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The topic of improving occupational health and safety is a press-
ing issue for many countries. According to ILO estimates each year 

2.34 million people die in workplace related accidents and 317 million 
more suffer from injuries.1 Although many developed countries have 
managed to introduce robust OSH management system and to limit 
the number of severe accidents, many emerging markets still lack such 
systems and largely contribute to the negative statistics. 

Achieving rapid economic growth is a typical and natural priority for 
most of the developing countries. Desire for such growth often leads 
to compromises being made around other factors of nation’s well-be-
ing – occupational safety and health (OSH) is one of them. It is often 
kept low in governmental agenda and investments in OSH activities 
are often wrongly considered by employers and officials as additional 
resource burden. At the same time, many developing countries often 
face additional OSH risk factors, such as large share of low-skilled 
or migrant workers, lack of skilled OSH professionals, lack of promi-
nent institutions overseeing and ensuring employees’ well-being, 
large share of hazardous industries, etc. Combination of these 2 fac-
tors – lack of awareness about OSH benefits and challenging working 
environment – result in deteriorating national well-being.

Luckily today the situation is reversing and more and more developing 
countries’ governments realize the benefits of investing in the initia-
tives to increase the quality of workplace conditions and ensure the 
safety of the employees.First of all, such improvements decrease direct 
costs to the economy from poor safety procedures  such as shrinking 
labour force leading to reduced output or compensation payouts to in-
jured workers. Even in countries with developed occupational safety 
and health systems these costs remain significant – e.g. in UK, which is 
one of the world leaders in OSH, the regulator estimates the total cost 
of accidents at ~1% of GDP, and according to ILO estimates the average 
impact across countries is around 4% of GDP. These striking figures 
show that governments cannot afford to compromise safety for growth.

INTRODUCTION
WHY INVEST IN OCCUPATIONAL SAFETY AND HEALTH
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Secondly, development of OSH practices brings benefits not only 
to society in general, but to employers who invest in it. Studies 
by HSE, the British occupational safety and health regulator, show 
that workers are more willing to be employed at a company that  
pays attention to the workers. Moreover, number of researches  
by UK and EU institutions have proved positive financial return  
of investments in OSH system. For these reasons companies often 
engage in developing safe work procedures not because they are 
forced by the regulator, but rather through recognizing the need  
and advantages for themselves.

Finally, some governments simply experience pressure from local 
population and/ or international partners. For instance the New 
Zealand OSH transformation program was triggered by major mining 
accident which caused massive outrage from the public and proved 
that the existing OSH system was not capable of protecting the 
workers from hazards to required extent. Countries might be also 
forced to take action by international partners, deferring from 
investments in the region due to poor working conditions that  
might damage their own reputation. 

Having a functioning OSH system thus brings tangible benefits 
to businesses and society, however, according to BCG experience, 
to achieve success governments and employers need to make 
significant effort to build required elements of OSH management. 
Still, if properly conducted, such transformation can result in many 
tangible benefits, such as increased well-being of workers, reduced 
costs for governments and employers and improved image of the 
country on the international level.

Note
Source: ILO report “Estimating the Economic Costs of Occupational Injuries and 
Illnesses in Developing Countries: Essential Information for Decision-Makers”



The Boston Consulting Group | 5

OSH SYSTEM  
TRANSFORMATION: 

WHERE TO FOCUS 

Many developed countries realized 
the upside of developing Occupational 

Safety and Health systems a long time ago: 
the United States, United Kingdom and some 
other European countries launched major 
OSH reforms back in 1970s. Since then these 
countries managed to develop top notch OSH 
systems and reached exemplary levels of 
workplace safety. Experience of these coun-
tries could serve as a good source of bench-
marking and inspiration for those trying 
today to repeat similar journey from scratch.

