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Case studies	
It has been demonstrated that most companies are committed to safety and improving the safety culture within their organisation. 
A Construction Safety Competency Framework: Improving OH&S performance by creating and maintaining a safety culture has 
provided a tool with which companies can align and structure their safety dynamics to suit their organisational requirements.

The competency framework can be implemented using different approaches to align it to existing safety structures, and 
to enhance and develop individual safety programs. Five case studies highlighting different companies’ approaches when 
implementing the competency framework appear in the guide. 

Note that even though the case studies are provided by large companies, the lessons learned and the principles within can 
be applied to small and medium companies.
 
John Holland has based its integrated safety approach on the competencies identified in the framework, using it to help align 
a range of knowledge, skills and behaviours associated with each safety management task. John Holland has also developed 
competency-based adult training and assessment modules to deliver training to more than 1,500 employees. 

Bovis Lend Lease fully endorses the competency framework and has adapted it to its own environment health and safety 
management system. The competency framework has been applied to improve inclusion of various roles in the safety matrix, 
definitions of roles and responsibilities and intensive training development.

Laing O’Rourke used the competency framework as the basis of training and development programs for staff in safety critical 
roles. A skills portfolio has been created in order to build behaviour change and ultimately a culture change.

Baulderstone Hornibrook undertook a ‘gap analysis’, enabling it to develop training packages to address key areas. Its training 
activity plans are being aligned with the competency framework and improvement is underway for developing strategies that 
drive safety culture.

Finally, St Hilliers mapped the competency framework competencies to its own Skills Matrix for use in selection, training, 
development and performance management. In addition, the competency framework competencies are being used to audit 
position descriptions and site safety management plans.
 
 
Case study 1:	
John Holland Group: Occupational health, safety and workers’ compensation improvement strategy 
and Passport to Safety Excellence Training Program  
The John Holland Group’s vision of ‘No harm’ is underpinned by its occupational health, safety and workers’ compensation 
(OHS&WC) improvement strategy and its Passport to Safety Excellence (PSE) Program. 

The initial step of the OHS&WC initiative involved the identification of safety critical positions within the company; a safety critical 
position being defined as one that has a direct or indirect impact on OHS in the workplace. Fourteen safety critical positions were 
identified within the company ranging from the Managing Director to Leading Hand. 

The next step involved the determination of the OH&S management activities that needed to be undertaken by each identified 
position in order to achieve best practice safety standards in the workplace. This analysis identified 36 safety critical activities. 
John Holland then developed skill and behavioural competencies necessary to effectively undertake all 36 identified safety 
critical OH&S management activities.  

Once the John Holland Group identified and specified the safety critical positions and associated safety critical behaviours, it 
developed competency-based adult training and assessment modules to deliver the necessary OH&S training to the whole 
organisation throughout Australia.  
 
This training program, the “Passport to Safety Excellence” (PSE), has been nationally accredited as a Certificate IV in Safety
Leadership – Construction throughout Australia. The program serves a number of objectives for the safety critical position  
holders in:
	 a. providing knowledge of the core tasks required to meet Group and Australian legislative requirements
	 b. providing an understanding of why, how and to what performance standard each task needs to meet to achieve
	     required outcomes
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	 c. provision of specific training and management support to meet the needs of individual position holders
	 d. establishing proof of competency which is portable throughout the Group and by other companies within the sector
	 e. provision of national training body recognition.

Over the next few years, the John Holland Group PSE program will deliver 12,000 training days to more than 1,500 employees. 
In addition, the program is being made progressively available to clients, subcontractors and other construction sector companies 
and relevant institutions.  

With the successful establishment of the PSE program, the John Holland Group is now working on developing the next stage, 
which will see the core principles of the existing program expanded to blue collar and subcontractor roles.  
 

 
 
Case study 2:	
Bovis Lend Lease: Environment health and safety competency framework  
Bovis Lend Lease (BLL) endorses A Construction Safety Competency Framework. It has been adapted to suit BLL’s environment 
health and safety (EH&S) management system and the responsibilities of people identified as holding posts critical to the 
company’s EH&S performance. The competency framework is being used to improve and standardise the current approach 
to EH&S training, ensuring consistency in both training outcomes and management system application.

BLL customised the competency framework in several ways. In keeping with an integrated management system, the framework 
competency specifications and process steps were amended to include environmental management. As BLL directly employs 
construction workers, the safety critical positions in the competency framework were customised to include this new type of role 
that is critical to safety performance. Additionally cost planners, designers, contract and finance managers were also added as 
a discrete group within the BLL system as critical to safety performance.

