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Updated ASTM SIF Standards Overview

ASTM E2920-26
(REVISION)

Injury & Illness 
(aSIF & pSIF)

aSIF & pSIF
Incident (NEW)

(e.g., Environment, Fire, Business Interruption)

SIF Risk Prioritization and 
Reduction

Standard (NEW)

Leader and Employee 
Engagement for SIF 

Reduction
(NEW)

ASTM Terminology Document to connect all elements of 
Serious Incident and Fatality (SIF) Prevention Standards (NEW)

Brad
Kline

Scott DeBow Jason Kunz

Tom
Slavin

Ben 
Ferguson
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SIF = a workplace incident that leads to a workplace fatality 

or a life-threatening, life-altering, or permanent injury.

pSIF = a near-miss incident or hazardous event that could 

have resulted in a serious injury or fatality, but did not, due to 

luck or the presence of specific barriers or countermeasures.

SIF Risk = Conditions created by systems and processes that 

likely have the energy or potential to result in an aSIF.

Shared Language = Shared Understanding 
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IN HIGH-RISK WORK

THE NEXT LEVEL OF SAFE WORK:
BUILDING OPERATIONAL DISCIPLINE

&LEADERSHIP
INFLUENCE

IN S&H 



NEVER PERSONALLY SEE

LEADERSHIP & OPERATIONAL DISCIPLINE

INFLUENCING DECISIONS YOU MAY
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IN S&H 







HOOK POINT: How to Stand Out in a 3 Second World 

o More than 60 BILLION messages sent out on digital media platforms each day
o The average person spends 11 hours per day on digital media and scrolls 300 feet
o People check their PHONES 1500 times per week and check their email every 2 minutes
o Facebook: every 60 seconds: 400 new users, 300K updates, 147K photos, 54K shared links
o Instagram: 95 million photos and videos shared daily

YouTube: more than 500 hours of content uploaded to YouTube each minute
o 40,000 songs uploaded to Spotify each day
o NEW DATA from Chris Williamson, a British podcaster:

o 9.6 trillion minutes of Netflix watched in 2021 
o 22.6 trillion minutes of TikTok watched in 2021 

o 59% of people would rather watch a video than read text if they have the option
o The average person is exposed to 6,000-10,000 advertisements each day
o American teenagers: 3-7 hours per day on social media
o The average knowledge worker is interrupted 56x/day and wastes 36 hours in meetings/monthDIS

TRA
CTI

ON
S
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CURRENT STATE…

o Trust is DOWN

o Serious and fatal incidents (SIFs) are UP
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US Total Recordable Rate (per 100 Workers) 

US Fatality Rate (per 100,000 Workers)
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CURRENT STATE…

o Trust is DOWN

o Serious and fatal incidents (SIFs) are UP

o Engagement is DOWN 
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CURRENT STATE…

o Trust is DOWN

o Serious and fatal incidents (SIFs) are UP

o Engagement is DOWN 

o Mental health and related illnesses are UP 
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CURRENT STATE…

o Trust is DOWN

o Serious and fatal incidents (SIFs) are UP

o Engagement is DOWN 

o Mental health and related illnesses are UP 

o Psychological safety is DOWN 
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THE CHANGE EQUATION… 

C = DxVxFs
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This is called a… 

“Cultural Trance” 



A cultural trance refers to a state of unconscious acceptance 
of norms, beliefs, and behaviors within a group or organization, 
often without questioning their validity or effectiveness. 

It happens when people operate on autopilot, following 
traditions, policies, or routines simply because “that’s how 
we’ve always done it.”
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the decision is either frequency or severity…

The Industry’s Cultural Trances
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“I’m not interested in TRIR. I’m 
interested in people…Specifically, the 
people who will never be the same 
because of my failures…we must 
excel at SIF prevention”…



THE PROBLEM(S) WITH TRIR
(1) TRIR fails to correlate with SIF prevention

In a dataset covering 3.26 trillion worker hours, no statistical relationship was found between TRIR 

trends and fatalities

(2) TRIR reflects random variation more than systemic improvement (year-to-

year changes are mostly noise)

Research indicates that changes in TRIR are due to 96-98% random variation. When an organization 

sees TRIR increase or decrease from one period to the next, it's likely due to statistical noise rather 

than the direct result of improvement or deterioration of the system

(3) TRIR is statistically unstable and misleading

With just one recordable injury over 200,000 worker hours, the 95% confidence interval for TRIR 

ranges between 0.18 - 5.66

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  



THE PROBLEM(S) WITH TRIR

(4) Math is hard

If an organization intends to report TRIR to two decimal places (a TRIR of 1.79 for example), they 

need 300 billion worker hours of data to support that claim

(5) TRIR creates risky incentives like underreporting

Is our obsession over TRIR making work zones safer?