Another group of countries managed to reach 
similar success ( judged by fatality rates at the 
workplace) having launched the reforms only in 
recent decades. Perhaps the brightest example 
of such a transformation is Singapore, which in 
matter of 10 years (from 2004 to 2014) man-
aged to decrease its workplace fatality rate 
from 4.9 to 1.8 cases per 100 000 workers (ac-
cording to Singaporean Ministry of Manpower). 
Interestingly, although the transformation pro-
cesses in the two groups of countries took place 
in different time frames, they still resemble one 
another to a very large extent.

Analysis of countries OSH transformation ex-
perience, as well as BCG experience of sup-
porting such transformations, demonstrates 
that all of them leverage similar 4 pillars sys-
temized at Exhibit 1.. First of all, countries 
should invest in developing transparent gover-
nance structure that would make clear ac-

countability for OSH system management. The 
governing body should then engage in variety 
of activities to set the rules through robust le-
gal framework and to enforce it on businesses 
through inspection system.  At the same time, 
equal importance shall be placed on awareness 
and prevention activities to educate employers 
and employees and ensure they stay motivated 
to improve OSH at their workplaces.

Although the above framework proves to be 
applicable to any country going through OSH 
system transformation, simply following it 
does not serve as the single remedy for devel-
oping markets to tackle the occupational 
safety issues. According to BCG experience 
the above initiatives often turn out to be in-
credibly complex given the number of in-
volved stakeholders and variety of their de-
mands and priorities. To address these 
challenges, countries should thoroughly prior-
itize the activities within all key pillars to 
make the transformation gradual and at the 
same time to ensure quick wins.

Governance model: define clear 
accountability for success:
An integral part of any transformation pro-
cess is definition of responsibility for OSH 
system management. Countries successful in 
OSH strive to centralize this role to largest 
possible extent under one key authority: ei-
ther a certain ministry (most often the one re-
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United States OSH governance model is 
rather exceptional compared to other best 
practice systems, since key authority role is 
occupied by two authorities: Mining Safety 
& Health Administration (MSHA) and 
Occupational Safety & Health Administra-
tion (OSHA). Each of them conducts all key 
OSH activities mentioned above in specific 
set of industries: MSHA is responsible for 
oversight of all mining operations and 
OSHA governs all remaining industries.

The two authorities, despite reporting to 
one body (Labour Administration) remain 
largely independent:

 • enforce different legislation – Mine 
Health Safety Act (1997) and OSH act 
(1970) respectively

 • have independent teams of inspectors 

 • have different internal procedures  
for inspections and enforcement  
(e.g. MSHA inspects each site annually)

 • conduct own prevention campaigns

The two authorities were created to place 
special focus on mining industry which 
was a major OSH issue at start of reforms. 
Establishment of separate authority helps 
make the issue more visible and create 
clear accountability for progress in specific 
industry. Creation of separate mining 
authority is also possible since the mining 
industry often requires special arrange-
ments and skills compared to other 
industries: limited synergies with other 
industries do not create an additional 
cost burden. 

The key requirements for such a duopoly 
structure are that there is a good reason 
to separate certain industry (not just desire 
of authorities to retain oversight powers) 
and to ensure no overlap (but at the same 
time no gaps) in coverage of regulated 
entities.

EXHIBIT 2 | US GOVERNANCE MODEL – DUOPOLY STRUCTURE

Sources: BCG analysis

Exhibit 1 | Four pillars of OSH system transformation



The Boston Consulting Group | 7

sponsible for employment) or a separate ded-
icated agency. Both approaches are equally 
widespread across countries with developed 
OSH systems: while the UK, US and New Zea-
land have created dedicated bodies to over-
see OSH procedures, other countries like Sin-
gapore and Turkey developed robust OSH 
departments within labour ministries.

