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This assessment tool may be used in a variety of 

ways to meet different needs.

 Self assessment of an individual leader

 360° assessment by a combination of an   

 individual leader’s supervisor, peers and   

 direct reports with each person completing   

 the form separately. The 360° assessment is  

 a simpler version of the assessment and can  

 be done electronically. For either paper or   

 electronic surveys, procedures are in place to  

 ensure anonymity. For a 360° assessment,   

 about four weeks before the rating period, a  

 leader should identify six to nine peers and   

 direct reports with whom they have worked  

 recently. The leader should then go to   

 http://bp1/safety360 and contact a member   

 of the Safety Leadership Culture Team to   

 begin the process..

 Self assessment of a leadership team   

 with each member completing the form   

 seperately

 Self assessment of a leadership team   

 with all members completing the form   

 together

The assessment may also be completed in a variety 

of ways.

 Manually using paper and pen by each

 individual 

 Electronically by each individual

 By a facilitator following a group    

 discussion of each item

Methods

Taking Action

Our safety culture is the sum of all the 

discrete behaviours in which leaders, 

employees, and contractors engage 

in.  Behaviours are everything we do 

and say. Everything we do and say 

influences our safety culture. 

The BP Safety Leadership 

Assessment Tool will help you to 

identify your behavioural strengths 

and opportunities as a leader and plan 

your development. Assessment will 

be followed by development activities, 

such as education, training or 

coaching which will be followed by re-

assessment on a periodic basis to 

identify improvements and areas of 

further opportunity.

Purpose

Action planning is a collaborative process involving the coach and the leader. Effective action 

planning incorporates goal setting using the SMART (Specific, Measurable, Attainable, Realistic 

and Timely) matrix. An action plan form follows the assesment tool in this booklet.

BP Safety Leadership 

Assessment Tool



BP Safety Leadership Assessment Tool: rev.2.2 3/26/2007  © 2007 BP International Ltd. All Rights Reserved  

 

•

•

•

•

BP Safety Leadership Assessment Tool

This assessment outlines key BP safety leadership expectations (left column).

These expectations are drawn from a variety of sources including:

 - Safety Expectations in Getting HSE Right and self-assessment tool.

 - Safety Leadership Expectations

 - Seven Behavioural Expectations for senior leaders

 - Management Support factor of People Assurance Survey 

 - Highly Reliable Organisation Leadership protocol

Each expectation is defined with measurable behaviours (the five middle columns). 

Rate each leader or leadership team on each expectation by circling the behaviours that best 
illustrate that person(s) performance.

The rank (in the top row) associated with that level of performance becomes the score on that 
expectation; write this in the last column, Score. 

The ratings are cumulative, i.e., in order to earn a 3 on the first expectation, a leader would also 
meet all of the criteria 2. 

The 1 to 5 scale is comparable with the scale on the competencies online assessment and with 
the five levels of the BP Safety Culture Model.

A team may customise by defining more specific instances of the behaviours for different levels 
of leader.

 - For example, a team leader may not have control over the selection of contractors or   
 partners, so "Selects employees, contractors, and partners on basis of positive behaviours"  
 may be rewritten as "Selects employees on the basis of positive behaviour."

Some behaviours may not apply to some leaders and may be left out.

 

Completing the BP Safety Leadership Assessment Tool

1

rank 1 2 3 4 5 SCORE

PLAN

Personal 

compliance 

and 

involvement

Describes 

policies and 

procedures.

Complies with 

policies and 

procedures.

Visibly and actively 

participates in local 

safety activities, such 

as safety meetings, 

audits, etc.

Visibly and actively 

participates in 

contractors' safety 

activities, such as 

safety meetings, 

audits, etc.

Visibly leads safety 

activities, such as 

safety meetings, 

audits, etc.
3
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1

2

3

rank 1 2 3 4 5 SCORE

PLAN

Personal 

compliance 

and 

involvement

Follows policies 

and 

procedures.

Stops their own 

work when 

necessary to 

ensure safety 

of themselves 

and others.

Describes own 

role in safety 

system and 

own leadership 

development 

needs.

Visibly and actively 

participates in local 

safety activities, such 

as safety meetings, 

audits, etc.

Visibly and actively 

participates in 

contractors' safety 

activities, such as 

safety meetings, 

audits, etc.

