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• Limi ts  for  command-cont ro l  enforcement  

― Fast  soc ia l  and technologica l  development  

― Unambiguous s tandards d i f f icu l t  

― Complex cont ro l  measures  

― Limi ted resources for  enforcement   

• A more complex work ing env i ronment  

― Safety concerned wi th  not  on ly machine guards but  

complex in teract ion between technology,  organisat ion and 

humans 

― Chemical  r isks moves towards exposures to  many 

chemical  a t  low levels  

― Physio log ica l  and psychosoc ia l  r isks der ive f rom complex 

in teract ions between phys io log ica l  and psychosoc ia l  

s t ra in ,  work  organisat ion and ind iv idual  fac tors   

Challenges for contempory occupational health 

and safety policy 
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Reflexive regulat ion 

• In t roduced by the Roben’s  repor t  in  70t ies  in  most  European 
count r ies  

• From content  to  proces s tandards – OHS management ,  r isk  
assessment ,  OHS representat ives  

• Too much proces cons idered bureaucrat ic  

• Di f f icu l t  to  prove effect  

• Low-hanging f ru i ts  are harvested  

A need to develop new strategies  

• Wi thout  throwing the baby out  wi th  the bath water  

• Enforcement ,  command-cont ro l  and ref lex ive regulat ion s t i l l  
needed 

 

Searching for answers 
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An example:  

From heavy lifting to complex interactions 

Time 

Incidence of 

low back pain 

Total incidence 

Efforts to reduce heavy lifting: 

• weight limits 

• technical aids 

• patient handling instructors 

• higher work intensity 

• interaction with psycho-

 social factors  

• sedentary work 

• life style 

 

More complex policy instruments needed 
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A typology of policy instruments 

Vedung, 1998 
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Sermon 

Stick 

Carrot 



Regulat ion (s t ick) :  

• Government  laws,  enforcement  and punishment  

Incent ives  (car rot ) :  

• Reduced insurrance fees,  cer t i f icat ion re leases f rom 

inspect ions,  branding  

Informat ion (Sermon) :  

• Train ing,  d isseminat ion of  in format ion  

 

Most  po l icy programmes inc lude e lements  of  a l l  ins t ruments  

Policy instruments 
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Realistic evaluation – a possibility to learn how 

policy programmes work 
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Context 

Outcome 
Programme 

theory 

Mechanism 

Pawson, 1997 & 2006 

Assumption 

about how the 

policy will work 

The causal relations 

which create changes 

Changes in 

the working 

environment 

External: Market, stakeholders 

Internally: Management and 

organisation 



Important characteristics for policy programmes 

• Based on theory  

• Programmes are act ive ly t ransformed by s takeholders  

• Long causal  chains where l inks have consequences for  
outcome 

• Mechanisms are not  l inear  and have numerous feed feed 
back loops  

• Mechanisms are embedded in  severa l  par t ly over lapping 
soc ia l  systems 

• Programmes are opens systems changing the condi t ions 
they meet  

Conclus ion:   

• Programmes are complex which make them di f f icu l t  to  s tudy  

 

Pawson,  2006 

Peter Hasle,  

Centre for Industrial Production 9  



Peter Hasle    

Complexity of mechanisms in policy 

programmes 
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The bio-medical paradigme dominate research in 

policy instruments 

• Randomizet  cont ro l  t r ia ls  the golden s tandard  

• Systemat ic  Cochrane rev iews where only randomizat ion or  
s imi lar  methods count  

• Usefu l  and necessary for  many k inds of  research – in  
par t icu lar  in  development  of  medic ine  

• Pol icy programmes and many organisat ional  in tervent ions in  
companies cannot  be randomiset  

• Research in  such programmes would therefore be c lass i f ied 
as insuff ic ient  and therefore re jected in  rev iews  
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The need for evidence about policy instruments 

• Evidence about  po l icy ins t ruments  const i tu te  the best  

avai lab le knowlede at  any g iven t ime  

• Recogni t ion of  soc ia l  in tervent ions complexi ty and non -

l inear  causal  re la t ions  

• Rephrase the quest ion  

― From:  whether  i t  works?  

― To:  why,  how,  when and for  whom i t  works?  

• A data co l lec t ion s t ra tegy bui ld ing on mul t ip le  methods and 

both quant i ta t ive and qual i ta t ive data  

• An analyt ica l  s t ra tegy where conc lus ions l ike a puzz le are 

bui ld  on many p ieces which f i t  together  (or  the oppos i te )  
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External context 

(market, sector, stakeholders) 

 

 

 

 

 

 

Internal context 

(ownership, social capital, primary task) 

Interpretation 

of policy 

programme 

Health and 

safety 

activities 

Outcome 

(working 

environment, 

health 

absenteism) 

