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a b s t r a c t

Many organizations are adapting to the requirements of occupational health and safety management
systems worldwide. Despite the considerable acceptance of the systems for managing occupational
health and safety in organizations, there is still no clear consensus on their effectiveness. The present
study aimed to identify potential areas for improvements based on the experience and perception of the
managers who worked in companies that are adopting the occupational health and safety assessment
series 18001 standard in Iran. Sixteen semi-structured interviews were conducted with the managers. A
qualitative study design using a grounded theory approach was used to analyze the gathered data. Eleven
categories emerged to explain the influencing factors that hinder or facilitate the effectiveness of the
standard in the companies: (1) management commitment; (2) safety communication; (3) employee
involvement; (4) integration; (5) training; (6) safety culture; (7) internal incentives; (8) enforcement; (9)
occupational health and safety authority' support, (10) auditing, and (11) external incentives. Moreover, a
conceptual model was developed based on the categories. The commitment of the senior managers to
safety and their support of the system in practice can facilitate the improvement of the adaptation to the
standard in the companies. Conducting efforts to train employees about occupational health and safety
and to involve them in the practices required by the standard can help the companies in creating a
positive safety culture. The development of a new inspection program with more enforcement on
occupational health and safety legislation by the authorities would help the companies to adopt the
requirements of the legislation. The application of an enforced policy by accreditation bodies to check the
third-party auditing process could also increase the quality of auditing and help to improve the effec-
tiveness of their systems to achieve a better occupational health and safety performance.

© 2016 Elsevier Ltd. All rights reserved.
1. Introduction

The number of organizations that are adapting to the re-
quirements of Occupational Health and Safety Management Sys-
tems (OHSMS) has considerably increased worldwide in recent
decades. These enterprises used OHSMSs due to the presumed
positive effects of the systems on the performance of Occupational
Health and Safety (OHS) (Fern�andez-Mu~niz et al., 2009; Frick,
2011). The Occupational Health and Safety Assessment Series
(OHSAS) 18001 standard is a well-known OHSMS and has gained
considerable acceptance worldwide since its publication in 1999
(Chang and Liang, 2009). Although a large number of organizations
are adopting the requirements of OHSMSs, there is still no clear
ty, Finland.
consensus on their effectiveness (Goh and Chua, 2013).
Prior studies have found that the commitment of all levels of an

organization, especially top management (BSI, 2007; Gallagher,
2000; LaMontagne et al., 2004), management promises and sup-
port (Chen et al., 2009), employee involvement (LaMontagne et al.,
2004), and OHS training and communication (Fern�andez-Mu~niz
et al., 2009, 2012a; Gallagher, 2000) can influence the effective-
ness of an OHSMS. The degree of an OHSMS implementation, the
features of the interested enterprises, the maintenance of the sys-
tem, the features of the employed OHSMS, financial resources, the
number of employees available to perform OHS activities, and the
external environment were found to be the other important factors
that can impact the success of an OHSMS (Bluff, 2003; Robson et al.,
2007). Furthermore, the national regulations and authority handling,
non-governmental safety standards, and national economic wealth
and culture have been identified as external influencing factors on
the safety performance of organizations (Kjell�en, 2012).
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Other studies have mainly discussed the role of an OHSMS and
safety culture/climate in ensuring the safety in organizations
(Fern�andez-Mu~niz et al., 2012b; Gill and Shergill, 2004). Lai et al.
(2011) reviewed the main constructs of the safety culture,
including safety training, communication and feedback, employee
participation, and management commitment to safety. They
considered these constructs as practices of human resources that
can positively influence the outcomes of an organization.
Vinodkumar and Bhasi (2011) found that OHSAS 18001-certified
companies had the highest level of management commitment;
safety training; workers' involvement; safety communication and
feedback; safety rules and procedures, and safety promotion pol-
icies compared with organizations with ISO 9001 certification or
non-certified companies.

Managers' commitment to safety must be demonstrated in their
words and observable in their actions in an organization (Hofmann
et al., 1995). Top managers should prove their commitment to
safety through active involvement in safety inspections, by
encouraging and reminding workers to do their job safely, and
financially supporting safety programs (Lai et al., 2011). This kind of
commitment can be considered as a major factor for the success
and sustainability of safety interventions, and it can effectively
reduce injuries and illnesses in a workplace (Lai et al., 2011; Zohar
and Luria, 2003).