Follows policies and 

procedures and 

visibly participates in, 

and leads, safety 

activities, including 

contractor activities.

Role Model

Violates policies

& procedures 

& avoids 

participating in 

safety activities, 

such as safety 

meetings & audits.

Inconsistently 

responds to 

unsafe situations 

(such as not 

always stopping 

work to prevent 

injury).

Does not 

understand their 

leadership role 

in promoting 

safety or their 

leadership 

development 

needs.

Stops their own 

work when 

necessary to 

ensure safety of 

others.

Has own leadership 

skills and 

competencies 

assessed.

Stops the work of 

others when 

necessary to 

ensure safety.

Attends technical 

and leadership 

training.

Reacts positively to 

their work being 

stopped by others 

when necessary to 

ensure safety.

Regularly assesses 

and improves their 

own technical and 

leadership skills.

Bias for 

action

Personal 

competency

Model positive safety behavior
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PLAN

Integrate Systems and 
Provide Resources

4

5

6

7

8

9

rank 1 2 3 4 5 SCORE

Effectiveness 

of SMS

Establishes a 

safety 

management 

system that 

meets basic 

standards.  *

Consistently 

attends to 

fundamental 

elements of the 

safety mgmt 

system as well as 

new programs.

Describes 

importance of 

safety in 

business 

decision-making.

Establishes a safety 

management system 

that includes best 

practices.  *

Regularly (e.g., 

quarterly) reviews 

safety management 

system effectiveness 

and plans 

improvements.  *

Systematically 

improves safety 

management 

system.  *

Fails to establish a 

safety 

management 

system that meets 

basic standards.

Inconsistently 

attends to 

fundamental 

elements of the 

safety mgmt 

system when new 

programs are 

implemented.

Only adjusts 

business processes 

in reaction to 

incidents or 

regulatory citations.

Maintains 

fundamental 

elements of the 

safety 

management 

system as well as 

new programs.

Occasionally 

considers safety 

impact of business 

decisions.

Integrates new 

programs into 

existing safety 

management 

system.

Seeks input from 

line personnel to 

understand the 

safety impact of 

business decisions.

Maintains 

fundamental safety 

management 

system elements 

while integrating 

new programs

Systematically 

considers safety in 

all business 

planning.

Hires only with 

contractors 

who meet BP's 

minimum 

safety mgmt 

system 

requirements.

Meets regularly 

with contractors to 

discuss their safety 

management 

system.

Works with 

contractors to 

improve their 

safety 

management 

systems and adopt 

best practices.

Tests & verifies that 

contractors are 

improving safety 

mgmt systems, 

allocating competent 

resources, & 

integrating safety in 

their business 

planning.

SMS focus

Integrating 

safety into 

the business

Contractor 

SMS 

assurance

Develop and implement an effective safety management system* 

(SMS) and integrate safety into the business

Sometimes hires 

contractors that 

do not meet BP 

minimum 

standards for 

safety 

management.

Describes 

training 

necessary for 

employees to 

work safely.

Assigns employees 

to safety-critical 

roles without 

ensuring they are 

qualified, willing, or 

available.

Releases 

employees for 

required training.

Ensures employees 

attend 

recommended 

training.

Tests and verifies 

that employees 

have the knowledge 

and skills to do their 

work safely.

Involves people 

outside 

immediate 

circle in 

evaluating risks.

Involves people 

outside immediate 

circle in safety 

critical decisions.

Involves people 

with varying 

expertise in safety 

critical decisions.

Involves people with 

the greatest technical 

and safety expertise 

in evaluating risks and 

making safety-critical 

decisions.

Assuring 

competency 

of others

Deference to 

expertise

Evaluates risks 

and makes safety-

critical decisions 

without involving 

people with the 

greatest technical 

and safety 

expertise.

BP Safety Leadership

Assessment Tool

Allocate and develop competent resources

*(e.g., inherently safe design, risk assessment, operating and maintenance procedures,   

   Management of Change [MOC], and emergency readiness)
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10

11

12

rank 1 2 3 4 5 SCORE

PERFORM

Goals
Establishes 

individual safety 

goals in annual 

objectives that 

align with 

organisational 

goals.