Such key authorities then cover the vast ma-
jority of industries  and perform all main 
OSH activities: 

 • Issuing OSH-related regulations governing 
duties of parties and prescribing safe work 
practices in specified areas 

 • Conducting inspections of companies to 
control and enforcing the compliance with 
regulations (through robust dedicated 
inspectorate, which is part of the key 
authority)

 • Running investigations of accidents and 
acting against guilty parties where 
identified

 • Performing awareness-raising campaigns and 
prevention programs reaching out both to 
workers and employers

 • Collecting and publishing statistics of OSH 
accidents

Apart from the above mentioned functions, 
the OSH authority might take additional  
responsibilities such as overseeing compen-
sation of workers or conducting research  
on OSH and publishing reports on interna-
tional experience and best practices on 
OSH-related issues.

The above centralization provides clear ben-
efits for transformation process since it cre-
ates clear accountability and leadership for 
OSH progress and helps avoid overlaps and 
gaps in coverage of OSH activities from the 
start. Moreover, it makes all the OSH activi-
ties well aligned with each other. This is most 
important for legislative and inspection func-
tions: the development of new regulations 
should be concentrated on key problem ar-
eas, which are identified through inspection 
and statistics collection activities. The latter 

two are also closely linked: inspection activi-
ties should be based on thorough data analy-
sis of past performance of companies to en-
sure that regulator inspects in a targeted 
rather than random way. Such advance profil-
ing of companies also needs to take account 
of their inherent risk level of the activity in 
which they are engaged. 

However creation of the key OSH authority 
certainly does not mean there should be no 
other entities engaged in OSH activities. On 
the contrary, variety of institutions and com-
mittees should be in place to provide advice 
and expertise as well as to support awareness 
raising and prevention activities.

While the key authority is ultimately  
accountable for OSH performance and thus 
has a final say in all key decisions, such sup-
porting entities help it to implement the  
desired initiatives.

International OSH institutions are probably 
one of the most obvious supporters for 
transformational process. There is a huge  
variety of international expert organizations 
that can provide broad support to key  
authority, including:

 • Providing advice and best practices for 
OSH system set-up, regulatory and 
enforcement procedures, legal require-
ments and other areas

 • Holding and/ or supporting the organiza-
tion of OSH awareness raising events and 
campaigns (e.g. international conferences 
held by various associations, ILO interna-
tional OSH day etc)

 • Developing training programs, holding 
own educational courses for the industry 
and certifying OSH professionals

Despite the variety of prominent OSH inter-
national institutions a government should not 
solely rely on their support, but also cooper-
ate with national bodies. Although interna-
tional experience provides valuable lessons 
for transformational process, it cannot be 
simply benchmarked without accounting for 
local business and workforce needs and char-
acteristics. Moreover, the local organizations 
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like industry associations or trade unions 
have broader outreach to employers and 
workforce in particular country and their sup-
port is an essential part of gaining maximum 
exposure to employers and employees of pro-
motional activities.

The exact set of supporting institutions will 
largely differ from country to country, thus 
having set up a key OSH authority, govern-
ment should not immediately strive to devel-
op all institutions mentioned on Exhibit 3. 
On the contrary it should try at first to ben-
efit from partnering with existing relevant 
institutions and then assess the need for  
establishment of new ones. For instance 
countries with powerful labour unions or  
industry associations will largely benefit 
both by involving them as consultants for 
OSH transformation program and by part-
nering with them to conduct awareness  
and prevention campaigns. 

Still in some countries, especially developing 
ones, the institutions representing employers 
or employees or NGOs working on safety re-
search or education are often underdeveloped 

or even inexistent, leaving the key OSH regu-
lator with limited opportunities for coopera-
tion. These countries shall cautiously priori-
tize which institutions shall be helpful from 
day one of transformation, for instance OSH 
council consisting of company representatives 
to drive industry initiatives, and which ones 
shall be deferred till the OSH system is estab-
lished (e.g. OSH research institutes).

