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Journey Toward Safety 

Excellence 

Chris Williams

Executive Director – VPPPA

NECA Safety Professionals’ Conference
May 19, 2026

Atlanta, GA

This session is eligible for 1.25 Continuing 

Education Hours.

For these hours to appear on your certificate, you must:

• Have your badge scanned at the door

• Attend 90% of this presentation

• Fill out the online evaluation for this session

Today’s Continuous Improvement Targets

• Define “world-class”

• Understand the core elements of an effective SHMS

• Build the path to achieve world-class performance & processes



DISCLAIMER – What this presentation 
IS NOT About:

• Compliance

• Enforcement

• Solving your EH&S issues today

• Me talking for 75 minutes

• The Atlanta Braves

• VPP*
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What does “world-class” mean in 
construction safety & health terms?

The Slido app must be installed on every computer you’re presenting from

Definitions of “World-Class”
• “…embodies leadership commitment to not only developing a safety culture where each 

person is accountable for the safety and well-being of all, but providing the means and 

methods for each employee to leave work in the same—or better—condition than which 

they arrived.” – Associated Builders and Contractors

• “…a world-class system uses the Plan-Do-Check-Act cycle to anticipate and prevent 

injuries, diseases, and near-misses.” – International Organization for Standardization 

(ISO)

• “A world-class safety culture is an organizational environment where safety is a core 

value, not just a rulebook compliance requirement, characterized by shared ownership, 

proactive hazard elimination, and high employee engagement at all levels.” – Safesite

• “…being of the highest caliber or degree of excellence in the world.” – Merriam-Webster

No, really—what is “world-class” in 
safety terms?!?

• A culture where safety is a core value and where employers & 

workers actively work together to prevent injuries and 

illnesses through training, hazard identification & 

prevention, and continuous improvement. 

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


What is safety culture?

The Slido app must be installed on every computer you’re presenting from

FOR REFERENCE OF NECA 2026 SAFETY PROFESSIONALS CONFERENCE ATTENDEES ONLY 3

The Nuclear Angle on Safety Culture

…the product of individual and group values, attitudes, 

perceptions, competencies, and patterns of behavior that 

determine the commitment to, and the style and proficiency of, an 

organization's health and safety management system.”
• Advisory Committee on the Safety of Nuclear Installations (1993)

How an organization—and its people—behave when no one is 

watching.

Aspects of a Foundational Safety 
Culture

• Psychological – “how people feel”
• Safety climate (individual’s values, attitudes and perceptions)

• Situational – “what the organization has”
• Policies, procedures, structures, etc. within the organization’s SHMS

• Behavioral – “what people do”
• Safety-related actions and behaviors

Our behavior – what we do – is directly influenced by our attitude toward, and 
perception of, what our employer does to protect us.

Culture  vs.

• Every company has an existing 

culture (good or bad)

• Core values determine culture

• Culture is the foundation of 

structural elements that 

manage day-to-day operations

• Culture is typically established 

over many years.

• Climate can be created or 
changed in a very short period 
of time and can produce 
results rapidly

• Climate can be influenced by 
internal and/or external factors

• A strong culture should be able 
to adapt to external forces and 
overcome unacceptable 
internal issues

• Climate is not a replacement of 
culture.

Climate

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


The Progression from Climate to Culture

Beliefs

• Experience & Education

• “I believe safety is important”

Values

• Beliefs that you work on

• “Safety is our priority”

Core 
Values

• Value that is habit/instinctual

• “Safety is what we do; it is 
integrated into every facet of our 
operations”

Priorities

Values

CultureProcess

Climate 
(External 
Factors)

Beliefs

Core Values
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Evolution of Safety Culture – The DuPont Bradley 

Curve

• Management commitment 

begins to form

• Training

• Rules/procedures

• Supervisor control, 

emphasis, and goals

• Condition of employment

• Fear/discipline

• Expectations

• Value all people – 

employee engagement

• Personal knowledge,  

commitment, and standards

• Internalization

• Personal value

• Care for self

• Practice, habits

• Increased communication

• Individual recognition

• Direct employee 

involvement as 

contributors

• Help others conform – 

“others’ keeper”
• Care for others

• Organizational pride

• Open communications

• Equal HSE relationship 

between management & 

employees

• Safety by natural instinct

• Compliance is the goal

• Delegated to Safety 

Manager

• Lack of management 

commitment & employee 

involvement

Dependent IndependentReactive Interdependent

The journey to World Class is both a collective 

and individual movement down the curve.