Or just quieter?
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WHERE WE WERE…

150 serious injuries and incidents (SIFs) annually…

1,000+ recordable injuries and incidents…

a generally disengaged workforce…

safety was responsible for “safety”…
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“Jason, we don’t have a safety 
problem. We have an operational 
discipline problem - that’s 
presenting itself as a safety 
problem…”



you cannot SAFETY your way out of an 

OPERATIONAL DISCIPLINE problem
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when SAFETY owns safety 

OPERATIONS stops owning RISK
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the decision is either frequency or severity…

CD&Rs Cultural Trances
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observations and conversations equate to engagement…





ENGAGEMENT only happens when 

MORE than one person LEARNS
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OBSERVATIONS identify exposure

CONVERSATIONS uncover operational TRUTH

ENGAGEMENT begins the moment 

learning becomes MUTUAL 
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the decision is either frequency or severity…

CD&Rs Cultural Trances
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observations and conversations equate to engagement…

all we have to do is identify, prioritize, and control hazards…
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past success has nothing to do 

with future PERFORMANCE
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we must evolve before we have to  

 change before we need to
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WITH A PARTNER

WHAT IS ONE KEY TAKEWAY TO THIS POINT?
WHAT WILL YOU TAKE WITH YOU TO YOUR ROLE?

SHARE WITH A PARTNER

ENGAGEMENT
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WHERE THEY WERE…

FROM: 60-80 FATAL events annually…

TO: not a SINGLE fatal event in 2024…
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HOW DID THEY DO THIS…

Focused resources on controlling high-hazard activities and 
conditions that could seriously harm or kill people (SIF Risk or 
STCKY)

Supervisors and leaders engaging employees, finding ways to 
build trust AND reduce risk

Created an improvement and learning culture with leading 
metrics for SIF Prevention (ASTM E2920)

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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WHAT IS ONE LESSON IN LEADERSHIP 

THE PAST 12 MONTHS TAUGHT YOU?



WHAT IS ONE LESSON IN LEADERSHIP 

THE PAST 12 MONTHS TAUGHT YOU?
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Handshake
High-FiveTHE 4H
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$92.8M
Gained productivity

Consistent Recognition. 

Tangible Results.

22%
Decrease in EHS 

Incidents

$3.2M
Savings due to fewer 

unscheduled absences

A recent study found that, at a business of 10,000 people, doubling the 
number of employees who received recognition led to:

Source: From Praise to Profits: The Business Case for Recognition at Work *Gallup & Workhuman

https://www.workhuman.com/resources/reports-guides/from-praise-to-profits-workhuman-gallup-report


Handshake
High-Five
Hug

THE 4H
PRINCIPLE



(1) The highest-performing teams aren't 
focused on proving themselves - they're 
focused on improving themselves

3 Key Takeaways

(1) One of your greatest organizational 
risks isn't ignorance - it's the fear of 
appearing ignorant

(1) Most serious events aren't caused by 
what people don't know - they're caused 
by what people won't say
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Handshake
High-Five
Hug
Hangout

THE 4H
PRINCIPLE





PRESSURE TEST for TRUST

Ask your team the following:

Which of our procedures are routinely 
ignored or worked around?

What do you believe they would say?
If they named some examples, how would you respond?

If they said nothing, what could that mean?

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  



WITH A PARTNER

WHAT IS ONE MORE KEY TAKEWAY TO THIS POINT?
WHAT WILL YOU TAKE WITH YOU TO YOUR ROLE?

SHARE WITH A PARTNER

ENGAGEMENT
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Models of Trust

Covey – “Speed of Trust” 

Blanchard – ABCD of Trust
 
The Trust Equation 
(Maister, Green, Galford) 

Six Seconds – 4Cs of Trust
 
Reina – Three Dimensions  
of Trust

Frei & Morriss – Trust Triangle (HBR) 

Mayer–Davis–Schoorman 
Integrative Model 

McAllister – Two Bases of Trust

Lewicki & Bunker – Stages of Trust 

Mishra & Mishra – ROCC/
Dimensions of Trust



‣ Sincerity 

‣ Competency  

‣ Reliability 

HOW TO 
DEEPEN
TRUST
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You don’t build trust by offering help…

 You build trust by ASKING for it.
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BETTER Questions…

o What’s hard to do the right way, and easy to 
do the wrong way?

o What do you need to be successful that you’re 
not getting now?

o What is harder than it should be?

