions that is discussed and planned 

together with the employees, divided into planning, doing, checking and 

acting (PDCA). The improvements that are made are also listed.  

After the first-line steering meetings, all managers, employees with key 

positions and the head safety officer are gathered for att steering meeting in 

front of the main whiteboard. Here, the head manager of the concentrator 

leads the meeting going through work-tasks during the day, visualizing on a 

map over the factory and the factory outside area where the contractors are 

working and how this affects safety. A picture of the steering whiteboard can 

be found as Attachment 2. Risk observations are lifted from the organization 

and decided actions and safety issues is documented on the whiteboard to go 
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out from the meeting via the managers. Near accidents, less severe accidents 

without absence and severe accidents with absence are discussed and 

visualized. At the time for the participative observation, the unit had 490 days 

in a row with no severe accident. This can be compared with 2016 when the 

unit had 3 severe accidents.   

 

5.1.3. Leader time 

 

The unit has implemented what they call Leader time that is 3 hours 

scheduled time per day, where no other meetings than ordinarie morning 

steering meeting shall be scheduled. This comes from the organizations 

presented request that the managers should spend more time with their 

employees. The Leader time is intended to managers being available for 

example informal talks, administration as well as spending time in the factory 

and at the employees workplace.    

 

5.1.4. Behaviours and values 

 

With support of a behavioural skilled consultant, the unit has worked with the 

teams discussiong behaviours towards each other and organizational values. 

They have also learned about group processes and had feedback training. The 

values and agreed behavioural rules were summarized in one document per 

workgroup, that was signed by the individuals and set up on a visable place in 

each workplace.  
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Table 2. 

A summarized overview of the units’ activities and methods based on company 

information material and the participative observations.  

 

Meeting structure in management system EHS   

• Daily morning steering meetings at all levels, follow up results and activities, first 

focus is safety but also includes production results and quality 

• Daily coordination of ongoing work and entrepreneurs, risk observations, near 

accidents, accidents - reminders of safety behaviours and risk analyses - 

information back and forth to the organization  

• Monthly focus meetings 

• Annual review, monitoring the system 

Information, communication & visualization 

• Visualization with whiteboards on all organizational levels 

• Safety doll showing accidents that has occurred, with labels on the doll, showing 

where the individual got an injury  

• Communication matrix  

Continuous improvements 

• Improvement meetings weekly with visual process on whiteboards in a PDCA-

cycle  

• Follow up on involvement in the safety work, for example participating in safety 

risk analyses and reporting of risk observations are measured and bonus based for 

all employees at the site 

Reporting & documentation 

• Reporting and follow up in the system Centuri - deviations, risks, incidents, 

accidents, production, quality – contractors are included 

• Mini-risk analysis 

• General risk analyses for common work-tasks 

• Work descriptions including risk analysis 

Psychosocial work environment & behaviour 

• Agreed team rules for social behaviour and values 

• Tool for reporting psychosocial health 

• Safety behaviour on the agenda daily, and focus conferences 

• Consequence matrix for safety behaviours 

• Leader time 3 hours a day 
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5.2. The perceptions of the change project and the safety culture 

 

The interviewees perception of both the change project and the safety culture 

is presented in this section. The results from the analysed interview material  

were finally categorized into the four themes; 1) Increased safety culture with 

sub-themes perceived results of the project, attitude and behavioural change 

and factors perceived to give most effect; 2) Management – employee 

relationship with sub-themes participation, management role and 

trust/feedback/communication; 3) The safety culture project and stress; 4) 

Improvement suggestions 

 

5.2.1. Increased safety culture 

 

The result was clear with all interviewees talking about the safety culture 

project and the increased safety focus in the organization the last couple of 

years. The safety level has increased, and the perception is that this is related 

to the safety culture project.  

 

“The safety culture has changes due to the big safety project that 

we made…it has affected positively...and I see now that we get more 

reported risk observations, and that they think things through once 

or twice before.” 

”We have climbed up several steps regarding the level of safety.” 

 

An example of a change due to the safety culture project is that the 

responsibility seems to be moved from the safety and health specialist 

department to the line organization. The ownership of safety questions has 

been transferred, and that this is originated from the safety culture project. 

One of the interviewed managers reflects about this:  

 

”Today, if we look at the journey that we have done, the work 

environment responsibility is the managers, I am responsible for the 

work environment for my part of the plant…, so I can feel that the 

major change is that the HMS department no longer fills the same 

function today, but it lays more on every managers, all the way 

down to the employee. The responsibility today is totally different. 