Where is your culture on the Bradley 

Curve?

The Slido app must be installed on every computer you’re presenting from

If you’re not Interdependent, it’s OK!

• Building a strong culture—and EH&S program—doesn’t happen 
magically

• It can take years (decades) to achieve interdependent…and it’s 
much more difficult for larger construction companies.

• But…the world expects us to be there. How do we reach that 
point? (hint: it’s a journey with mileposts)

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


What is a "SHMS"?

The Slido app must be installed on every computer you’re presenting from
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Safety & Health Management System 
(the written things that keep us safe)
• A systematic and organized approach to manage and reduce safety and health 

hazards by integrating safety and health programs, policies, and objectives into 

the organization. (MOSH) 

• A system which not only addresses safety and health hazards, but implements 

long-term solutions and tracking to ensure continuous improvement.

• …a structured framework—often following the Plan-Do-Check-Act cycle—used 

by organizations to proactively manage risks, ensure legal compliance, and 

prevent workplace injuries. (GoogleAI)

• Processes + Culture = SHMS

What are the elements of a “world-
class” SHMS?
• Exceptional lagging indicator performance?

• Company-wide culture where safety is a core value?

• Continuous program evaluation & improvement that involves management leadership 

AND worker participation collaborating together to establish & evaluate programs and 

processes.

• Worksite analysis, hazard identification & assessment, and hazard prevention & control 

processes that address potential hazards before work and in real-time.

• Effective education & training that teaches for the audience, not to the audience.

• Communication & Coordination among all players – host employers, contractors, and 

labor.

The 7 elements of a “world-class” 
SHMS
• Exceptional lagging indicator performance

• Company-wide culture where safety is a core value

• Continuous program evaluation & improvement that involves management 
leadership AND worker participation collaborating together to establish & 
evaluate programs and processes.

• Worksite analysis, hazard identification & assessment, and hazard 
prevention & control processes that address potential hazards before work and 
in real-time.

• Effective education & training that teaches for the audience, not to the 
audience.

• Communication & coordination among all players – host employers, 
contractors, and labor.

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design
chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/https:/oem.msu.edu/images/abrasive_blasting/2018_Appendices/VI-D_MIOSHA-PPT-Elements_of_a_Safety__Health_Management_System__Short_version.pdf


Examples of Current SHMS

• ISO45001

• ANSI Z10

• OSHA/DoE Voluntary Protection Programs (VPP)
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What is VPP? (Hint: a SHMS model)

• Formally established by OSHA in 
1982

• 1979: San Onofre Nuclear Power 
Generating Station

• Safety & health management 
system

• Built on 3 pillars: front-line employee 
involvement, management 
commitment & regulatory oversight

• Four Seven core elements*

• Management Leadership

• Worker Participation

• Hazard Identification & Assessment

• Hazard Prevention & Control

• Education & Training

• Program Evaluation & Improvement

• Communication & Coordination for Host 
Employers, Contractors, and Labor 
Providers

How does VPP work?
When participating in VPP, management, employees (company and 

contracting), and OSHA work in a cooperative relationship at a workplace 

that has implemented a strong effective safety and health program.

• Management agrees to operate an effective safety and health program meeting 

established criteria with employees to continuously improve the program.

• Employees agree to actively participate in the program and work with 

management to assure a safe and helpful workplace.

• OSHA requires annual self-evaluations and performs a series of audits and 

inspections to ensure the program meets VPP criteria.

VPP Participation: Requirements

• VPP Application

• Union sign-off

• Assurances to OSHA 

• Certification audit

• Annual self-evaluation

• Recertification audit every 3-5 years

Process: 6-24 months from application submission to approval



VPP Successes: the SHMS Model

• 1,889 companies and sites 

• 1,133 federal

• 756 state-plan

• 474 local signatories

• Lagging indicator performance – all 
federal sites

• TCIR: 53% lower than BLS average

• DART: 59% lower

• 3,605 expected TCIR injuries avoided

• Lagging indicator performance – 
construction

• TCIR: 59% lower

• DART: 71% lower

• 244 expected TCIR injuries avoided

• Special Government Employee (SGE) 
program

Sources: https://www.osha.gov/sites/default/files/vppcy2024results.docx
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Cal/VPP Business Value Survey

Source: https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf 

Labor- 43 of 70 VPP Sites in California (61%)