Communicates 

safety 

standards to 

employees in a 

clear manner

Uses some 

proactive 

measures of the 

safety mngt 

system, such as 

number of audits 

and observations, 

but focuses on the 

quantity rather 

than the quality, of 

measure.

Establishes safety 

goals appropriate to 

their leadership level 

in annual objectives.

Inform contractors of 

safety goals.

Leads development 

and communication 

of effective safety 

goals for individuals 

and teams that align 

with organisational 

goals.

Set Standards

Establish effective safety goals, standards, and roles

Motivate

Establishes vague, 

unattainable, or 

otherwise 

ineffective safety 

goals, such as 

"work safely."

Communicates 

about safety 

standards and 

roles in an 

unclear manner.

Only uses reactive 

measures of the 

safety 

management 

system to assess 

performance, such 

as number of 

incidents.

Communicates 

safety standards 

and roles to 

employees in a 

clear manner.

Uses many 

proactive measures 

of the safety 

management 

system.

Communicates 

safety standards to 

employees and 

contractors in a 

clear manner

Uses all available 

proactive 

measures of the 

safety 

management 

system, such as 

number of audits 

and observations.

Communicates 

safety standards 

and roles to 

employees and 

contractors in a 

clear manner.

Uses proactive 

measures of the 

safety mngt system, 

such as number of 

audits and 

observations, and 

focuses on both their 

quality and quantity

Standards 

and roles

System 

performance 

measures

Establish effective safety system performance measures

13

14

Giving 

feedback 

Provides individual 

feedback semi-

annually

Accepts 

specific 

feedback on 

own 

performance*.

Provides specific 

individual feedback 

when requested.

Regularly (e.g., 

monthly) provides 

specific individual 

performance* 

feedback.

Provides frequent 

(such as several 

times weekly) and 

specific feedback to 

employees and 

contractors.

Only provides 

individual 

performance 

feedback annually

Reacts 

negatively to any 

specific feedback 

on own 

performance*.

Makes changes 

when given 

corrective 

feedback on own 

performance*.

Occasionally 

solicits feedback 

from others on own 

performance.

Makes changes 

when given 

corrective feedback 

and solicits 

feedback from 

others on own 

performance.

Receiving 

feedback

Give and receive effective performance* feedback (*Performance: Both behaviour and results)

BP Safety Leadership

Assessment Tool
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PERFORM

15

16

17

18

Reinforce
Praises positive 

performance 

more often 

than criticises 

negative 

performance

Occasionally 

considers safety 

performance* in 

reward and 

promotion 

decisions.

Regularly 

acknowledges 

teams for positive 

performance.

Regularly recognises 

individual employees 

for positive 

performance and 

celebrates teams' 

meeting goals.

Systematically 

recognizes and 

reinforces safe 

behaviour of 

individuals, teams, 

and contractors.

Makes critical 

comments about 

employees' safe 

behaviour (such as 

criticises time and 

cost of safe work).

Rewards or 

promotes 

employees in spite 

of their safety 

behaviour and 

results.

Regularly 

considers safety 

performance* in 

reward and 

promotion 

decisions.

Systematically links 

significant rewards, 

such as promotion 

and pay, to safety 

performance*.

Considers safety 

behaviour and results 

when making decisions 

to recruit, select, 

develop, reward & 

advance employees, & 

when selecting & 

influencing contractors 

and partners.

Informally 

corrects 

obvious or 

extreme unsafe 

behaviour.

Informally corrects 

all observed unsafe 

behaviour.

Encourages other 

BP leaders to 

informally correct 

unsafe behaviour.

Informally corrects all 

observed unsafe 

behaviour and 

encourages other 

leaders and contractors 

to do the same.

Reward

Informal 

correction

Rarely corrects 

even obvious 

unsafe behaviour.

Describes steps 

in formal 

discipline 

system.

Never uses formal 

discipline 

procedure to 

address unsafe 

behaviour.

Inconsistently uses 

formal discipline 

system to address 

individual safety 

behaviour.

Consistently and 

effectively uses 

formal discipline 

system to address 

individual safety 

behaviour.

Consistently and 

effectively uses formal 

discipline procedure to 

address individual 

safety behaviour and 

encourages other 

leaders and 

contractors to do the 

same.