Those who know the risks, those who see and know the risks are 
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now working with them, not the ones sitting in the office. The 

managers and supervisors have an increased risk competence.”  

 

The increased managerial safety focus is also supported by comments from 

several of the interviewed employees: 

 

”The managers are stressing safety more, it comes from all of this. They 

are more safety conscious.”  

”Our managers and supervisors have really nagged this in, that it 

shall be performed.”   

 

Another result of the safety culture project is told to be that the contractors are 

on board in the safety work: 

 

”We have managed to get all the contractors on track with us, this 

is a large part, we work awfully much with the contractors 

regarding safety work and safety thinking.”  

 

The perception is that attitudes has change regarding safety and that this is 

affecting safety behaviours. The employees are working in safer ways, 

thinking in beforehand a bit more. When it comes to for example taking risky 

short cuts, this has decreased, but it is not completely gone:  

 

”You can tell that the climate is different, taking short cuts does not 

exist today. Well, there is probably someone that does that but 

much much seldom.” 

”Yes, it happens, but they begin to be pretty few…it is incorporated 

routines that are wrong…a habit is very hard to get rid of.” 

 

Another interviewee also says that the risky short cuts has decreased 

but the goal is not yet reached, and reflects about that behavioural 

changes takes time: 

 

”Yes, we have not reached the goal yet…It takes time to change a 

behaviour.”  
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When talking about safety culture and behavioural change one of the 

employees mention the macho culture that existed in the old days:  

 

”When I started many years ago it was a bit like Tarzan, and no 

one said anything about it, you just saw how the others did things, 

and it was idiotic things that we were doing, for example climbing 

high up to the ceiling without falling protection. This changed 

already before the safety project.” 

 

The same employee tells about the more equal workforce with more women 

in the production, and reflects about the effect that more female workers have 

on the workplace:  

 

“It is easier to get help equipment when there are women working 

here. This is about equality, that all shall be able to perform the 

tasks.”  

 

Another employee does not think that gender has an effect on safety culture: 

 

”I don’t think that it is affecting…but it can be affected by different 

managers and the work situation on itself.” 

 

One of the factors often told to give greatest effect when it comes to creating 

a safe and healthy workplace are the visualization and communication at the 

meetings around the whiteboards. It creates a daily awareness about risks that 

also is spread out and communicated in the organization:  

 

”It is communication, it is not information straight out. When it is 

exactly this part, it is communication, it is not only a manager that 

has read something and standing reading it for us, but it comes 

from the actual person, I think that this creates communication. “ 

 

The visual improvement work on the departments whiteboards, in a PDCA 

circle, is another example of what seems to be of most effect when creating a 
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safe and healthy workplace:  

 

“The improvement circle is a really good thing, there are many 

improvements that are made, but they are not visualized, now all 

departments have an improvement circle, so that all are involved 

and at the same time can see where the improvement is in the 

process.” 

 

Another factor perceived to give great effect is the work with behaviours and 

values in the organization: 

 

”Of most effect I actually believe that it is the soft issues, the 

behaviour…they have worked a lot with the soft issues…If you are 

kind and nice towards each other you get another work climate and 

if you get another work climate you get a more calm and safe 

environment to work in, and if you are calm and safe in your role as 

a worker it affects the next individual and then it will be another 

flow..” 

 

5.2.2. Management – employee relationship 

 

Participation is perceived as an important basic factor increasing the safety 

culture, one of the managers stress the importance of always working with the 

employees at ‘the floor’:  

 

”To work from the floor, with the ones doing the dangerous jobs, to 

be with them, to communicate and talk about risks.” 

 

The safety culture project involved the employees in several ways, and from 

the start of the project all employees were involved, through meetings and 

interviews. The output of the meetings built the content of the safety culture 

project.   

 

”To find out what people wanted and what improvement categories 

we should have, we interviewed people and discussed the issues on 

and on.” 
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Participation is fundamental in the daily safety work and was a result of the 

safety culture project. Participation exists in the morning steering meetings, in 

risk analyses and is part of the bonus system. One of the interviewees 

concludes that you through participating can affect your one safety:  

 

”In for example a risk analysis there is always a worker involved, 

who works with the actual task…so in that way we are very 

involved…we are participating steering our own safety.”  

 

A clear pattern is that the company and the managers prioritize and focus on 

safety and that they approve of the safety coming in first place before 

production. Safety can take the time that is needed, and this is advocated by 

the company, but this is not something new that came with the safety culture 

project:       

 

”There is time and no one is hindering you to work with safety 

either economically…that safety is allowed to take time, we have 

always talked about this.” 