Sources: List of Cal/VPP STAR Sites List of VPP - Construction Participants

Unions in VPP Federal and State Plans | Occupational Safety and Health Administration

42 Union VPP STAR Sites- Ca January 2025 

Aerojet Rocketdyne

Union: UAW (local 887), AFL-CIO Local 461, IBEW Local 2295, Carpenters Local 721, and Teamsters Local 578

Bimbo Bakeries USA Union: Bakers, Confectioners & Tobacco Workers Union Local #31

BrandSafway Scaffolding Services Union: Southwest Regional Council of Carpenters

Blythe Energy, Inc. Union: IBEW Local 47

CP Kelco
Union: International Union Operating Engineers Local Union 501 International Union of Operating Engineers, AFL - 

CIO

D2 Industrial Services LLC Union: Local 16. Heat & Frost

E. & J. Gallo Winery, Livingston Union: United Food & Workers' Commercial Union, Local 180D

E & J Gallo Winery Spirits Plant Union: UFCW Local 186d

Eastern Municipal Water District (EMWD) Administration and Support Union: IBEW

Eastern Municipal Water District (EMWD) Water Operations, Production and Treatment Division Union: IBEW

Additional Sites: Union: IBEW

Hemet Water Filtration Plant, Union: IBEW

Menifee Desalter, Union: IBEW

Perris Desalter, Union: IBEW

Perris Water Filtration Plant, Union: IBEW

Sun City Treatment Plant, Union: IBEW

Eastern Municipal Water District (EMWD) Water Reclamation and Collections Division Union: IBEW

Additional Sites: Union: IBEW

Moreno Valley Regional Water Reclamation Facility Union: IBEW

Perris Valley Regional Water Reclamation Facility Union: IBEW

San Jacinto Valley Regional Water Reclamation Facility Union: IBEW

Temecula Valley Regional Water Reclamation Facility Union: IBEW

Collections Division Union: IBEW

Guarantee Electrical Construction Company Union: International Brotherhood of Electrical Workers, Local Union 180

Morton Salt Long Beach Union: Teamsters Union Local 848

Orange County Sanitation District (OCSAN) - Reclamation Plant No.1 Union: International Union of Operating Engineers, Local 501

Raytheon Company Union: Cabinet Makers & Millmen Local 721; International Brotherhood of Electrical Workers (IBEW)

Raytheon Intelligence and Space - El Segundo
Union: Cabinet Makers, Millmen & Industrial Carpenters, Local 721; International Brotherhood of Electrical Workers 

(IBEW) Local 2295

Sacramento Municipal Utility District Hydroelectric Generation - Fresh Pond Union: IBEW Local 1245

United Airlines, Inc. (SFO Above-the-Wing) Union: International Association of Machinists Local 141

Federal/Construction Union VPP Sites in CA

Marine Corps Logistics Base (MCLB) American Federation of Government Employees

C. Overaa & Company Council of Laborers and Carpenters

D2 Industrial Services LLC United Steel Workers - IUPW

AECOM Turner, NBA Joint Venture - Intuit Dome Stadium 

Project

Union: Ironworkers Local 433, Electrical Workers IBEW Local 11, 

Pipe Trade UA Local 78- Plumbers, Carpenters Local 

213,661,323,714,805

Cahill Contractors LLC - Depot Road Project
Union: Carpenters Local 22, IBEW Local 595, Labor Union Local 

119, Operating Engineers Local 3

Cahill Contractors LLC - Madrone Terrace Project
Union: Carpenters Local #22, Laborers Local #261, Operating 

Engineers Local #3, IBEW Local #595

Cahill Contractors, LLC - Shirley Chisholm Village Project
Union: Carpenters Local #22, Laborers Local #261, Operating 

Engineers Local #3, IBEW Local #595

DPR Construction – Torrey Pines Science Campus Project Union: 619 Carpenters, 89 Laborers

Rudolph & Sletten - CSUSB Performing Arts Building Project Union: Laborers, Carpenters, Cement Masons

Rudolph & Sletten – Scripps Health Encinitas – Acute Care 

Building Project

Union: Carpenter Union, Local 619, Laborers Union, Local 89, 

Cement Masons, Local 500

Rudolph & Sletten - Veteran’s Home-Yountville Skilled 

Nursing Facility

Union: Laborers Local 324, Northern CA Carpenters, Local 46, 

Cement Masons, Local 400, Operators Engineers, Local 3, 

Electrician’s, Local 180, Plumbers/Pipefitters, Local 343, Glaziers, 
Dist. Council 16, Local 767, Fire Sprinkler Pipefitters, Local, 483, 

Iron Workers, Local, 378, Pile Driver, Local, 34, Sheet Metal 

Workers, Local 104, Painter, Dist. Council, Local 16, Flooring, Dist. 