Legal framework: set the rules 
of the game
BCG experience with OSH transformations 
demonstrates that the first line of initiatives 
shall be concentrated around establishing 
and enforcing minimal sufficient safety stan-
dards on the industry. This is why develop-
ment of a proper legal framework is always 
one of key activities from the very first start 
of reforms. Together with governance struc-
ture it sets the basis for all OSH activities 
in the country. Interestingly, the structures 
of OSH legislation resemble one another 
in majority of countries with developed 
OSH systems and consist of four types of 
documents: key OSH act, subsidiary non-

Sources: BCG analysis

Exhibit 3 | Types of OSH institutions supporting key authority
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In Singapore the role of key regulator is 
taken by a dedicated division of Ministry of 
Manpower (MoM) which oversees all key 
OSH activities and :

 • Develops legislation and obligatory 
standards;

 • Inspects and enforces compliance 

 • Defines direction for awareness and pre-
vention activities

 • Collects statistics and oversees com-
pensation activities

The Ministry closely cooperates with WSH 
Council (comprising MoM and industry 
representatives) which is responsible for 
awareness, educational and prevention 
activities, but also provides expert support 
to MoM. Together the two bodies devel-

oped the Workplace Safety and Health 
Strategy 2018 for OSH prevention activities 
and the WSH has primary responsibility 
to implement the strategy. The Council 
is also supported by WSH research 
institute that develops safe work practices 
to be promoted.

Other industry and employee associations 
whose key activities are not limited to OSH 
are also actively encouraged to lead their 
own awareness campaigns.

An important characteristic of the Singa-
pore system is also involvement of private 
companies into the OSH system. To reduce 
the burden on inspectorate department, 
MoM requires certain types of companies 
with high OSH risks to hire private OSH 
auditors that perform more regular OSH 
inspections, but whose fairness is con-
trolled by the ministry.

SINGAPORE OSH GOVERNANCE STRUCTURE

Sources: BCG analysis

Exhibit 4 | Singapore OSH Governance structure
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technical legislation, industry-level regula-
tions and technical standards and compli-
ance guidelines for the foregoing.

During the transformation process the Core 
OSH Act is created right at the beginning of 
the reforms since it fixes all the core princi-
ples of OSH, e.g. governance structure, gener-
al responsibilities of parties, enforcement 
procedures and other key principles of OSH 
systems. It is later complemented by subsid-
iary legislation that either further specifies 
duties and procedures enforced by the OSH 
Act or presents obligatory technical stan-
dards for specific topics.

The key decision when developing OSH legis-
lation is balance between the “goal-based” and 
“prescriptive” approaches. The first one im-
plies that regulator sets certain requirements 
to companies, but does not prescribe one 
obligatory way to meet them. For instance, 
the regulator might require employer to reg-
ularly conduct safety risk assessments. How-
ever it may give discretion as to how often 
such assessments should be conducted, who 
should do it and how it should be structured. 

Such an approach gives more freedom to em-
ployers to develop their own safe work prac-
tices and promotes their involvement into 
OSH activities reaching beyond obligatory 
minimums. On the other hand regulations of 
such type are potentially harder to enforce 
– they require the educated judgment of in-
spector to determine whether employers 
practice is compliant with the law and thus 
OSH inspectors need to have quite large ex-
perience in OSH matters as well as profound 
technical education to be able to substantiate 
their view. That said, broadly based regula-
tion has the advantage that it can more easily 
accommodate new technologies and will not 
become out of date as a result of the adop-
tion of new working practices.

The other approach to regulations is the “pre-
scriptive” one – when regulator in many de-
tails defines one and only compliant way to 
perform certain work activities. For instance 
most OSH bodies will have a standard for as-
bestos that would thoroughly describe the 
only safe way to treat the substance. Viola-
tion of any part of such standard will lead to 
enforcement actions. The clear benefit of 

Sources: BCG analysis

Exhibit 5 | Best practice structure of legal framework
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such approach is transparency of the legisla-
tion, however the regulator will never have 
the capacity to develop and enforce prescrip-
tive standards for all work activities in all in-
dustries. Moreover any excessive regulation 
will face opposition from industry that might 
be confused or overburdened by the over-
whelming amount of obligatory standards.