 

There is an ongoing work with the managers to ensure that they give a clear 

picture of the safety priority, as told by one of the employees:  

 

”Then we have also talked about that it can come mixed messages 

from managers that go out asking when things are finished…we 

have lifted this up and discussed how to express yourself and say 

things in the right ways.”  

 

That the first line managers have an important role is told by several of the 

interviewees: 

 

“The first line manager has a very important role in the safety 

work…It is from there it comes, it shall go out in the organization 

through the closest manager, if this person does not stress this so 

much, the issue is disregarded…If you can handle people, you 

get people following you…incredible important that the first line 
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manager can explain why improvement suggestions is managed 

or not..”   

”We have managers here that are very safety oriented, and they 

are stressing it all the time, so it comes from there.”  

 

The organization has been working with behaviours and values and together 

produced written behavioural values that are signed by the individuals of the 

group. The work has continued in the organization.  

 

“All supervisors above ground produced group values regarding 

how we respond to each other, that we all signed up on. And after 

this we have had several meetings about attitudes and behaviours 

with the whole organization, what we think is ok and how we shall 

behave towards each other to feel good.”  

 

Several of the interviewees lifted that there is an open culture in the 

organization. The ongoing work with behaviours and values have increased 

the confidence to speak up when it comes to behaviours, to tell the colleagues 

and managers when they see unsafe actions. Two interviewed employees 

talked about this:  

 

”Here at the concentrator the climate is very open, you have to say 

that. It does not feel hard for a co-worker to lift something up and it 

is very accepted that you do. This has developed more, it becomes 

more open, all of this has come from the project. You have changed 

the way of working and got a more accepting culture.”  

 “Often, if you see someone doing wrong, the culture is so open 

here, then you tell the person and makes sure that it is conducted in 

the right way, so that he or she does not hurt themselves…this is 

implemented in us, that it is never wrong to speak up, as long as no 

one is hurting themselves, we shall come home every day…I think 

that we are very skilled here in Garpenberg to receive and give 

criticism, constructive criticism. Overall I think that the climate is 

very good here.”  
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On the same theme the communication between the different levels in the 

organization is perceived to be open, one of the employees says:  

 

”I think that our communication between, it doesn’t matter if it is 

the top manager or me as an employee, we can talk and joke with 

each other, it is very open. The hierarchy is there but it is nothing 

that we notice, I think it is very open.” 

 

5.2.3. The safety culture project and stress 

 

The new factory together with the safety culture project was perceived by 

several of the interviewees as exhausting and stressful. The change project 

was implemented in a short period of time and affected the organization in 

some negative ways, with a high workload, difficulties to prioritize and 

managers affected negative by stress.    

 

”We have implemented this in a very short time, I think that if they 

should have slowed the pace down a bit and implemented one part 

of the project to get that rolling so that you will be warmed up and 

then build on with the next…the middle management does not have 

the time to implement in their departments and then the risk is that 

something is forgotten.”   

“Managers don’t feel well, they get no help to prioritize but sit in 

meetings all the time…When I look into some calendars, I don’t 

believe it, they don’t have one minute to spare.” 

 

The participation was also perceived to have a negative effect in itself, with 

lack of resources due to the time set aside for the safety project and daily 

safety work:  

 

”All shall be participating in the safety project, but then the next 

question arises, who shall do the job when they are absent?...It 

became like many people didn’t know if they were going to work or 

attend to meetings.”  

 



31 
 

“To strengthen safety you should hire people…if you get a more 

calm pace then you get more calm employees, and if you are calm 

you think more logical, and then it will become less cuts and drop 

things on your feet, if you are not in a hurry you don’t hurt yourself, 

it is as simple as that.” 

 

One of the interviewees give a perspective about the time set aside for 

the change project:  

 

 “I think that the project is positive, but they have had a role model, 

a company from England, that has worked with this for 15 years, 

we got 1,5 years. And I think when it comes to these large projects 

maybe you should take it stepwise and not do everything at 

once…Much would probably become better if you got more time.” 

 

5.2.4. Improvement suggestions 

 

Suggestion to further increase safety is to work together with the employees 

making standardized descriptions of work assignments:  

 

”It is really important for the company to have these instructions 

for the ones doing the work…for example this with brake and 

lock…not where I can find the information but that I get the 

information and that I can understand it.” 