Employee participation in safety practices is a decisive factor in
safety management. Employees who are closely involved with the
work should be empowered as the most qualified people to engage
in organizations' decision-making and make suggestions for safety
improvements (Lai et al., 2011; Vredenburgh, 2002). Incentives
such as rewards can influence employee involvement in OHS ac-
tivities and promote safe behaviors in an organization (Fern�andez-
Mu~niz et al., 2007).

In addition, safety training and communication are other
important factors that could influence the effectiveness of an
OHSMS. Safety training helps employees to improve their knowl-
edge, skills, and abilities to safely perform their jobs. It can also lead
to an increase in the knowledge of employees that they have
enough information about the importance of safety in their jobs
and even mitigate accidents in the workplace (Lai et al., 2011). A
proper safety communication between managers and employees is
a significant safety management practice that positively influences
the safety performance of organizations (Fern�andez-Mu~niz et al.,
2012b; Vinodkumar and Bhasi, 2011). Zachariassen and Knudsen
(2002) identified promotion in the transfer of OHS knowledge,
the description of employees' OHS responsibilities, and active
involvement of employees in OHS practices as positive results of
the integration of OHS risk management into organizational prac-
tices and frameworks.

Few studies have been conducted on the effectiveness of
OHSMSs, especially the effect of OHSAS 18001 on safety perfor-
mance (Robson et al., 2007; Vinodkumar and Bhasi, 2011). A review
of the literature revealed that a scarce number of studies have been
conducted and published on the factors that influence the effec-
tiveness of OHSAS 18001 in Iran. The study of Ghahramani and
Summala (2015) showed that implementation of OHSAS 18001
and certification in Iran did not indicate a lower occupational injury
rate during the certified years in manufacturing companies.
Another study conducted by the author found that the imple-
mentation of OHSAS 18001 in Iran does not guarantee the
improvement of safety climate in the companies (Ghahramani,
2016). However, the main objective of the current study was to
identify the factors that influence the effectiveness of OHSAS 18001
based on the perspective of the participants in the adopting com-
panies and the results are shown below.
2. Method

The present study was conducted in the West Azerbaijan
province in Iran. The participants of the study consisted of sixteen
managers, including fifteen male and one female. The managers
worked in three OHSAS 18001-certified manufacturing companies.
The companies were producers of chemical and goods used in
construction. The number of employees who worked in the com-
panies varied from 230 to 400. Two of the companies were certified
in 2002 and one of them became certified in 2007. The managers
requited to the study based on their experience in the companies
and on their familiarity with the management system. The pre-
liminary assessment showed that the higher level managers of the
companies participated in the OHSAS 18001 courses, managed the
OHSAS 18001 practices in their units, and they were internal au-
ditors of the management system. In addition, all OHS managers
recruited to the study because of their direct roles in the manage-
ment of OHS and the maintenance of OHSAS 18001 in the com-
panies. The roles of the participants in the companies were as
follows: representatives of the companies' senior managers in
OHSAS 18001 (n ¼ 3); OHS manager (n ¼ 5); production managers
(n¼ 4); maintenancemanager (n¼ 3), and administrative manager
(n ¼ 1). The field of education of the interviewees was different:
engineering (n ¼ 15) and history (n ¼ 1). The mean age of the
participants was 41.56 ± 6.61 years, and their mean working
experience was 15.44 ± 5.80 years.

The face-to-face semi-structured interviews with the partici-
pants were conducted in Azerbaijani Turkish. The main topic of
the interviews was discovering the factors that can impact the
effectiveness of OHSAS 18001. The interviewes had the same
opening questions: “What factors from inside/outside your orga-
nization impact the maintenance and improvement of the system?
What influencing factors can decrease or increase the effective-
ness of OHSAS 18001 in the management of OHS? How can the
effectiveness of OHSAS 18001 be improved in your company?” All
interviews were anonymous and voluntary. The interviews were
conducted by the author in the participants' offices. The in-
terviews lasted from 20 to 70 min. The interview-format was pre-
tested in two pilot interviews, which were excluded from further
analysis.