Naturally no country follows solely prescrip-
tive or goal based approach: e.g UK legisla-
tion is skewed towards goal-based one, how-
ever it does still have some detailed 
prescriptive standards for example in relation 
to hazardous chemicals. On the other hand, 
US regulators, although probably inclining 
tothe most prescriptive approach with techni-
cal standards reaching 600 pages for one in-
dustry, will still leave some topics subject to 
looser enforcement.

Such differences are driven by numerous fac-
tors, such as severity of OSH situation in the 
country, industry attitude towards prescrip-
tive regulations, specifics of legal system, en-
forcement capabilities of the regulator and 
general cultural differences including in rela-
tion to the overall societal approach to regu-
lation. For instance in the above example UK 
businesses are reluctant to have a strict regu-
lator prescribing a unique compliance mecha-
nism for a particular safety issue but are will-
ing to lead OSH initiatives themselves. In US 
on the contrary generally the legislation (not 
only OSH related) is more complex and pre-
scriptive, thus businesses require clarity from 
the regulator on exact minimal requirements 
to minimize the need for judgmental factors 
during the inspections and litigations.

The key success factor is to balance the two 
approaches in line with industry attitude to-
wards regulations and to introduce prescrip-
tive legislation only for most problematic ar-
eas (defined in terms of inherent risk and/ or 
OSH performance), while remaining goal-
based on other matters. The problematic ar-
eas might be defined at industry levels (for 
instance many countries will develop specific 
prescriptive standards for Construction or Oil 
& Gas industries) or at the level of specific ac-
tivities (as mentioned before, all countries for 
example will have very detailed regulations 
for hazardous chemical substances).

To make sure the developed regulations meet 
the demands of the industry government 
should always pre-align the proposed legisla-
tion with industry representatives or even en-
gage them into development of such regula-
tions. This can be achieved through industry 
associations and special advisory committees 
(temporary or permanent) described in gov-
ernance section. Cooperation with such enti-
ties will help create legislation fit for local 
culture and thus increase its adoption level 
by private companies. 

Enforcement: force compliance 
through robust inspections
Development of legislative framework  
should naturally be accompanied by creation 
of proper enforcement system for it, another 

For transformation process the choice 
between two approaches right at the 
start is one of the most crucial. Failure 
to account for the above mentioned 
factors may lead to industry outrage 
towards the new legal framework that 
would require excessive OSH actions. 
A possible example here might be the 
experience of New Zealand which during 
the reforms to large extent based its new 
regulations on Australian ones. This was 
a very good choice for the high risk 
industries such as oil and gas where 
the Australian regime was appropriate 
to both the risk and the circumstances 
of the New Zealand companies that 
often have strong trans-Tasman links. 

The wholesale adoption of Australian 
legislation for all sectors gave rise 
however to problems where there were 
significant differences between the two 
countries. For example worker represen-
tation rights in the Australian legislation 
were based on strong levels of trade 
union representation which was not the 
case in New Zealand. Hence the New 
Zealand Parliament ultimately changed 
the legislation to reflect this difference 

EXHIBIT 6 | NEW ZEALAND 
LEGISLATION DEVELOPMENT
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pillar of transformation framework. It first of 
all means establishing dedicated OSH inspec-
torate team and developing its capabilities. 
OSH inspectors should possess a broad vari-
ety of technical skills to be able to identify 
hazards and recommend adequate steps 
to mitigate them. 

However, simply employing professionals 
with relevant technical background and  
work experience will not do the job of estab-
lishing a strong enforcement system: inspec-
tors should also have deep understanding  
of defined OSH principles and possess broad 
OSH professional skills such as hazards iden-
tification or accidents investigation. Finally, 
some complex industries like Oil& Gas will 
require from inspectors industry-specific 
knowledge and even work experience in the 
sector in order to properly identify risks  
and mitigation strategies.

Countries generally have two approaches to 
form the inspectorate team: either to hire in-
dustry safety professionals that already pos-
sess majority of required skills to conduct in-
spections or to hire recent graduates and 
provide them on the job training. While the 
first approach obviously would require fewer 
resources from OSH authority to establish 
proper inspectorate, in countries where OSH 
system is underdeveloped there might be se-
vere lack of relevant industry professionals.