 

On the other hand, other says that too detailed instructions can lead to people 

not have to think and not having a driving force themselves. Some of the 

interviewees talked about the new corporate safety standards that are about to 

be rolled out in the company, coming from the head office:  

 

”Soon you don’t even have to think, soon you can leave you brain 

outside and only read what we shall do today…It almost becomes 

the conclusion that if I don’t have instructions then I don’t do 

anything.” 
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“…then it is mostly annoying, like the standard that you shall put 

up a sticker in the car with information that you shall use the seat 

belt, for me it is obvious and for most people it is obvious.”  

 

Another suggestion is to slow the implementation down and making it 

gradual, where there are gaps in the organization, everything is not settled yet. 

The wish was that management shall go out in the organization more, where 

the actual work task situation is, to follow up on individual basis and remind 

about safety: 

 

”I think that the unit’s head manager shall come out to the 

departments and sit down in one to one conversations discussing 

the gaps in the organization…make a retake on this…take this in a 

calm pace for a gradually implementation.”  

 

On the same theme, a request from many of the interviewed candidates were 

that the new ways of working shall stabilize before starting new projects: 

  

”After this, let it sink in, don’t start any new projects, but you are 

there doing it anyway…Then this will not have any focus, but you 

focus on the next and you forget about this project.” 

 

"I really hope that this will stabilize before next thing arrives, so 

you can work it through in everyday work.”   
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Strengthened safety culture  

Ownership in the organization 

Confidence to speak up 

Entrepreneurs on track with safety 

The accident rate has decreased 

The change project led to stress 

 

Management system EHS 

Visualization, daily steering meetings   

Communication – open culture 

Management clear safety focus 

Work with behaviours and values 

Broad and continuing participation 

 

Standardization and instructions 

Too detailed instructions can hinder 

creativity 

Stepwise implementation 

Time to stabilize – don’t start new 

projects 

 

 

 

 

 

 

6. Analysis and discussion 
 

An overall analysis of the result is that the project seems to have increased the 

safety culture at the unit, with changes of safety behaviours. Several activities 

and methods were brought up by the interviewees as affecting the safety 

culture, recurrent were the positive outcome of the morning steering meetings 

at the whiteboards. Another overall analysis from recurrent interview data, is 

that the safety project besides its positive effect on safety, also seem to have 

had a negative effect with higher stress levels. The overall analysis is 

presented below in Table 3, as summarized answers to the research questions. 

The analysis and discussion will be presented divided into the three research 

questions.  

 

Table 3.  

Summarized analysis answering the research questions. 

 

Research question   Key words to summarize the                    

                                                                                       analysed result 

 

1. How has the safety culture project affected 

the organization and the safety culture?  

 

 

 

 

 

 

 

2. What seems to have had the greatest impact 

on improving safety and health at the studied 

unit? 

 

 

 

 

3. What are the next steps to further increase 

safety and health in the organization?  
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6.1. How has the safety culture project affected the organization and the 

safety culture?  

 

The results from the interviews shows a clear pattern, where the safety culture 

project is perceived to have influenced behaviours and attitudes. The changed 

safety behaviours indicate that the safety culture project has had a positive 

effect in the organization and has strengthen the safety culture, with support 

in what Sharman (2016) tells us; “culture is all about behaviour” (p.14). 

Examples of changed behaviours is that risky short cuts have decreased, the 

individuals think in beforehand before risky operations and that there seems 

to be a confidence to speak up to managers and colleagues when not behaving 

in safe ways.  

Another example is that the entrepreneurs seems to be on track in the safety 

work, and the analyse here is that this also is a sign on the positive effect of 

the safety culture project. The positive results coming from the safety culture 

project is also supported by Eklöf et al. (2017), who showed that group 

interventions with increased management activity can have a positive result 

on safety climate.  

That the accident rate has decreased from several accidents with absence per 

year to zero accident with absence the last 490 days could perhaps be another 

effect of the safety culture project, but this can also be affected by other 

things. One is for example how accident with absence is defined and 

interpreted. This kind of statistics can also be discussed in general to be 

affected by management wanting to show positive numbers. On the other 

hand – with a result pointing at the unit strengthening their safety culture - we 

can find support of safety behaviours that reduce the risk of accidents 

correlated with strong safety climate in several studies (Beus, Payne, 

Bergman & Artur, 2010; Larsson-Tholén, Pousette & Törner, 2013). 