Council, Local 16&12, Drywall Finisher, Dist. Council Local 16 & 

767, Plaster, Local 300

SOLV Energy - Victory Pass Project
Union: IBEW 440, Laborers' International Union of Northern 

America #1184, SWRCC

But you said this wasn’t about VPP…

• It’s not—VPP is a waypoint on the continuous improvement 

journey

• However, the concepts and elements of VPP are a model for 

contractors to achieve world-class

https://www.osha.gov/sites/default/files/vppcy2024results.docx
https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf
https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf
https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf
https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf
https://www.dir.ca.gov/dosh/cal_vpp/documents/July-2024-Workshop/Overview.pdf
https://www.dir.ca.gov/DOSH/cal_vpp/vppsites.html
https://www.dir.ca.gov/dosh/cal_vpp/state_list.html
https://www.dir.ca.gov/dosh/cal_vpp/state_list.html
https://www.dir.ca.gov/dosh/cal_vpp/state_list.html
https://www.osha.gov/vpp/byunion


Ok, cool—but how do we get there?

• Tiered “journey” with benchmarks to acknowledge continuous improvement 

towards world-class

• Engage with broader user base by tailoring components of the pathway by industry (see: 

Construction)

• Incorporation of crosswalks between VPP & third-party SHMS to streamline on-

ramps

• “Interchanges” – participants choose the best path (pursuit of VPP or continuing 

their safety journey) based on their needs

• Expansion of SGE program (numbers and responsibilities)
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The Journey Toward Safety Excellence

Level

Level 

Level 

Level 

Level 

1

2

3

4

5

• Complete Gap Analysis

• Request a Mentor

• Sign Commitment Letter

• Review Gap Analysis with Mentor

• Safety & Health Management System (SHMS) Implementation

• EHS Self-Evaluation

• Remote Paperwork Review

• Progress Check-In

• Mock Audit & Site Visit

• Site Visit Feedback

• Apply for Safety & Health Recognition (If Desired)

Mentor contacts 

mentee and reviews 

completed GAP 

analysis and 

questionnaire 

Mentor gains approval from 

mentee to start level 4 and 

works with Staff and 

Committee to schedule mock 

audit. 

Person/Site uses  

webpage and 

completes 

questionnaire and 

gap analysis

Journey Toward Safety Excellence – The 

Pathway 
Bold = Responsible

Staff receives 

commitment letter from 

Person/Site and 

establishes mentor 

through appropriate 

Regional chair

Staff Member 

receives completed 

information, send 

welcome letter and 

encourages site to 

become a VPPPA 

member 

Person/Site is directed to 

OSHA’s Pathways to 
Safety Success program.  

Mentor and Committee  

support mentee Application for 

certification (VPP, ISO, etc.) if 

mentee desires to complete 

level 5 of the program.  

Mentor to provide 

periodic updates on 

Mentee progress to 

VPPPA mentor 

committee 

New 

Member 

Mentor works 

with mentee site 

to complete 

levels 2 & 3 of 

program as 

mentee desires 

Non-Member 

Person/Site 

requests a 

mentor through 

website

The Journey’s “Fork in the Road” – 
Beyond Level 4

• Completion of level 4 brings a choice for companies/sites

• Prepare for a VPP application & audit process

• Meet or exceed requirements for many third-party SHMS/standards 
(ISO45001, ANSI Z10, ABC STEP, etc.)

• Do we pursue VPP or proceed on continuous improvement 
journey with fully-implemented SHMS, annual self-evaluation 
and regular audit process?

• No right or wrong answer – performance & process 
improvement has already been achieved. 



VPPPA’s Journey Toward Safety Excellence

Scan to begin your 

Journey Toward Safety Excellence
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Resources 
Chris Williams

Executive Director

Email: cwilliams@vpppa.org

Phone: (703) 761-6504

LinkedIn: in/cwilliamsvpppa

Xwitter: @cwilliamsvpppa

www.vpppa.org/journeys 

Please complete the Online Evaluation​

https://www.surveymonkey.com/r/2026NSPC

mailto:cwilliams@vpppa.org
http://www.vpppa.org/journeys
https://www.surveymonkey.com/r/2026NSPC