The solution to that might be the second ap-
proach – by hiring recent science graduates 
and industry employees with limited work 
experience the regulator might easily fill the 
resource gap given lack of OSH professionals 
available on the market. The drawback to 
that is that regulator needs then to develop 
robust training program for such inspectors 
to ensure their professional development. 
Such approach was for instance used by New 
Zealand faced with the need to grow its in-
spectorate almost two times in short time-
frame. The WorkSafe New Zealand devel-
oped a robust training program aimed at 
graduate level hires: it consists of induction 
1-month fulltime training, regular modules 
within next 12-18 months as well as of multi-
ple examinations. Even more robust on-the-
job training program is in place in UK, coun-
try that historically relies on the above 

recruiting approach. Newly hired HSE in-
spectors are subject to 2-3-year educational 
program before they may be considered in-
dependent inspectors. 

Apart from making sure the inspectorate has 
sufficient qualified workforce to perform in-
spections, the regulator should make sure the 
procedures are in place to choose the inspec-
tion targets wisely. In order for the inspector-
ate to prioritize its enforcement activities 
and focus them on the most probable areas 
of infringement, the key is to have up-to-date 
accurate data on number of accidents, their 
severity and where and why they occurred. 
Investing in statistics collection procedures 
(enforcing reporting of accidents by employ-
ers, collecting data from health authorities 
etc) if done properly will allow the regulator 
to promptly react to OSH issues. For example 
in 2016 the Singaporean regulator launched 
targeted inspection campaign for the con-
struction sector since the collected accident 
statistics in the first months of the year 
showed a surge in the number of accidents 
in the industry. As a result of the campaign, 
the regulator managed to reverse this ad-
verse trend and prevent many more OSH ac-
cidents in the industry.

Awareness and prevention: moti-
vate industry to improve further
Although legislative and enforcement activi-
ties are essential pillars of the transforma-
tion process, they should be accompanies by 
another stream of activities, namely raising 
awareness and ensuring buy-in from employ-
ers and employees. The role of regulating au-
thority should not be limited to developing 
and enforcing minimal OSH standards; it 
should also make sure awareness, prevention 
and educational activities are in place to mo-
tivate employers and employees to engage.

Such additional activities of the regulator 
may include workshops with management 
on OSH issues, nationwide campaigns to pre-
vent certain types of accidents (e.g. fall pro-
tection), educational materials and newslet-
ter on safe work procedures distributed 
on-line and offline, OSH excellence certifi-
cates, media appearance of regulator repre-
sentatives and many more. They should seek 
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to both motivate the employers and employ-
ees to take action on OSH, but also provide 
knowledge on how to achieve success. The 
choice of the set of the promotion activities 
should then be made taking into account 
a number of principles: 

Reaching a broad audience 
The activities shall reach out to all involved 
stakeholders: 

 • Management of companies to ensure they 
understand the reasoning to invest 
resources in OSH

 • Work supervisors so that they understand 
the technical safety requirements to 
hazardous work activities and understand 
their responsibility for safety of their 
workers

 • Workers for them to understand the 
importance of compliance with safety 
standards, takingpersonal responsibility 
for their safetyand that of their co-work-
ers and their rights to refute unsafe work 
processes 

Each level of industry may well require sepa-
rate initiatives to be driven by regulator or 
NGO entities supporting the regulator. For ex-
ample the common way to reach company 
management is organizing national conferenc-
es or industry-wide workshops. Naturally such 
approach could never be applied to work su-
pervisors or workers themselves given the size 
of the audience. The latter groups would thus 
require direct “ on site” communication like 
“toolbox talks” (i.e. short regular safety talks 
at the worksite), online training, distribution 
of off-line educational materials etc.