Policy 

programme 

An analytical model for health and safety 

policy programmes 

Peter Hasle,  

Centre for Industrial Production 13 



Implications for the strategy for effective 

OHSpolicy programmes 

An effect ive pol icy programme must  bu i ld  on  

• A mul t i -pronged effor t  wi th  combinat ion of  severa l  

ins t ruments  

• Elements  of  both s t ick ,  car rot  and sermon  

• Sensemaking in  f i rms requi res in tegrat ion in  f i rm s t ra tegy 

and operat ion  

• A cer ta in  leve l  o f  pat ience  
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A holistic strategy for  

occupatioanal health and safety policies 

Legislation and enforcement (stick) 

Incentives 

(carrot) 

Knowledge 

(sermon) 

Integration i strategy and operation 

Health  

&  

well-being  

at work 
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Implementation of policy programmes 

Policy  

development 

Organisational 

implementation 

Local 

implementation 

The target: 

The firm 

Parliament 

Government 

Department of Labour 

Social partners & stakeholders 

Labour inspectors 

(Street level bureaucrats) 

The working 

envirionment 
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Leg is la t i ve  

s tandard  

How to implement an  

occupational health and safety standard 
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I nspec t i on  

Recogn i t ion  

by  soc ia l  

par tners  

I n fo rmat ion  

d i ssemina t ion  

Express  

soc ie ta l  

l eg i t imacy  

S igna ls  

soc ia l  accep t  

Knowlegde 

abou t  

consequence  

The  s tandard  

pursued  by  

f i rms  

Instruments Mechanism 

Context 



Developing a new standard for bricklaying 
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The road to a new standard for bricklaying 
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Akward and straineous 

work in bricklaying 

Enforcement by  

labour inspectors 

Technical solutions 

missing 

Social partners in  

sector OHS-council 

accept the need for  

improvement 

Enforcement 

moratorium 

Development of solutions 

supported by government fund 

Involvement of suppliers 

New solution  

recommended  

by social partners 

Enforcement by 

labour inspectors 

New standard 

widely accepted 



The policy instruments and mechanisms in the 

bricklaying case 

A combination of policy 
instruments 

Regulation (stick):  

• Improvement notices from labour 
inspectors 

• Enforcement moratorium 

• Improvement notices based on the 
new solutions 

Incentive (carrot): 

• Government fund support develop-
ment of new technical solution 

Knowledge (sermon):  

• A code of practice with info on 
technical aids and work methods 

• Disseminated through several 
platforms by all involved 
stakeholders 

 

Mechanisms 

Coercion:  

• Initial improvement notices 

• Revnewed enforcement after 
solution developed 

Norms:  

• Joint message from employers and 
unions signals that the new 
solution is both ethical responsible 
and economically viabel 

Imitation: 

• Owner-managers and bricklayers 
observe still more cases with the 
new solutions being applied and 
get convinced that it is the way to 
do bricklaying in the sector 



Establishing an effective system 

Development  of  

s tandards  
Providing support 

Tools 
Outreach 

activities 
Regulation 

The social 

partners 
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Inspection: 

• Concrete 

• Advisory 

• Dialogue  

• Involvement  

• Integration in 

legislation 

• Responsibility 

• Intermediaries  

• Multiple 

platforms 

• Context  

• incentives 

• Concrete   

• Solutions 

• Integration  
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Looking from outside – looking from inside 

How do policy makers  

influence companies to  

do what is believed to be  

best for society and  

companies 

How can companies avoid 

that occupational health  

and safety creates  

problems for the primary 

task 

Policy  

instruments 
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The weak link:  

Integration in strategy and operation 

• Tradi t ional ly o f  low pr ior i ty for  po l icy makers  

• Each min is t ry and depar tment  has i ts  own s i lo  

From indust ry perspect ive:  

• Every organisat ion created in  order  to  execute a pr imary 

task  

• Occupat ional  heal th  and safety jus t  a  per ipher ia l  issue which 

most ly is  cons idered as hass le  

• OHS placed in  a s idecar  

• Key quest ion:  what  can heal th  and safety effor ts  offer  which 

cont r ibutes to  our  pr imary task?  
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Integration of safety and operation 
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Collaboration about the primary task 

- a joint focal point for performance and the 

working environment 

• Employers  have an in terest  in  per formance which is  secured 

through the execut ion of  the pr imary task  

• Employees have an in ters t  in  a  meaningfu l  work  which is  

a lso secured through the pr imary task  

• The pr imary task is  the foundat ion for  organisat ional  soc ia l  

capi ta l :  

― The abi l i ty o f  management  and employees to  co l laborate 

about  so lut ion of  jo in t  tasks  

• A need to develop OHS programmes which cont r ibute to  

execut ion of  the pr imary task and to  improved co l laborat ion  
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• Higher  r isks and few ressources ( t ime,  a t tent ion and money)  

• Dominated by owner -managers f ight  for  surv iva l  

• Expensive to  reach  

Development  of  smal l  bus iness programmes:  

• Pract ica l  

• Posi t ive  

• Personal  contact  

• In tegrate bus iness goals  

• Use t rusted in termediar ies  

Special needs for small businesses 
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Thanks for your attention 

Peter Hasle 

hasle@business.aau.dk 
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