Formal 

discipline

Reinforce and reward positive safety performance

BP Safety Leadership

Assessment Tool

Correct and discipline negative safety behaviour.
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19

20

21

rank 1 2 3 4 5 SCORE

PERFORM

Listening
Listens actively 

to concerns 

and ideas.

Occasionally 

raises safety 

issues in 

meetings with 

employees and 

contractors.

Informally 

involves 

employees in 

some decisions 

affecting safety.

Seeks out and 

listens to diverse 

points of view.

Encourages 

employees and 

contractors to raise 

issues even if they 

are unfavorable.

Seeks out and listens 

to diverse and 

potentially 

unfavorable points of 

view and encourages 

other leaders to do 

the same.

Communicate

Rarely asks 

employees or 

contractors 

for safety 

input.

Rarely informs 

employees or 

contractors 

about safety 

issues.

Rarely involves 

employees and 

contractors in 

decisions 

affecting safety.

Regularly includes 

safety as a 

meeting topic.

Informally involves 

employees and 

contractors in 

decisions affecting 

safety.

Provides relevant 

and current safety 

information even if 

it is not well 

received.

Has a process to 

involve employees 

and contractors in 

decisions affecting 

safety.

Effectively provides 

relevant and current 

safety information 

even if it is not well 

received.

Effectively involves 

employees and 

contractors in 

decisions affecting 

safety.

Telling

Involving 

workforce in 

decisions

22

23

24

Work and 

personal life 

balance

Considers 

employees' 

personal 

challenges

Listens to 

individuals who 

raise concerns.

Treats people of 

various 

backgrounds 

equally.

Expresses concern 

that others balance 

personal and 

professional needs.

Encourages 

employees to 

balance work and 

personal lives.

Assists employees in 

balancing work and 

personal lives.

Support

Demonstrate support for employees

Occasionally 

insists on task 

completion 

without 

consideration of 

employees' 

personal needs.

Criticises 

individuals who 

raise concerns

Avoids or harshly 

resolves conflict 

with people 

whose 

backgrounds are 

different from 

their own.

Listens to 

individuals who 

raise concerns and 

acts appropriately 

on this 

information.

Treats people of 

various 

backgrounds with 

respect.

Seeks out and 

listens to 

individuals who 

raise concerns and 

acts appropriately 

on this information.

Encourages others 

to treat people of 

various 

backgrounds with 

respect.

Seeks out, listens 

to, and protects 

individuals who 

raise concerns and 

acts appropriately 

on this information.

Works 

successfully with 

people whose 

backgrounds are 

different from 

their own.

Open to and 

acts on 

difficult 

news

Embracing 

diversity

BP Safety Leadership

Assessment Tool

Engage in clear, two-way safety communication
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25

26

27

rank 1 2 3 4 5 SCORE

Formal 

performance 

measurement

Assesses 

individual 

performance* 

on basis of 

reliable and 

valid outcome 

measures.

Occasionally 

performs 

formal tours 

and 

inspections.

Uses, and 

encourages 

others to use 

safety 

management 

system.

Assesses 

individual 

performance* on 

basis of reliable 

and valid outcome 

and process 

measures.

Regularly reviews 

individual and 

team 

performance* with 

employees.

Implements a 

system to continually 

measure 

performance through 

observing, recording, 

and tracking 

individual and team 

trends over time.

Measure

 Assess and monitor safety practices and outcomes

Assesses 

individuals' and 

team 

performance on 

basis of 

personal 

opinion.

Rarely 

performs 

informal or 

formal tours 

and 

inspections.

Leaves safety 

management 

system to 

safety 

personnel.

Monitors for 

procedural 

compliance when 

observing 

employees.

Holds people 

accountable for all 

elements of the 

safety 

management 

system.

Performs 

unscheduled tours, 

inspections, 

observations, and 

out of hours visits.

Develops 

accountability 

processes for 

employees' use of 

safety 

management 

system.

Regularly performs 

unscheduled tours, 

inspections, 

observations, and 

out-of-hours visits 

and encourages 

other leaders and 

contractors to do 

the same.

Develops 

accountability 

processes for own 

and employees' use 

of safety 

management 

system.

Inspection 

and 

observation

SMS 

accountabilities

28
Accurately 

describes 

current level 

of 

organisation 

performance.