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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The 4Ds
The next chapter of 
operational learning for 
HOP and Learning Teams.

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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BETTER Questions…

o What’s hard to do the right way, and easy to 
do the wrong way?

o What do you need to be successful that you’re 
not getting now?

o What is harder than it should be?

What is the next incident? Where will it occur?

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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TEDI

T ELL ME…

E XPLAIN to ME….

D ESCRIBE for ME….

I F YOU COULD CHANGE 

ONE THING…

L E A D I N G  S I F  E X C E L L E N C E  |  2 0 2 6  P o r t f o l i o  E x c h a n g e  T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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 100 Ton Haul Truck
Production Supervisor could not be 

seen in blind spot for 
15 meters (45 feet)



No ONE conversation is guaranteed to CHANGE anything

BUT any ONE conversation can change EVERYTHING
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We MUST move from: 

I HAVE to, I NEED to, I am REQUIRED to…

TO: I am going to PREVENT our next SIF…

…and this shift will happen ONE conversation at a time

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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SIFRisk (STKY)
(if barrier, Controlled)

pSIF
(Uncontrolled)

aSIFpSIF
(Controlled)

SIFRisk: Conditions that have the energy or potential to result in an aSIF
pSIF: POTENTIAL SIF
aSIF: ACTUAL SIF

SIFRisk (STKY)
(Uncontrolled)
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SIFRisk CONDITIONS that have the energy or potential to result in an aSIF

pSIF POTENTIAL SIF

aSIF ACTUAL SIF
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SIFRisk (STKY)
(if barrier, Controlled)

SIFRisk (STKY)
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pSIF
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aSIFpSIF
(Controlled)

SIFRisk CONDITIONS that have the energy or potential to result in an aSIF

pSIF POTENTIAL SIF

aSIF ACTUAL SIF
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WITH A PARTNER

WHAT IS ONE FINAL KEY TAKEWAY FOR YOU?
WHAT WILL YOU TAKE WITH YOU TO YOUR ROLE?

SHARE WITH A PARTNER

ENGAGEMENT
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Safety is NOT the job of the safety department

Too many leaders still think safety is someone else's job. 
They point to the safety manager. But they don't manage the line.

They don’t supervise the crew.
They don’t control the work.
Safety is a line function responsibility.
Not a support function.

If you run the line, you OWN safety.
If you have the authority to start work, you have the authority to stop it.
The line OWNS the outcomes.

Here’s what happens in most companies:

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  



The safety department writes a policy. That policy is handed to the field.
The field is told to follow it. But no one in operations takes OWNERSHIP.

That system breaks every time.
Because the field follows the leader they report to, not the one who 
wrote the policy.

You fix it by getting line leaders to take real OWNERSHIP.

Make them do the safety audits.
Make them lead the safety walks. 
Make them investigate near misses and incidents.
Make them SET and HOLD the standards.

That’s how you drive performance.

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  
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SIFRisk (STKY)
(if barrier, Controlled)

pSIF
(Uncontrolled)

aSIFpSIF
(Controlled)

SIFRisk: Conditions that have the energy or potential to result in an aSIF
pSIF: POTENTIAL SIF
aSIF: ACTUAL SIF

SIFRisk (STKY)
(Uncontrolled)
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SIFRisk: Conditions created by systems and processes that 
likely have the energy or potential to result in an aSIF

pSIF: POTENTIAL SIF
aSIF: ACTUAL SIF

What is SIF?