The ownership of safety issues seems to have taken steps from the specialist 

health and safety department to the line organization. That an organization has 

a work-ownership climate for safety and health issues is a correlated with safe 

workplaces (Dov, 2008). Previous studies indicate that employee 

empowerment is connected to high involvement in proactive safety activities 

and following safety routines (Törner et al., 2018). That the workers at the 

concentrator is participating steering their own safety by involvement in risk 

analyses can be seen as an example of empowerment.  

The results are ambiguous regarding the interviewees perception of gender 

affecting the safety culture, but known is that the workforce has become more 
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gender mixed, with more female workers in the production. A discussion 

about if this can affect the safety culture changes is in place even though 

conclusions cannot be made about the correlation. Abrahamsson (2000) mean 

that traditionally gender constructions and strong gender-segregated 

workforces can make the culture more robust and hinder changes in attitudes 

and behaviours. So possibly the mixed workforce at the concentrator could 

affect the culture to be less robust and make changes in attitudes and 

behaviours easier to accomplish? Or at least be one facilitating factor in the 

process? 

Another effect of the safety culture project seems to be stress. The result was 

clear with many of the interviewees talking about lack of resources, not 

enough time set aside for participation and implementation, causing stressful 

situations and individuals, most managers, affected negatively. Dahl (2011) 

found that change projects can lead to stress, especially with organizations 

that make broad contemporary changes that affects coordination and 

cooperation across an organization. Dahl discussed that these kind of change 

projects probably is more harmful though they have consequences for 

individuals at all levels, with changed communications channels and new 

ways of working. The safety culture project affected the whole organization 

and all individuals were involved in the new ways of working at the 

concentrator, and this may in turn, be one of the affecting factors of the 

perceived stressful levels.  

 

6.2. What seems to have had the greatest impact on improving safety and 

health at the studied unit? 
 

As a result of the safety culture project, the unit has implemented a system 

including environment, health, safety, production and quality, as a base in 

their daily systematic work. That safety is the base of the system and fully 

integrated with production and quality can be discussed to be a bit unique and 

innovative, why the project is called innovative in this thesis. Wennersten 

(2003) writes that a management system needs to be established in the 

organization and customized to those performing the work tasks. The 

implemented system at the unit seems to be well-functioning according to 

Wennersten’s description, as well as SWEA’s, with methods to set goals, 

perform tasks, following up on the results, evaluating and learning from them 

and then improving the processes (SWEA, 2018). Going further in the 

analysis, the unit seems to have succeeded building a system to prevent and 

handle the risks, minimizing the latent conditions which in turn can decrease 
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the risk of accidents. With a system approach on safety, Reason (2000) means 

that there is a focus on the latent conditions in the organization, an acceptance 

of human errors, trying to build defences to prevent individual errors and 

minimizing the effect they can have. This approach leads to proactive rather 

than reactive actions. The implemented systematic way of working indicates 

that the change project was not only a safety culture project, but also a safety 

system project. That the organization has focus on both the system, the culture 

and behaviours, can be discussed to be the core success factor of the project. 

Although a strong safety culture has been shown to have great impact on 

safety, there is also criticism presented by for example Rollenhagen (2009). 

He means that only focusing on safety culture can lead to a too extensive 

focus on behaviours, attitudes and values resulting in less focus on safer 

technological designs. Wennersten (2003) writes that with too much focus on 

human factors, you can miss important information about root causes. The 

conclusion here is that an organization benefits by having both a system and a 

cultural approach, which the studied unit seems to have. The health and safety 

management system including production and quality may govern for a 

systematic and sustainable way of working, with built in reminders of safety 

behaviours. Studying previous research and theories, both safety culture and 

systematic ways of working are described as very important when building 

safe and healthy workplaces.   

The daily steering meetings with the visualization process, what risks and 

deviations the organization have and the structured information and 

communication taking place, was recurrent in the interviews. This was 

perceived to create awareness about risks in the everyday work. It was also 

seen as communication and not only information. Communication is a two-

way interaction, and central in communication is listening, which is presented 

by Alvesson & Sveningsson (2003) as an important aspect of creating 

participation. The unit has also implemented 3 hour daily Leader time to 

increase the opportunity for the managers to listen to the employees and be 

present to enable communication.  