All interviews were recorded and transcribed verbatim. The
line-by-line coding and content analysis were applied for analysis
of the data. After reading the transcribed responses to the research
questions for several times and applying the open coding (line-by-
line analysis), the data labeled and grouped into categories. The
identified categories conceptualized further by specifying the
relationship between the categories and integrating them into new
form to generate new major categories (factors or themes). Then
the factors were categorized into two main groups of inside and
outside. Both manifest and latent content analyses were used to
determine the presence of concepts in the raw data. The manifest
content analysis was used for coding the data to identify the
existing themes based on direct observations and direct quotes
from the interviewees. Latent content analysis was employed for
determining the underlying meaning of the data (Mullai and
Paulsson, 2011; Smith, 2003). Then the grounded theory method
was used for theoretical modeling of interviewees' perspectives
about the factors that influenced the effectiveness of OHSAS 18001.
Grounded theory is a suitable method to discover new or known
areas from a fresh perspective. The resulting theory can offer
insight, enhance understanding, and provide a meaningful guide to
action. The basic action is a continuous comparison of theoretical
constructs with raw data (Corbin and Strauss, 2008; Stave and
T€orner, 2007).
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3. Results

The analysis of the data indicated eleven categories of factors
influencing the effectiveness of OHSAS 18001. These categories
include management commitment, safety communication,
employee involvement, integration, OHS training, safety culture,
internal incentives, OHS enforcement, OHS authority' support,
OHSAS 18001 auditing, and external incentives. The categories
were divided into two groups of factors related to inside and
outside the organization. These factors can impact the OHSAS
18001-adopting companies during maintenance and improvement
of the requirements of the standard. The detailed analysis of the
data generated a model that was grounded in the data (Fig. 1). The
categories that emerged are presented in the following section.

3.1. Factors inside the organization

The participants expressed that the factors influencing the
effectiveness of OHSAS 18001 inside the companies are manage-
ment commitment, safety communication, employee involvement,
integration, OHS training, safety culture, and internal incentives.

3.2. Management commitment

The participants emphasized that the most important influ-
encing factor on the effectiveness of OHSAS 18001 was senior
management commitment to safety. They were satisfied with their
seniormanagers' commitment to safety during the implementation
of the requirements of the OHSAS 18001 standard. However, the
managers' commitment decreased after the implementation and
led to the existence of a superficial OHSMS in the companies.

Without the true commitment of a senior manager to safety,
nothing can improve the OHS performance in an OHSAS 18001-
certified company. The company performs OHS tasks in tradi-
tional ways and calls them as systematic. (Participant 13)

The participants stated that their top managers were not
actively involved in the OHS and OHSAS 18001 practices. The
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Fig. 1. Model of factors influencing th
specified tasks of the managers in OHSAS 18001 were entirely
performed by their representatives in OHSAS. The interviewees also
stated that individual engagement of senior managers in OHS and
OHSAS 18001 practices can be a good way for improving the
enthusiasm of employees to participate in the practices.

The practical meaning of the representative of the senior man-
ager in our companies (in Iran) is that the senior managers do
not have enough time for conducting their responsibilities in a
management system; therefore, they appoint representatives to
do their tasks in OHSMS. The managers assume that their
management responsibilities in a certified company are sepa-
rate from their responsibilities in a management system.
(Participant 1)

The participants mentioned some situations that can be
considered as evidence for the lack of senior managers' commit-
ment to safety such as a lack of enough delegation of authorities to
other managers, especially OHS managers; poor attitude of senior
managers about OHSAS 18001 and safety; lack of priority to OHS
comparewith production; insufficient OHS knowledge of managers
and employees; and inadequate financial support of the system.
Senior managers did not ask other managers about their re-
sponsibilities in the system, and they did not try to determine the
root causes of the existing shortcomings of OHSAS 18001 in the
companies. Lack of topmanagers' commitment to the requirements
of OHSAS 18001 was an obstacle to the effectiveness of OHSAS
18001 in improving the OHS performance.

A management representative in OHSAS 18001 receives power
from the top manager. If the manager does not sincerely believe
in the positive effect of the existence and development of the
system, the management representative will not get enough
authority to carry out his duties in the system. This situation can
lead to an organization without a system for management of
OHS. (Participant 1)

Top managers of Iranian organizations do not give enough pri-
ority to OHS comparedwith production. They look at OHS issues
as minor issues in the companies. Creating a positive mindset
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for the managers about the effect of OHSwill be a more effective
way to improve the OHS and OHSAS 18001. (Participant 12)

3.3. Safety communication

The interviewees pointed out that there was a lack of internal
and external safety communication in the companies. The man-
agers who conducted the majority of OHSAS 18001 practices did
not communicate and consult with employees about OHS issues.
The internal communication procedure did not consult with and
involve employees in OHSAS 18001 practices, such as hazard
identification and risk assessment, incident investigation, and
proposal and application of control measures in their workstations.
Thus, employees did not understand their responsibilities in OHSAS
18001. Employees were not interested in communicating with their
managers and supervisors about OHS issues, because they feared
dismissal from the companies due to the lack of job security.