BLL is now in the process of identifying the minimum EH&S management competency specifications that will be expected from 
its subcontractors’ supervisors. Mapping BLL’s employees against all the requirements of its EH&S and quality management 
systems required a substantial expansion of the knowledge, skills and behaviour criteria in the process steps identified by the 
competency framework’s 39 safety management tasks (SMTs) and some expansion of the steps themselves.

There has been some valuable discussion within the company’s various peer groups to determine which roles should be required 
to attain Level 1 (full knowledge required) or Level 2 (working knowledge required) competencies, due to a gap in expectations 
between some job titles and descriptions. This has led the company to begin a comprehensive review of all EH&S content in 
the roles and responsibility descriptions to ensure compatibility with the new framework. 

Following these discussions, eight priority EH&S competencies (SMTs numbered 1, 6, 18, 23, 26, 27,31 and 39), were identified 
by assessing where the most Level 1 competencies on the matrix fell across the most number of safety critical roles, or areas 
of high risk such as first aid and emergency procedures.  
 
As a result, the company has produced training modules and assessment criteria to achieve the required competency at 
these levels, and has commenced training and assessment activities. These support materials are also being progressively 
developed and implemented for the remaining SMTs. This process has also identified some SMTs that can be bundled into 
single training modules. 

Looking to the future, BLL hopes to partner with a registered training organisation to align its framework with the Certificate IV 
in Business, majoring in OH&S qualification, so that progressing through the BLL framework creates a pathway leading to the 
award of this national qualification. BLL is looking at ways to monitor and evaluate staff periodically to ensure the competencies 
are kept current.
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Key learning
 

The John Holland Group’s identification of its safety critical positions and the associated safety management tasks, and 
its subsequent development of dedicated training modules to Certificate IV accreditation standard, clearly demonstrates 
a systematic pathway from identification of need to development and use of training solutions.
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The framework is a valuable tool which will continue to see  BLL staff improve their EH&S performance within their designated 
role, and to better understand and apply the Bovis Lend Lease EH&S management system.

 
Case study 3:	
Laing O’Rourke: Safety training and development program 
Laing O’Rourke used A Construction Safety Competency Framework as the basis of a training and development program for 
foremen/supervisors, junior engineers and site safety advisors. Laing O’Rourke has a separate leadership program covering 
higher roles within the organisation.

The first step in developing this program was to review the minimum training requirements for the company. These were then 
mapped against the structured training frameworks identified in the Certificate IV in Business, majoring in OH&S, and the competency 
framework. Secondly, the tasks which each role holder must be competent to complete were identified. From the customisation 
of the competency framework, specific training requirements were identified for people in these roles. 

During this analysis, registered training organisations (RTOs) developed a program based on existing internally run skill development 
courses (e.g. communication skills), prescribed training and nationally recognised units of competency. However, a training only 
solution was not deemed to be sufficient to meet the requirements of the company, as classroom learning does not always lead 
to behaviour change on-site. As a consequence, a skills portfolio supervision system and a safe behaviours program were 
developed to support this behaviour change and to formalise the skills and competencies of the employees.

The skills portfolio is similar to a logbook as it requires the employees’ supervisor (typically a regional safety coordinator) to observe 
employees undertaking a particular safety management task on numerous occasions. The skills portfolio clearly communicates 
the behaviour and the steps associated with the task (as derived from the competency framework), thus reinforcing and building 
the skills and behaviours required to be effective safety leaders, ensuring what is taught is quickly reinforced in the field.  

 

Case study 4:	
Baulderstone Hornibrook 
Baulderstone Hornibrook recognises that significant improvements in safety performance cannot be driven by safety management 
systems alone. To develop and sustain a strong safety culture, it also needed to establish and reinforce strong safety beliefs, 
values and positive attitudes towards safety across all levels of the organisation. 
 
A Construction Safety Competency Framework has provided a point of reference from which Baulderstone Hornibrook has 
improved efforts and progress towards building a stronger safety culture.
 
Baulderstone Hornibrook’s approach to putting the competency framework to use within the organisation was to first undertake 
a ‘gap’ analysis of current training and staff development activities, on a national level, against the competency framework. This 
exercise was carried out during a workshop session with each of the company’s state and business unit safety managers. From 

Key learning
 

Training and development should be available to all staff to develop capability in safety behaviours and to promote the 
knowledge and understanding required to gain ownership and involvement in OH&S activities.