The perception is that management at the unit is stressing the safety issues to 

an even higher extent than before. Management putting the spotlight on safety 

is as a kind of reinforcement. The Behavioural-Based Safety (BBS) concept is 

based on a strategy to reinforce safety behaviours with different consequences 

(Olofsson, 2010). A reinforcement in the form of a positive consequence can 

for example be increased attention to safe behaviours. The increased safety 

awareness and behavioural changes at the studied unit may be affected with 

management stressing the safety issue to a much higher extent. That 



37 
 

employees are being rewarded with a bonus based on proactive actions can 

also be seen as reinforcement. Yeow and Goomas (2014) showed that BBS-

programs combining social influence, feedback and small incentive awards 

resulted in great reduction of accidents.  

The management has a very important role in creating safe and healthy 

workplaces and need to show that they live up to safety statements (Törner, 

2011), as well as show that they prioritize safety before production (Reason, 

1998; Wennersten, 2003). Another key aspect is that change project leaders 

need support from managers to be able to create awareness for safety and 

health issues (Nord-Nilsson & Vänje, 2018). With management stressing 

safety issues and the perception that the company really advocates safety, this 

is sending signals that safety is most important, which most probably is an 

affecting factor. Several of the interviewees also highlighted the line 

managers important role in the safety work.   

That colleagues also stress the importance of safety and reminding each other 

of unsafe acts was lifted by the interviewees. Olofsson (2010) writes that 

social consequences, with colleagues reminding each other to work safe, has a 

great effect on behaviour. The ongoing work with values and behaviours is 

probably another aspect affecting safety behaviours. The analyse is that this 

work has increased the confidence to speak up and tell colleagues and 

managers when not behaving safe or when there is a need to improve 

something in the organization. The workgroup and the social interaction 

taking place has an important role in the development of organizational 

culture (Törner, 2011).  

Reason (1998) gives us the concept Informed culture as a fundamental aspect 

to build a safety culture, and the consisting parts of an informed culture is a 

learning, reporting, just and flexible culture (Akselsson, 2015). The 

interviews gave information about an open culture, with employees able to 

discuss issues, regardless of hierarchical level and that the unit seems to be 

skilled in giving each other feedback. These results, together with the learning 

structure in the safety management system, can be discussed if they point 

towards the unit having an informed culture according to Reason’s definition. 

To make conclusions about this, deeper studies focusing on analysing the 

subject would be needed.   

When it is the individual performing the work task that is an expert on the 

current work and is closest to the hazards, participation and involvement is 

basic when creating safe and healthy workplaces. The safety culture project 

was built on participation, with the employees telling about improvement 
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needs that was in turn shaping the content of the project. Participation is also 

integrated into the steering system and is daily highlighted and followed up 

with measurable goals, for example participating in proactive actions for 

improvements of safety and health. That participation is fundamental when 

creating safe workplaces is supported by for example Törner et al. (2017, 

2018). Wennersten (2003) writes that key individuals need to be involved 

when analysing risks, to create awareness and learning. The results showed 

that the employees are steering their own safety when participating in risk 

analyses. The analyse is that the participation seems to be high at the 

concentrator and is most likely an affecting factor to strengthen the safety 

culture.  

 

6.3. What are the next steps to further increase safety and health in the 

organization? 

 

When asked what could develop and strengthen safety and health further the 

interviewees gave some suggestions. Some highlighted the need of more 

standardized descriptions of work assignments, with the information designed 

for the user to understand it, to make work tasks even safer. Contrary to this, 

others talked about the negative side of too much instructions, a situation that 

can lead to that individuals do have to think by themselves. Some of the 

interviewees also talked about the corporate safety standards, they were 

perceived being too obvious and also creating some annoyance. Dekker 

(2014) means that high levels of bureaucracy, which safety regulations often 

have, also can have a negative side. He means that employees creativity and 

practical expertise can be restrained and that this can counteract the original 

safety goals. The reflection of this is that the organization could use this result 

in the ongoing development work, taking in different perspectives and 

discussing the challenges with instruction levels.  

Another suggestion from several of the interviewees is to slow the 

implementation down and making it gradually. The new routines and ways of 

working is not yet fully implemented in practice. The request is that no new 

projects shall start before this one is stabilized, to ensure good results.  

 

6.4. Summarized discussion  
 

The overall conclusion is that the safety culture project seems to have made a 

great effect at the unit, strengthening the safety culture. The result from this 
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study reflects much of the theoretical framework and that safety and health is 

affected by for example; systematic safety management (SWEA, 2018; 

Wennersten, 2003), management’s important role (Nord-Nilsson & Vänje, 

2018; Törner, 2011), feedback from colleagues and management and a 

trustful culture (Olofsson, 2010; Reason, 1998; Törner, 2011,), participation 

and involvement (Törner et al., 2017, 2018; Wennersten, 2003) and 

empowerment and ownership (Dov, 2008; Törner et al., 2018). This indicates 

additional support for the existing theories and previous studies, and is also 

underpins the result of this study.   