There is lack of communication between managers and em-
ployees in our company. The managers did not communicate
with the employees about OHS/OHSAS 18001 practices that they
are responsible to conduct them and did not share OHS infor-
mation with the employees. The employees did not communi-
cate with their managers and supervisors about existing OHS
problems and questions. (Participant 4)

3.4. Employee involvement

According to the participants, the employees of the companies
were not actively involved in OHS/OHSAS 18001 practices. The
employees did not engage in crucial practices to minimize the OHS
risks in the companies such as hazard identification and risk
assessment. The OHS/OHSAS 18001 practices were not seen as
routine activities by employees, because they were mainly per-
formed by OHS officers. The interviewees identified employee
engagement as an important factor in the transformation of
documentation (mechanical system) to practice (operational sys-
tem). One participant noted, “The practices of OHSAS 18001 are
usually seen as extrawork; therefore, we cannot expect a successful
system in our company” (Participant 3). Another participant added
further:

The implementation of the requirements of the OHSAS 18001 in
a company creates a huge amount of documentation. The sole
way to transform the written OHSAS 18001 procedures and OHS
instructions to practical habits for employees is use of them in
practice. Therefore, without involvement of employees in
OHSAS 18001/OHS practices, the requirements of the OHSAS
18001 standard remain on paper. (Participant 13)

The interviewees pointed out the main obstacles to employee
participation in OHS/OHSAS 18001 practices. These factors included
inadequate knowledge about OHS/OHSAS 18001, a lack of famil-
iarity with the need for participation in OHS, shortage of infor-
mation about the positive impacts of OHS participation, a poor
attitude about OHS/OHSAS 18001, insufficient motivation, and
scant job satisfaction.

3.5. Integration

Participants raised the lack of integration of OHSAS 18001
throughout the process and organizational frameworks as another
important barrier to create an effective management system. The
interviewees explained that the employees of the organizations
considered OHS/OHSAS 18001 practices as the duties of safety
managers. The OHSAS 18001 practices were assumed as extra tasks
compared with their routine work activities. There was a common
viewpoint that the practices of the OHSAS 18001 were separate
from their traditional (routine) activities in the companies even
some years after the certification.

In most of the Iranian organizations, the practices of manage-
ment systems were employed in such a way that personnel of a
certified company presume them as separate actions from their
routine activities. Therefore, they perform the routine tasks of
their jobs and are not interested in performing tasks involved
with OHS/OHSAS 18001 practices. (Participant 3)

They mentioned the point that the OHS/OHSAS 18001practices
were not performed on a daily basis. The companies mostly created
the required documents a short time before external audits to
prove the existence of required evidence to external auditors.

In our company, the majority of required documents was made
one month before external audits. Unfortunately, OHS/OHSAS
18001 practices were not conducted daily because employees
did not sincerely believe the importance of OHS and OHSAS for
improving OHS performance. They also did not know why they
had to carry out such practices. (Participant 14)

3.6. OHS training

Most of the participants emphasized that providing OHS
training for employees could improve the effectiveness of OHSAS
18001. They stated that OHS training for employees is a continuous
process. The use of different methods of training such as on/off the
job training, provision of bulletins and videos, as well as displaying
OHS posters can help employees to gain a better understanding of
OHS. A lower level of workers' education was an obstacle to
providing good safety training. In addition, the quality of safety
training impacted the employees' attitude and behavior regarding
OHS and OHSAS 18001. The interviewees stated that personnel of
the companies usually know how they should carry out their re-
sponsibilities, but they do not know why they should perform
them. One participant pointed out the role of high-quality safety
training in the improvement of safety culture and its influence on
the effectiveness of OHSAS 18001: “Personnel have to learn about
why they conduct OHS/OHSAS 18001 practices. They should learn
about the positive effects of OHS and OHSAS 18001 on their work
and the company” (Participant 15).

3.7. Safety culture

The participants reported that the safety culture of an OHSAS
18001-adopting company influences the effectiveness of OHSAS
18001. Lack of practical efforts to improve the level of safety culture
was an obstacle to the effectiveness of OHSAS 18001 and could lead
to the existence of a paper-only system. They described how the
companies can enhance the culture of safety.