SIFRisk (STKY)
(if barrier, Controlled)

pSIF
(Uncontrolled)

aSIFpSIF
(Controlled)

SIFRisk (STKY)
(Uncontrolled)

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  





We only identify ~45% of the hazards on a typical job-site

2 Years and 4,800 Hours of Observations

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  

Hallowell. “Energy Based Safety” 2026



We only identify ~45% of the hazards during our work planning

Hazard recognition skills are the same regardless of age, experience or other personal factors

We assumed seasoned workers would identify more hazards than their junior counterparts, 
BUT we were wrong. There was no statistical relationship between experience + performance

Although experienced workers were better at explaining or responding to hazards, 
they were just as likely to miss them in the first place

2 Years and 4,800 Hours of Observations
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Hallowell. “Energy Based Safety” 2026



Not every hazard is reasonably identifiable in a pre-job safety briefing

When shadowing crews, it became apparent that hazards are missed for one of two reasons: 
(1) the hazard was detectable before work began, but the team did not identify it
(2) the hazard wasn’t reasonably detectable with the information available at the time

For example, crews often miss hazards such as pressure vessels and cable tension that are integral 
components of the planned work

Other hazards are missed because they emerge from unforeseen change (a subcontractor 
unexpectedly staging materials above a workspace)

2 Years and 4,800 Hours of Observations
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Hallowell. “Energy Based Safety” 2026



We tend to see gravity and motion hazards but overlook others such as pressure, temperature, 
radiation, chemical, and biological

The ceiling for pre-job hazard recognition is about 70%, yet crews were nearly perfect at identifying 
gravity and motion hazards

The energy wheel helps us to do what we already do, better

Use instinct first, then use the energy wheel

2 Years and 4,800 Hours of Observations

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  

Hallowell. “Energy Based Safety” 2026



Using the Energy Wheel can help 
identify 30% more hazards (Hallowell, 
2021). 

Our brain’s amygdala, responsible for 
the fight-or-flight response, naturally 
prioritizes hazards related to Gravity and 
Motion, but what about Electrical, 
Chemical, Mechanical, Pressure, or other 
related risks?

The Energy Wheel helps expand 
awareness to these often-overlooked 
energy sources as they are processed in 
the cerebrum and require high cognitive 
effort (Hallowell, 2021).
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Work as planned
vs.

Work in practice

“Workers are masters of the blue line.”

Traditional 
Learning Moment

Work as 
Planned

Work as 
DONE

EVENT
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EVENT

Traditional 

Learning M
om

entWork as 
Planned

Work as 
DONE
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Blue Line

Black Line



Blue Line

Black Line
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leaders who don’t LISTEN will eventually

be SURROUNDED by people who 

have NOTHING to say



1) Give your supervisors the assignment on the next slide (verbatim)
2) Debrief alongside your supervisors immediately following the assignment (using the formula)
3) Have your supervisors go right back out and do the same assignment again
4) Debrief once again, alongside your supervisors immediately following the assignment

Your job is to use TEDI - to understand what surprised them – to see and hear what did they not 
expect – to support them in improving EACH of their conversations moving forward.

Remember: engagement only happens when more than one person learns

HOW TO Improve Your ENGAGEMENTS
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SITE LEVEL ENGAGEMENT | PRACTICE

You have 25 minutes to do ALL THREE with a PARTNER:

(1)Ask ONE person: What's the most difficult part of this job? 
(or a similar question focused on the WORK)

(2) Identify ONE: Work-as-PLANNED vs work-as-PERFORMED 
gap

(3) Notice ONE: STCKY (SIF Risk) exposure and DOCUMENT

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  



SITE LEVEL ENGAGEMENT | DEBRIEF

ONCE COMPLETE: With your PARTNER

(1)ASK: what did you learn that surprised you?

(2) ASK: what did you not expect?

(3) ASK: what does this mean for how you ENGAGE moving 
forward?

T H E  N E X T  L E V E L  |  2 0 2 6  C O R T  R o u n d t a b l e  





Although there were no differences between SIF and pSIF cases, 
three factors differentiated minor incidents from SIF incidents: 

(1) enough energy in the system to cause a SIF (SIF Risk)
(2) absent or not followed pre-task plan
(2) absent direct controls/safeguards





Although there were no differences between SIF and pSIF cases, 
three factors differentiated minor incidents from SIF incidents: 

(1) enough energy in the system to cause a SIF (SIF Risk)
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FROM: STOP WORK 

TO: SAFE TO START WORK

FROM: PREVENTING INCIDENTS 

TO: PROTECTING PEOPLE



CORT Roundtable

The FUTURE READY Leader: 

FOCUSES on where they need to go

not on what’s in the way 

they obsess over who they need to BE TODAY

NOT what happened yesterday
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REFRAMED: FIGHT for people who are 

NOT YET in the rooms YOU’RE IN

THAT’S MENTORSHIP / LEADERSHIP…



CIH, CSP  

@jasonrkunz 

JASON KUNZ

jason@kunzcompany.com

/jason-kunz-cih

612-599-6881 

(formerly)
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