A challenge with this study was to limit the project, it became a broad project 

due to an interest in the whole change project and everything that has been 

done at the unit, including the employees perception of the result. This has led 

to more of an overview of the safety culture project, even though the aim was 

to describe activities and methods as a more practical guide to other 

employers, the guide is not in detail. The decision to not include an analysis 

of the results of the safety climate questionnaire was made due to limited time 

for the project. This would however had been interesting to compare with the 

results of the interviews in this study.   

This first-year master thesis project has progressed well, the only major 

challenge was to write in English as it took longer time than expected. To 

write in English was chosen by me in order to practise but also to enable an 

easy way to get a broad distribution of the results. Another smaller challenge 

was to ask the question about gender and safety culture in a natural way, 

leading to less data about this subject, which in turn can affect the reliability 

of the result.   

The result is overall perceived to be consistent with the research questions and 

the theoretical framework. This is a qualitative study and the result cannot be 

generalized to any wider extent (Lantz 2013), with the safety culture project 

customised to fit the unit and the needs there. The study can however 

contribute to an insight into the safety work in an organization that has done 

an eminent work with safety issues, for employers to get ideas and inspiration 

to their own safety and health work. The result could also be helpful to 

Boliden, as an analyse of their safety culture project and the continued safety 

and health work.  
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7. Conclusions 
 

The aim of the study was to describe which activities and methods that has 

been implemented at one of Boliden’s units, and secondly to identify what 

activities and methods that seems to have the greatest influence on improving 

the safety culture.  

The first research question How has the safety culture project affected the 

organization and the safety culture? can be answered by an overall 

conclusion that the safety culture project seems to have made a great effect at 

the unit, strengthening the safety culture. The concrete positive result can be 

seen in behavioural changes, ownership in the organization, confidence to 

speak up, entrepreneurs on track with safety and that the accident rate has 

decreased. A result on the negative side is that the change projects also seems 

to have led to stress in the organization.  

The second research question What seems to have had the greatest impact on 

improving safety and health at the studied unit? can be answered with the 

conclusion that it seems to be both the implemented system and the work with 

the culture and behaviours, and that the safety culture project also can be seen 

a safety system project. The activities and methods coming from the safety 

culture project was a safety and health management system, visualization at 

whiteboards and daily steering meetings, strategies for communication and 

follow up, management having a clear safety focus, teamwork with 

behaviours and values and a broad and ongoing participation. 

The third research question What are the next steps to further increase safety 

and health in the organization? is answered with the interviewed employees 

told improvement needs with more standardization and instructions but also 

that too detailed instructions is perceived negative, the analyse is that it can 

hinder creativity. Other suggestions are stepwise implementation and a wish 

for more time to stabilize the result. The conclusion here is that the 

implemented routines and ways of working with safety and health is not fully 

set in the organization.  

The aim to describe the unit’s activities and methods as well as to find out 

what has been most influential on the unit’s safety culture is assessed to have 

been achieved. An overall conclusion is that the unit have both a system and a 

cultural approach, with the health and safety management system that govern 

for a systematic and sustainable way of working, with integrated reminders of 
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safety behaviours. This may be the core affecting factor of what seems to 

have been a very successful project. The innovative and somewhat unique 

part of the project is seen as the fully integrated system, with its base in 

safety. 

 

7.1. Recommendations and future research  
 

When the safety culture project seems to have had many positive effects in 

the organization and seems to have strengthened the safety culture, similar 

projects that are customized to the needs of the organization can really be 

recommended. An important thing is however to be aware of that change 

projects can cause stressful situations and find well-functioning methods to 

notice and manage the stress levels and health of the managers and employees 

during the way. The resources and designated time for the project is also 

recommended to be in focus.  

Several of the studied areas could be of interest to study deeper, as a practical 

help for employers in their pursuit to build safer workplaces. It would, for 

example, be interesting to study how the unit has succeeded to get the 

entrepreneurs onboard in the safety work or study how the teamwork about 

behaviours and values was conducted and its effect.  