The improvement of safety culture can be achieved through
providing high-quality safety training and explanations of
OHSAS 18001 procedures and instructions by all staff, especially
the front-line employees. Otherwise, the system remains as a
system only on paper and it is not used by employees in daily
practice. (Participant 9)
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The interviewees pointed out that the efforts conducted by an
OHSAS 18001-adopting company can increase the level of safety
culture and help to achieve a satisfactory safety performance. They
also affirmed that the certification of OHSAS 18001 and the exis-
tence of procedures/instructions cannot alone automatically lead to
the improvement of OHS performance. One participant expressed
an opinion about the need for a good safety culture in the
companies:

It is impossible to observe and to supervise all employees every
minute to ensure that they perform their practices in a safe
manner. Therefore, it is essential to improve the level of safety
culture to a point that every employee in a certified company
thinks and behaves safely without the direct supervision of OHS
officers; that is, they would be self-controlled. (Participant 7)

The participants stated that the implementation of OHSAS
18001 and certification by a Certifying Body (CB) are not difficult
tasks. Whether managers and employees of a company be inter-
ested in implementing the requirements of the OHSAS18001
standard, they would eagerly conduct the OHSAS practices to
achieve continuous improvement in OHS performance. This factor
was stated as one of the important factors in the success of OHSAS
18001. More time is needed for the institutionalization of a positive
safety culture and more efforts must be made by personnel to
replace unsafe behaviors with safe ones. One participant suggested:

The best time for the implementation of the requirements of the
OHSAS 18001 standard is the time that the personnel of a
company sincerely believe in the importance of the manage-
ment system, and have an interest in practically implementing
its requirements. The most difficult part of the task occurs
during the time that a certified company wants to perform and
maintain the requirements of the OHSAS 18001 standard in
practice. (Participant 6)

The interviewees explained that the companies have extended
only a low-level of effort regarding safety culture. They asserted
that it may result from societal attitudes that place a lower priority
on OHS, the managers' poor attitudes toward safety, managers'
insufficient knowledge of the OHS, and lack of enforcement of OHS
legislation in the society.
3.8. Internal incentives

The participants expressed the opinion that the application of
incentive programs can motivate the employees to perform their
OHS/OHSAS 18001 tasks safely. It can also impact the effectiveness
of OHSAS 18001.

Incentive programs could be used to encourage the employees
who give more value to OHS issues and who have the best
performance in OHS to persuade other employees to eagerly
perform the OHS/OHSAS 18001 practices. Our experience shows
that incentives can make employees more motivated to uphold
OHS. (Participant 5)
3.9. Factors outside the organization

In addition to the factors within the adopting companies, other
factors outside the companies were mentioned by the partici-
pants. They believed that the enforcement of OHS legislation by
OHS authorities (the Ministry of Cooperative Labor and Social
Welfare, and the Ministry of Health and Medical Education) and
their supports, the auditing conducted by CBs, and external in-
centives influence the effectiveness of OHSAS 18001 in the
companies.

3.10. OHS enforcement

The participants reported that there is a lot of OHS legislation on
paper in Iran. However, the problem is related to the enforcement
policy regarding the implementation of the requirements of the
OHS legislation. They believe that the implementation of the
legislation can help to improve OHS and OHSAS status in the
adopting companies. The interviewees were concerned with the
OHS inspections that were conducted by the OHS authorities.
Sometimes, non-scientific suggestions of OHS inspectors negatively
affect the company, particularly the top managers. The participants
pointed out that external organizations, such as the OHS authorities
did not have any program for inspecting the quality of the imple-
mented systems. They noted that the development of new pro-
grams for inspecting OHSAS 18001-adopting companies and for
checking the quality of safety products such as personal protective
equipment can help the OHSAS 18001-adopting companies to
better maintain the system.

Enforcing OHS legislation and having a special program for
conducting inspections in the OHSAS 18001-certified companies
by the OHS authorities can be more useful for improving the
effectiveness of OHSAS 18001 in the certified companies.
(Participant 13)

OHS authorities, national standards organization or non-
governmental organizations (NGOs) must inspect and control
the quality and appropriateness of OHSAS 18001 in certified
companies. Such inspections can lead to increasing the quality
of OHSAS 18001and preventing the existence of decorative
systems in the certified companies. (Participant 2)

3.11. OHS authorities' support

Most of the respondents expressed that the OHS authorities'
support for the OHSAS 18001-adopting companies can help to
improve the system. These supports can include financial aid, OHS
training, as well as providing guidance and consultation regarding
OHS issues. The participants stated that the companies did not
communicate enough or communicate with the OHS authorities
about their OHS problems or questions. The participants also
stressed that the OHS training that is prepared by the authorities
should use mass media, especially TV.