Targetting critical issues
The prevention, awareness and educational 
campaigns should focus on most hazardous 
industries and most common injury types in 
the same way as the inspection, legislation 
and enforcement activities do. This way the 
awareness activities will complement other 
initiatives and significantly amplify the pres-
sure for improvement.

Engage the industry
Although the key OSH authority should drive 
the awareness and prevention campaigns 

Sources: BCG analysis

Exhibit 7 | Key channels for awareness and prevention activities
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to make sure they are well-aligned with  
national OSH priorities, it should also  
engage the industry in driving such activities 
on their own. This can be achieved, for  
instance, through partnering with industry 
associations or trade unions to hold joint 
OSH promotion activities, campaigns or  
conferences. Such associations often have 
broad direct outreach to specific industry 
bringing clear benefits to the campaign: 
broader audience, better understanding  
of industry-level OSH issues and higher  
buy-in of industry representatives and  
workers. For example WSH Council in  
Singapore not only drives its own media 
campaigns such as OSH day, but also  
promotes separate industry associations  
to hold own programs on OSH (e.g. MInd-
SET) program fully driven by Association  
of Singapore Marine Industries)

Adjust messages to the audience  
and understand cultural dynamics
The last but not the least principle is  
to understand the country specifics and  
culture that might affect the success of the 
promotion campaigns. For instance, in coun-

tries where the value of OSH measures  
may not be understood and be wrongly  
regarded by management and general public 
as an excessive cost to business, the regulator 
will need to invest more in direct communi-
cation with management: through open-talks, 
workshops or even direct one-on-one meet-
ings with the industry representatives. For  
instance in New Zealand before the start  
of OSH reform a common attitude was  
that many OSH initiatives are a sunk cost  
for business. To reverse this WorkSafe  
New Zealand conducted broad media  
campaigns and held public talks with  
regulator representatives on the issue.  
Moreover, given very disperse location  
of many employer, WorkSafe regulators 
spent resources to travel to such locations  
to directly reach the company representa-
tives and communicate the coming changes.

Prioritization:  
how to navigate through  
complexity of transformation
Any transformation activity is a lengthy  
process requiring significant resources  

Sources: BCG analysis

Exhibit 8 | Common messages to raise worker’s awareness
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and commitment for change. BCG frame-
work of OSH transformation gives a holistic 
structure of the required steps to build  
effective and robust OSH management  
system. Still, and many times noted without 
proper focus in all of the pillars the program 
might lose its momentum as the regulator 
will be overwhelmed by the variety and 
complexity of tasks. To avoid this, clear  
understanding of goals and strict prioritiza-
tion of actions is required, especially when 
dealing with emerging markets transforma-
tions. Such countries are often under pres-
sure to achieve quick results given soaring 
injury rates, but at the same time they  
often lack properly established elements  
of the transformation framework, be it trans-
parent governance structure, robust legal 
framework, capacity of enforcement system 
or general awareness & prevention culture 
and safety education of the industry.

Some activities, namely establishment of clear 
governance structure, development of key act, 
establishment of inspectorate unit with proper 
procedures in place and raising minimal aware-
ness on OSH importance, should be conducted 
right at the beginning of the reforms. However 
other activities within key pillars should be heav-
ily prioritized and focused around hazardous in-
dustries and activities. For instance legislation 
development, especially technical standards, is a 
lengthy process requiring multiple alignments 
with the industry and sometimes other govern-
mental authorities, making it practically impos-
sible to develop them for all industries simulta-
neously. Thus countries normally focus initially 
on industries causing majority of injuries, e.g. 
construction or mining, and then gradually con-
tinue legislative effort for remaining ones. A sim-
ilar approach is required to all activities, be they 
enforcement actions, awareness programs, pre-
vention or education campaigns.