Another suggestion to future research could be to broaden the study to other 

organizations that have worked with both safety culture and management 

safety systems, to compare the results and gain deeper knowledge towards 

building safe and healthy workplaces.   
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Attachment 1. Overview of the management system. 
Extracted from the presentation material given from Boliden.  
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Attachment 2. Picture of steering whiteboard. 
Photo taken of the main steering whiteboard in the concentrator’s entrance.  
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Attachment 3. Letter of intent to interview candidates (in 

Swedish) 
 

 

Hej, 

 

Examensarbetet handlar om säkerhetskultur och hur den kan stärkas. Jag 

kommer att undersöka vilka aktiviteter som Boliden och särskilt 

anrikningsverket i Garpenberg har genomfört de senaste åren för att stärka 

säkerhetskulturen, vad detta gett för effekter och vad som verkar ha störst 

påverkan för att skapa en säker och hälsosam arbetsplats.  

 

I detta arbete ingår att intervjua chefer och medarbetare för att undersöka vad 

du har för upplevelser och tankar kring detta ämne.  

 

Intervjun tar ca en timme och är frivillig att delta i, du kan avbryta intervjun 

när du vill under samtalets gång. Du kommer att få ta del av mina 

intervjuanteckningar och resultatet av undersökningen, samt jag kommer 

fråga om jag får använda citat, din anonymitet garanteras av mig.  

 

Intervjun spelas in för att kunna lyssna av senare och jämföra med 

intervjuanteckningarna, är det ok för dig?  

 

Tack stort för din medverkan! 

 

 

Mina kontaktuppgifter för frågor efter intervjun: 

 

Sandra Strömbom 

Student KTH 

 

sandrastrombom@hotmail.com 

0707-191816 

 

 

 

 

mailto:sandrastrombom@hotmail.com
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Attachment 4. Interview guide (in Swedish) 

 
 

Bakgrund:  

1. Hur länge har du arbetat här?  

2. Vilken befattning har du?  

3. Ålder, kön:  

4. Utbildning:  

5. Hur länge arbetat i branschen?  

 

Genomförda aktiviteter/införda rutiner och resultatet av dessa 

1. Hur upplever du att säkerhetskulturen på verket har förändrats de 

senaste åren? På vilka sätt!  

2. Vad tror du är det som påverkar mest och gett störst bidrag till 

förändringen?  

3. Vilka aktiviteter och rutiner har verket infört kring säkerhet och 

arbetsmiljö de senaste åren?  

4. När aktiviteterna/rutinerna togs fram – har medarbetarna varit delaktiga 

kring besluten och i så fall hur? 

5. Upplever du förändrade attityder och beteenden kopplat till säkerhet 

och arbetsmiljö i arbetsgrupperna?  

6. Kan medarbetare kan ta riskfyllda genvägar för att klara det dagliga 

uppdraget, produktionsmål etc.? Om ja, varför tror du att detta sker?  

 

Ledarskap, medarbetarskap och säkerhet 

1. Märker du någon skillnad i hur du som chef eller dina överordnade 

chefer agerar kring säkerhetsfrågor de senaste åren? 

2. Vad anser du är det viktigaste i ditt agerande för att skapa en säker och 

hälsosam arbetsplats?  

3. Vad anser du är det viktigaste i ledningens agerande för att skapa en 

säker och hälsosam arbetsplats?  

4. Hur är nivån på förtroende mellan chefer och medarbetare på verket?  

5. Får/ger du någon uppskattning för goda säkerhetsbeteenden/goda 

resultat gällande säkerhet/arbetsmiljö? Hur? 
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6. Hur upplever du att kommunikationen (utbyte av tankar, åsikter, 

information) fungerar på arbetsplatsen?  

7. Hur upplever du att medarbetare och chefer görs delaktiga i frågor 

kopplade till säkerhet/hälsa?  

8. Har medarbetare inflytande på beslut eller kan fatta egna beslut kring 

säkerhet/arbetsmiljöfrågor?  

9. Ger ni varandra feedback kollegor emellan kring säkerhet- och 

arbetsmiljö? Hur?  

10. Har du några tankar kring om och hur kön kan påverka 

säkerhetskulturen?  

 

Förslag till utveckling  

1. Vad skulle kunna utveckla och stärka säkerhet- och hälsa ytterligare?  

2. Vad anser du är det absolut viktigaste/har mest effekt när det handlar om 

att skapa en säker och hälsosam arbetsmiljö?  

3. Finns det något ytterligare som du vill tillägga som vi inte har pratat om?  

 

• Summera intervjun och stäm av om svaren uppfattats korrekt.  

• Fråga om respondenten vill ha intervjuanteckningarna mailade till sig, 

be om mailadress.  

 

 

 

 

 

 