The OHS authorities must properly guide and make suggestions
to companies about their OHS problems and questions. The
support of the authorities to persuade the companies can
include providing OHS training courses or videos, creating a
consultation center to respond to OHS questions, and suggesting
tax discounts and financial support for conducting OHS pro-
grams. (Participant 8)

3.12. Auditing

Most of the participants criticized the quality of third-party
audits. They mentioned that there is a high number of CBs in Iran
that compete to audit OHSAS 18001-adopting companies. The CBs
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conduct superficial audits in the certified companies. They lack
technical knowledge of their auditors' qualifications concerning
industrial processes and other special OHS related issues in the
companies being audited. Sometimes consulting companies have
been re-organized to work as CB companies. In certain cases, the
external auditors missed auditing important elements of the
OHSAS 18001 standard, such as the role of top management and its
commitment to OHS in the companies. The participants described
some cases in which the auditors made proposals for adopting
companies to conduct their OHS training courses or their OHS
measurements with a specific company with which they had work
relations. Considering these proposed actions, they did not conduct
a serious audit of an adopting company.

CB companies compete to persuade more organizations to
implement the OHSAS 18001 standard and to certify imple-
mented systems. Then they also try to encourage their cus-
tomers to extend their agreements with the certified companies
for future audits. Such situations influence the quality of their
audits. Sometimes, it leads them to conduct a superficial audit in
OHSAS 18001-adopting companies to certify or extend the cer-
tification period. Moreover, only later did the certified com-
panies learn themanner inwhich the OHSAS 18001auditors had
conducted their audits. (Participant 10)

Iranian organizations usually implement the requirements of
the OHSAS 18001 standard with the assistance of consulting com-
panies. The companies help the organizations prepare their
required procedures, instructions, and other documents based on
the requirements of the standard. They also conduct training
courses for the personnel of the organizations so that they are
familiar with the requirements of the standard or OHS issues. Some
of the companies changed their activities and became CBs some
years after they had worked as a consulting company.

In some cases, consultants of a company for the implementation
of the requirements of the OHSAS 18001 standardwho knew the
shortcomings of the implemented system come along with a
CB's auditing team to conduct an audit. Thus, auditors would
only reportminor non-conformities of the system, not themajor
ones. For example, I expected some major non-conformities in
some external audits of our company that could result in the
cancellation of the OHSAS 18001 certificate, but that did not
occur possibly due to these previous activities. (Participant 16)
3.13. External incentives

According to the participants, the existence of incentive pro-
grams for the OHSAS 18001-certified companies that experienced a
better OHS performance in a specified period can be a good moti-
vator for other companies to place more value on the OHS. It can
considerably impact the effectiveness of the OHSAS 18001 to
improve OHS performance in the adopting companies. The partic-
ipants did also point out the usefulness of an incentive program for
quality and environmental management systems in Iran.

When a company had a good level of improvements in its OHS
performance as audited by an external company (i.e., NGOs), it
was motivated to increase efforts to improve the OHS perfor-
mance. Other companies also learned about their success and
were encouraged to take part in such competitions. (Participant
11)
4. Discussion

The results of the present study indicated that senior manage-
ment's commitment to safety, safety communication, employee
involvement, integration, OHS training, safety culture, incentives,
OHS enforcement, OHS authority support, and OHSAS 18001
auditing can inhibit or facilitate the effectiveness of OHSAS 18001
in the adopting companies. This study categorized these factors
into two groups of internal and external factors using a grounded
theory approach.

Based on the findings of the current study, the research showed
that lack of a senior management commitment to safety was the
main barrier to the effectiveness of OHSAS 18001. Many studies
have emphasized the importance of senior manager commitment
to safety (Arboleda et al., 2003; Cooper, 2000; Fern�andez-Mu~niz
et al., 2007; Vinodkumar and Bhasi, 2010). Vredenburgh (2002)
stated that managers can manifest their commitment to safety
through job-training programs, management participation in
safety committees, consideration of safety in job design, and review
of the pace of work. The findings of this study were also concerned
with issues such as inadequate delegation of authority, lacking of
OHS programs' support, failure to give priority to OHS, unsatisfac-
tory feedback from other managers, and personnel's insufficient
knowledge about OHS. The identified reason for the existence of
these problems in the context of this study was the poor attitude of
senior managers to OHS. The lack of the commitment can result in
the existence of an unsuccessful and ineffective management sys-
tem. It seems that the enhancement of senior management
commitment to safety can lead to a successful OHSMS that
continuously improves OHS performance in the companies.