Key learning
 

The adoption and customisation of the competency framework not only provided consistency in environmental, health 
and safety training outcomes across Bovis Lend Lease, but also generated a comprehensive review of all environment 
health and safety content in the roles and responsibility descriptions and sections of its management system. This will 
enable it to better align roles and responsibilities to tasks.
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this initial exercise, it was determined that 10 existing training courses already satisfied several requirements specified in the 
competency framework, and that a further three distinct training modules were needed to deliver on all the remaining competencies 
specified within the competency framework. 

The competency framework, however, is not just about training. It is also about developing strategies that drive desirable behaviours 
and enable individuals to develop competencies that are not necessarily acquired through traditional training methods. In this 
instance, the competency framework has been extremely useful in enabling the company to evaluate current competency 
statements, against the framework, and to further refine these to align with existing safety culture development activities. 

The company’s internal competency statements are then better equipped to identify necessary development activities for new 
staff and existing staff as part of the company’s personal development review process. 
 
 
 
 
 
 
 
 
 
 
 
Case study 5:	
St Hilliers Contracting 
St Hilliers Contracting developed the St Hilliers Skills Matrix, an internal competency and skills assessment framework that forms 
the foundation for the selection, training, development and performance management of staff. 

This matrix comprises nine competency clusters and includes the technical skills and interpersonal skills required for all project-based 
staff. It provides a tool to measure the skills, knowledge and behaviours of construction project staff and will be incorporated into 
all of St Hilliers’ human resource and people management systems. 

A Construction Safety Competency Framework forms the basis of the environment, systems and safety competency cluster in 
the St Hilliers Skills Matrix.  
 
To achieve an organisational ‘fit’, St Hilliers reviewed the knowledge, skill and behaviour (KSB) statements in the competency 
framework by identifying and incorporating 10 common KSB’s across the 39 safety management tasks within the competency 
framework. These common KSB’s became the basis for the environment, systems and safety cluster in the St Hilliers’ internal 
competency and skills assessment framework. They can be measured by a variety of means including observation, performance 
data, project outcomes and knowledge assessment. 

In addition, the competency framework is being used to audit position descriptions and site safety management plans to ensure 
all appropriate safety management tasks are incorporated. This outcome will be achieved by first modifying the safety critical 
position titles to reflect current internal positions and then using the matrix to verify that all safety critical tasks as identified by the 
competency framework fall within someone’s scope of accountability, either within the position descriptions or the site safety 
management plans. It is proving to be a very useful tool in differentiating the levels of responsibility and competence required of 
their employees. These two steps are a simple and meaningful way for companies to incorporate the competency framework in 
to daily business. 

Key learning
 

The analysis of competency training needs and a ‘gap’ analysis of current and planned training benchmarked against the 
competency framework communicates a strong message that Baulderstone Hornibrook is committed to safety culture 
development.

Key learning
 

St Hilliers developed a skills matrix with nine competency clusters. By incorporating an environment, systems and safety 
competency cluster, it demonstrated a practical solution to embedding the OH&S required competencies in the regular 
human resources practices of the organisation. This process clearly indicates that St Hilliers values safety behaviour and 
culture as importantly as other human and environmental resource issues.
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A Practical Guide to Safety Leadership is available from www.construction-innovation.info

 
A Practical Guide to Safety Leadership is the follow-up resource to A Construction Safety Competency Framework: 
Improving OH&S performance by creating and maintaining a safety culture. The guide is a useful tool to help 
industry apply the principles of safety culture within their organisations. 

It examines the safety critical positions and the safety management tasks outlined in the competency framework 
and combines practical examples and case studies to assist organisations in identifying behaviours and approaches 
which need improvement. 

It is designed for use by safety professionals from the front-line to the boardroom and guides the user to create and 
maintain a positive safety culture. 

A Practical Guide to Safety Leadership is available from www.construction-innovation.info  
 
Cooperative Research Centre for Construction Innovation
9th Floor, L Block, QUT Gardens Point
2 George Street, Brisbane, Qld, 4000 Australia
Telephone: +61 7 3138 9291
Fax: +61 7 3138 9151
Email: enquiries@construction-innovation.info 
Web: www.construction-innovation.info

ISBN 978-0-9804262-4-3 
June 2008

Established and supported 
under the Australian Government’s 
Cooperative Research Centres 
Programme

A CD insert provides copies of and 
extracts from A Practical Guide to 
Safety Leadership to help organisations 
customise content. 