Covered
industries

Key
governance

changes

Legislation

New WSH
framework
developed

Defined key
principles of
future legal
and
prevention
activities

Other
activities

Construction, Shipyards, O&G

﴿ Ministry of Manpower
 takes key responsibility for OSH
﴿ Advisory committee established

All industries

﴿ Advisory committee
 transformed to WSH council
 - Bipartite body advising MOM and
   conducting awareness programs

﴿ Research institute
 created
 - Develop OSH best practices

2005 2006 2007 2008 2009 2010 2011 2012 - 2015

Key OSH
Act
introduced
Limited
industry
coverage

Launch of
OSH
strategy
2015
Covers all 
prevention 
activities

Implemen
-tation
of the
strategy

Revamped
OSH
strategy
2018

Sector
OSH
strategies 
For problem
industries

Implementation
of the strategy

Graduate development of subsidiary legislation and technical standards

Gradual extension of Key OSH Act coverage to all industries

Healthcare, Hospitality, 
Maintenance, Utilities

Sources: BCG analysis

Exhibit 9 | Singapore transformation timeline
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As discussed earlier, investing 
in Occupational Safety and Health 

initiatives brings clear benefits to all major 
stakeholders: employees benefit from better 
working conditions, governments decrease the 
cost of compensation payouts expenditure, 
gain a better image on international arena 
and lose less economic output and employers 
can more easily attract new employees.

The BCG framework of OSH transformation 
provides a clear overview of what activities 
shall be the focus of governments from day 
one to ensure success. The first building block 
is establishing transparent and centralized 
governance structure easing decision making 
and creating clear accountability. Develop-
ment of laws are regulations and building ap-
propriate enforcement system for them are 
two more pillars positioned to set general 
rules for the industry to ensure sufficient 
safety standards. Awareness and prevention 
activities build on these pillars to motivate 
the industry voluntary engage in improving 
safety standards and even to go beyond the 
legal requirements driving own efforts to in-
crease workers’ well being.

Still even with clear structure presented 
above, the transformation process of OSH 
system is incredibly complex, especially in 
developing markets. A wide variety of stake-
holders is involved with often opposing 
views, the transformation requires major 

law-writing efforts leading to bureaucratic 
proceedings, cultural aspects may hinder the 
promotion of safety – these are only the few 
of potential issues governments might face. 
To help them successfully navigate through 
transformation journey, the international ex-
perience of successful countries presents few 
valuable lessons.

First of all, is hard to overemphasize the 
need to prioritize  activities. Governments al-
ways have resource limitations and can be 
overwhelmed by the range of tasks required 
to reverse the OSH situation. To avoid this 
clear understanding of underlying issues and 
key hazards on workplaces in particular 
country is required to focus initial push on 
most challenging topics to achieve quick 
wins and maintain momentum of the trans-
formation.

Secondly, naturally, the experience of other 
countries proves to be invaluable to under-
stand the key principles of successful OSH 
system, as described in details earlier. 
A range of international organizations 
and expert communities like ILO, IOSH, 
NEBOSH and many more are in place to sup-
port other governments with advice and best 
practices. Still it is always crucial to adapt 
such advice to local realities, since what 
works in one country might prove useless 
in another due to different legal, cultural 
or economic differences.

SUMMARY:  
ENSURING THE SUCCESS 
OF TRANSFORMATION
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Finally governments should not attempt to go 
through all transformation stages alone – they 
should to the largest possible extent engage 
business and employee communities in the 
process. It will help avoid mistakes in establish-
ment of the systems since industry and em-
ployee representatives often have profound un-
derstanding of real OSH issues in the country. 
Moreover, it wll provide the government with 
additional resources to hold prevention cam-
paigns, educational projects and will help 
switch the attitude towards OSH activities from 
simple compliance with minimum standards to 
employers taking a lead on the issue.

Whilst the evidence shows that governments 
need to invest heavily in order to increase 
the effectiveness of their OSH systems and 
that this can be achieved only with the active 
participation of all involved the workplace, 
it is equally clear from the various country 
examples that major successes can be 
achieved in a relatively short timescale.  
Commitment to a transformation program 
and recognition of the factors outlined  
above will bring real and swift reward  
by way of humanitarian, reputational and 
economic benefits.
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