The results of this study indicated that the OHS and OHSAS
18001 practices were mostly conducted by a limited number of
managers, and the majority of employees did not participate in
performing the practices. This finding shows that the inadequate
participation of managers and employees in the OHS and OHSAS
18001 practices hindered the effectiveness of OHSAS 18001. This
finding is in line with the studies of Lai et al. (2011) and
Vinodkumar and Bhasi (2011) that reported employee involvement
as a decisive factor in the improvement of safety performance. The
resistance of personnel to participate in the OHS and OHSAS 18001
practices could be connected with the insufficient OHS and OHSAS
18001 knowledge, poor OHS attitude, job dissatisfaction, a lack of a
motivational program for participation, a lack of communication
and consultation about OHS issues in their workstations, and a lack
of commitment to safety. The manner that the companies
employed for the implementation of the requirements of the
OHSAS 18001 standard showed that they were in a hurry to
implement all the requirements before third-party audits were
conducted with the help of the consulting companies; this may be
related to the employees' lack of engagement. The resistance of
employees may result from the fact that they are less empowered.
The study of Cohen and Cleveland (1983) found that empowering
employees provides them with authority, responsibility, and
accountability for required decisions and ensures that both em-
ployees and managers are involved in setting goals and objectives.

The lack of adequate OHS training was found as an obstacle to
the effectiveness of OHSAS 18001 in the companies. The partici-
pants emphasized the need for OHS training, especially regarding
the positive effects of OHS and the systematic management of OHS.
They felt that employees should understand why they need to
perform the OHS/OHSAS 18001 practices. These findings are in line
with the study of Teixeira and Sampaio (2013), based on the pre-
vious studies, which confirmed that the lack of confidence in a food
safety management system resulted from a lack of information and
insufficient support and guidance. Providing high-quality OHS
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training can improve the employees' abilities to perform their
duties safely. It can also enhance the productivity of the companies
by positively affecting employees' behavior and decreasing the
number of occupational accidents and illnesses.

The existence of a poor safety culture in the OHSAS 18001-
adopting companies was identified as an obstacle to the effective-
ness of OHSAS 18001. Prior studies have reported that the imple-
mentation of OHSAS 18001 is not enough to create an effective
system, and the adopting companies should work harder to
improve the safety culture (Gordon et al., 2007; Granerud and
Rocha, 2011). Therefore, the OHSAS 18001-adopting companies
should improve the safety culture along with the implement of a
mechanical management system and after certification. It is
important to note that the creation of a significant modification in
the safety culture requires more time. The adopting companies and
those that plan to adopt the requirements of the OHSAS 18001
standard should not be in a hurry for implementation of the re-
quirements of the standard and certification by a CB. The com-
panies should train their employees and involve them in OHS/
OHSAS 18001 practices until the practices are implemented and
work is conducted safely on a daily basis.

The insufficient application of incentive programs to encourage
companies and employees was also recognized as a factor that af-
fects the effectiveness of OHSAS 18001 from inside and outside the
companies. Ai Lin Teo et al. (2005) found that incentives and re-
wards are good management practices for working safely that can
lead to a strong safety culture. The finding of the current study is
mainly concerned with a lack of incentive program within the
companies and a lack of incentive program exists on the outside. A
well-designed incentive program that offers recognition can help to
modify the behavior of employees (Vredenburgh, 2002). Therefore,
using suitable incentive programs inside and outside the com-
panies can help to increase the interest of employees in more
participation in OHS/OHSAS practices and the companies to achieve
an optimum OHS performance.

The lack of OHS enforcement and OHS authorities' support were
identified as external factors that impact the effectiveness of OHSAS
18001. Earlier studies indicated the importance of OHS enforce-
ment on the improvement of safety performance. Effective
enforcement is vital to the successful implementation of OHS
legislation (Gunningham and Sinclair, 2007). Routine inspections
without any form of enforcement apparently have no injury-
reducing effects (Gunningham and Sinclair, 2007). The objective
of OHS inspections should not only be to identify clear hazards, but
should also be to provide information and advice for employees
regarding existing OHS problems; this information should be
transmitted both face-to-face and in writing. OHS inspections must
have a thorough understanding of OHS hazards and appointee
control measures associated with the activities of employees due to
the unique characteristics of any workplace. The lack of experience
and relevant training of the OHS inspectors was identified as a
significant obstacle to effective enforcement (Gunningham, 2005).
Therefore, the application of an enforcement policy to ensure the
successful implementation of OHS legislations may help the certi-
fied companies to improve their OHS performance. Perhaps
considering other requirements of the OHSAS 18001 standard by
inspectors of the OHS authorities during their inspections would
also be useful. Providing the specific training about the OHS of the
companies and OHSAS 18001 can also improve the qualifications of
the inspectors.