Rarely 

monitors 

performance 

of the safety 

management 

system.

Periodically 

evaluates 

organisation's 

progress towards 

safety goals

Regularly tracks 

progress on action 

plans for safety 

improvement.

Establishes process 

for regular reviews of 

safety management 

system and involves 

contractors in the 

review.

Monitoring the 

SMS

29 Attends to 

contractors' 

performance only 

in response to 

incidents or 

regulatory 

interventions.

Leaves 

contractors to 

manage safety 

on their jobs.

Regularly reviews 

performance with 

contractors.

Monitors 

contractors' safety 

performance 

trends.

Regularly reviews 

contractors' safety 

performance trends 

and their plans to 

address safety.

Contractor 

safety

 Assess and monitor safety management systems

Assess and monitor contractor safety
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30

31

32

33

34

rank 1 2 3 4 5 SCORE

Open 

reporting

Describes the 

value of open 

reporting.

Personally 

reviews 

incident 

analyses.

Describes the 

value of sharing 

learning.

Encourages early and 

open reporting of 

safety problems.

Protects individuals 

who raise concerns 

about safety 

compliance.

Protects individuals 

who raise concerns 

about safety 

compliance and 

encourages other 

leaders to do the 

same.

Avoids reporting, 

denies mistakes, 

blames others, or 

presents 

misleading 

information.

Rarely 

participates in 

incident 

analyses.

Rarely discusses 

learning from 

incidents.

Participates in 

incident analyses.

Participates in 

shared learning 

systems.

Analyzes safety 

problems other 

than incidents.

Implements key 

lessons from both 

in and outside BP

Fully analyzes 

problems using 

formally defined 

criteria for 

investigations and 

related follow-up.

Shares, identifies, & 

implements incident 

lessons within BP & 

with contractors and 

third parties.

Analysis of 

incidents

Learning 

systematically

Assigns 

responsibility 

for action items 

to others.

Rarely follows up 

or acts on findings, 

recommendations, 

or assigned action 

items.

Assumes 

responsibility for 

assigned action 

items.

Meets deadlines 

to implement 

agreed 

recommendations.

Monitors status, 

maintains records, & 

implements action 

items that result from 

incident analyses.

Actions 

closure

Addresses 

deviations in 

performance 

measures or 

deficiencies in 

practice of 

standards.

Fails to address 

performance 

deviations in the 

safety 

management 

system.

Involves employees 

in procedure 

reviews and 

updates.

Involves 

employees in 

improving safety 

management 

system.

Leads development 

and implementation 

of improvement 

plans in the safety 

management 

system.

SMS 

improvement
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Improve

Ensure organisation applies safety lessons

Ensure continuous improvement of the performance of the safety mgmt system.
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SMART Goals

Action Planning is a 

collaborative process 

involving the coach and the 

supervisor/front line leader. 

Effective action planning 

incorporates setting goals 

and developing a training 

and performance 

improvement plan.

Action Planning

Well-written goals define expectations, not activities. A common mistake in setting goals is to start 

by identifying the activities before the outcomes or desired end results.

SMART is a formula that is used to create and writer effective and measurable goals. This method 

provides a way to test goal statements to ensure they are valid and complete. You may be familiar 

with the SMART acronym.

Specific

Clear and concise statement of what needs to be done. Name the exact output or result (noun) 

and corresponding action (verb).

Measureable

Use concrete observable criteria to describe what makes the results excellent. The measure 

may be qualitative such as numbers, amounts, percentages or timeframes. May be qualitative 

such as ease of use, improvement in quality or customer opinion.

Attainable

The goal is based on meaningful work. Should be realistic for the leader based on their 

demonstrated abilities and the challenge of the goal.

Realistic

Directly and positively enhances job function and relates to larger unit and BP strategies.

Timely

The goal should have identified timelines for completion and for interim milestones.

A well written goal statement should include all five of these components. It is fine to use more 

than one sentence if needed; what's important is that each area is represented so goals are clear 

and measureable.

Action planning begins 

with establishing 

expectations that define 

what the supervisor or 

front line leader is to 

achieve and how to 

measure that 

achievement. The time and 

energy invested in 

planning the 

communicating goals and 

expectations will pay off.
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