The present study also indicated that third-party auditing of
OHSAS 18001 and inspections conducted by OHS authorities are
other important factors that affect the provision of an effective
system for the management of OHS in the companies. Safety in-
spections and safety audits are the two most important tools used
to measure the success of an OHSMS and to ensure the quality of
safety management (Cooper and Phillips, 2004; Salazar, 1989). The
identified shortcomings of the OHSAS 18001 auditing process in the
present study included insufficient lead time in providing neces-
sary documents before auditing, and the auditors' lack of a process
and OHS knowledge in the audited organization. There was a
suggestion to conduct training courses and OHS measurements in
adopting companies by the CBs, and possible prior relationships
between auditors and the OHSAS 18001-adopting companies.
There was a lack of employee participation in the auditing process,
as they were missing the important elements of the management
standard to check in auditing. These failures that have been iden-
tified previously by other researchers can significantly impact the
auditing of OHSAS 18001 in adopting companies (Tackett, 2004;
Blewett and O'Keeffe, 2011). The utilization of a policy by the
accreditation bodies for checking the quality of OHSAS 18001 audits
conducted by CBs could identify the shortcomings of the audit
process and help to increase their quality. The additional checking
by OHS authorities in their inspections or NGOs can help to create
creating a healthy and safe workplace and to identify the auditing
failures and facilitate the enhancement of the quality of third-party
audits.

Integration of OHSAS 18001 throughout the process and orga-
nizational frameworks could improve the performance of OHS in
reality, not on paper. Organizational actions such as involvement of
employees in OHS/OHSAS 18001 practices, OHS training, and
enhancement of safety culture could facilitate this integration
(Badri et al., 2012; Yazdani et al., 2015). Such integration could
result in continuous improvement of OHS and OHSAS 18001 per-
formance, and sustainable prevention of occupational injuries, ill-
nesses and accidents.

The current study identified the lack of management commit-
ment, employee involvement, safety communication, integration,
poor safety culture, incentives, safety training as influencing factors
within the companies to the improvement of OHAS 18001. These
findings clearly indicate the lack of practices to operationalize the
requirements of the OHSAS 18001 standard and the presence of
mechanical management systems in the companies. Considering
the hypotheses discussed by Frick (2014) about the OHSMS, it can
be inferred that paper tiger systems existed in the studied organi-
zations. These findings suggest that the implementation of the
requirements of the OHSAS 18001 standard would not enable
enough changes in the companies to achieve the aims of the
standard.

Hopefully, the model developed in the current study can
contribute to a better understanding of factors influencing the
maintenance and improvement of OHSAS 18001 in the adopting
companies. It can also provide useful information for the OHSAS
18001-adopting organizations, OHS authorities, and CBs to consider
in the improvement of the management system in the adopting
companies.

5. Conclusions

The current study describes the major barriers to and facilitators
of the effectiveness of OHSAS 18001 in the adopting companies.
Based on the study findings, the senior managers' commitment to
safety and their support of employees to participate in OHS and
OHSAS 18001 practices can facilitate the improvement of OHSAS
18001 in the companies. Providing training for the employees
about the OHS issues and OHSAS 18001 so that they understand
why they should become involved in OHS/OHSAS 18001 practices
may positively impact the management system. If employees un-
derstand the importance of OHS/OHSAS 18001 and the positive
effects they can have on their companies, OHS performance would
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be improved. The development of a new inspection program with
more emphasis on the enforcement of OHS legislation by the OHS
authorities to inspect the quality of OHSAS 18001 can help the
companies to improve the effectiveness of their systems for better
management of OHS. The application of an enforced policy by
accreditation bodies to check the third-party auditing process could
identify the shortcomings of the OHSAS 18001 audits and increase
the quality of auditing. The use of an external incentive program
and communication procedure could motivate the companies to
adopt the requirements of the OHS legislation. The use of an in-
ternal incentive program and communication procedure could
encourage the employees to perform the OHS/OHSAS 18001 prac-
tices and to share OHS information. These efforts may help the
companies in the creation of a good safety culture and deepen the
management system, from the superior layer of the company (i.e.,
managers) to the deeper layer (i.e., workers), in addition to trans-
forming the paper system to an effective management system. All
mentioned efforts may help a better integration of OHSAS 18001 in
the process and organizational frameworks of the companies.
Because there is a scarce number of studies about the effectiveness
of OHSAS 18001 in the adopting companies, more research is
needed in this field. More research to identify applicable evidence
about the developed model should also be conducted.
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