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Abstract: Despite the fact that near miss incident plays an important role in the evaluation and
improvement of workplace safety, there is limited work on identifying the reasons and providing
solutions to curtail near miss incidents at workplace. The current study looks to fill this void by
proposing safety-specific leadership approach to combat near miss incidents. Furthermore, the study
also discussed that the mechanism through which safety-leadership impact near misses is not direct
rather it is achieved by strengthening follower’s safety climate perceptions. The practical
contributions of the proposed research agenda are also discussed.
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Introduction

Near misses are considered to be those incidents which have the potential to damage workers or
property but does not result in any injury or loss (Gnoni, Andriulo, Maggio, & Nardone, 2013).
They are far less noticeable than accidents/injuries and mostly organizations do not keep a record of
them or sometimes difficult to keep track of them. Near misses are defined as “having little if any
immediate impact on individuals, processes, or the (Phimister, Oktem, Kleindorfer, & Kunreuther,
2003, p. 445). Though near misses does not have a great impact in terms of injury or property loss
but they give an overview about the overall safety situation of an organization (Phimister et al.,
2003).

But it is difficult to identify near miss incidents at workplace (Reason, 1997). The key factors which
prevents them from being reported are: (a) organizational attitude of blaming staff for lack of safety
(b) management not paying attention (c) considered them as part of the job (c) wastage of time and
resources (Van Der Schaaf & Kanse, 2004). Thus making it very difficult to collect data on near
misses from organizational sources. Due to these issues’ studies have employed self-reported
measures for near misses (e.g. Clarke, 2006a; Siu et al., 2004) because workers are the most reliable
source to recall and remember the near miss events happened to them in the past. The fact that few
studies have looked to address the issue of severity related to near misses (Raviv, Fishbain, &
Shapira, 2017) it is imperative to find how leadership can play a role in controlling the near misses
at workplace.

In a detailed meta-analysis, Nahrgang et al., (2011) reported that in workplace domain leadership
was found to have a reasonable negative association with near misses. However, they also stated
that near misses have generally been overlooked as an important safety outcome in the safety
literature. The few studies which have tested this relationship has focused on the general leadership,
which might not prioritize safety all the time (Mullen & Kelloway, 2009). Since, near miss
incidents at workplace usually happen because of complications in job design, extra effort or load,
non-compliance to safety rules and lack of safety guidance (Nahrgang et al., 2011). The role of
leader becomes very important, because they are role models (Bass, 1985), and decide about
organizational “norms and values” (Bass and Avolio, 1993). When leadership regularly convey
through their repeated actions that safety is not to be compromised their followers becomes more
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educated, involved and safety vigilant (Zohar & Tenne-Gazit, 2008), which reduces the chances
safety errors at workplace (Grote, 2012).

The literature recognizes followers of safety-specific transformational leadership to be better safety
equipped and have more safety awareness than general leadership (Mullen & Kelloway, 2009).
Given the fact that near misses not necessarily happen because of unsafe condition or acts (Raviv,
Shapira, & Fishbain, 2015) which makes them difficult to affectively managed through any policy.
Even if there is a policy or practice, leaders play the most important role in the success of
organizational policies and practices (Yukl, 2006) and thus can better educate them how to avoid
near miss events.

As most part of human learning is based on one’s interactions and environment (Bandura, 1971)
therefore leaders can make sure they constantly educate their followers about the importance of
safety. Safety-specific transformational leaders will not consider near misses as routine and will try
that they do not happen again. Because their focus is on overall safety unlike general leadership
which might not consider safety to be that much important in comparison to competing demands
like production, profit etc. (Mullen & Kelloway, 2009).

Hence, the objectives of this paper are manifold: first, given the theoretical description of
safety-specific transformational leaders and their uncompromising focus on safety (Barling et al.,
2002) they will be in better position to manage the near misses’ incidents at workplace. Second, the
safety literature has repeatedly reported that the relationship between safety-specific
transformational leadership and safety outcomes is not direct rather mediated by safety climate
(Clarke, 2013; Clarke & Ward, 2006; Kelloway, Mullen, & Francis, 2006; Zohar & Tenne-Gazit,
2008; Zohar & Luria, 2004). Based on the empirical evidence we also propose safety climate as a
mediator between these relationships by using rational of social learning theory (Bandura, 1971).
Lastly, the severe situation regarding accident and injuries in oil and gas industry of Malaysia
(Social Security Organization Report, 2016). There is need to have increased focused on the
situation of near misses, because they indicate the possibility of future accident and injuries at
workplace and thus can prevent them by curtailing near miss incidents.

Research Methodology
This research is a library research. Its sources are from books, journals and websites in the internet.

Result and Discussion

Safety-specific transformational leadership and safety climate. The safety literature has repeatedly
investigated the paths through which leadership positively affects occupational safety and
repeatedly found out that leaders influence workers safety by creating positive safety climate
perceptions (Clarke and Ward, 2006; O’Dea and Flin, 2001; Zohar, 2002, 2010). The importance of
safety climate perceptions is due to the fact that it conveys to the workers priority given to
occupational safety, in comparison to other organization priorities like cost, profit etc. (Zohar &
Tenne-Gazit, 2008).

To create these positive perceptions about safety climate leadership plays the most important role,
because of the direct and indirect interaction they have with their followers (Yukl, 2012). Through
these interactions they impart their followers about how much importance is given to organizational
safety. The literature also confirms that its leaders who create perceptions about organizational
values or priorities (Eisenberger, Stinglhamber, Vandenberghe, Sucharski, & Rhoades, 2002). In
this case the safety-specific transformational leaders through their constant focus and
communication on safety will shape followers’ perceptions of safety climate.

The safety literature also affirms this statement as number of studies have reported favorable effect
of safety-specific transformational leadership on safety climate. Barling et al. (2002) seminal study
in which they devised the concept of safety-specific transformational leadership reported a strong
positive relationship between safety-specific transformational leadership and safety climate. After
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that a number of other studies have also reported strong association between these two constructs
(Adjekum, 2017; Hoffmeister et al., 2014; Kelloway et al., 2006; Smith et al., 2016; Starren, 2016;
Zacharatos et al., 2005). This empirical proof further signifies the important role safety-specific
transformational leadership plays in articulating followers’ positive perceptions about safety
climate.

Furthermore based on the concept of social learning theory (Bandura, 1971) when safety-specific
leaders through verbal communication and their actions demonstrate that safety is an imperative and
integral part of their leadership develops an environment in which everyone believes that safety is
the first priority and as discussed earlier that followers safety climate perceptions are based on some
visible actions which shapes their opinion. Therefore, there is no better way then shaping the safety
climate perceptions through the constant communication, motivation and actions of safety-specific
transformational leader.

Preposition 1: Safety-specific transformational leadership will be positively associated with safety
climate.

Safety climate and near misses. Among the safety outcomes, near misses are the most difficult
one’s to define and categorized (Reason, 1997). The difficulty in identifying near misses is that,
their consequences are not severe, so workers do not report them to their organization (Tucker,
Diekrager, Turner, & Kelloway, 2014). Since near misses are events which could have resulted in
an accident or injury but did not, therefore considered less important by workers. Although near
misses might not result in property or personal damage, but they are an integral part of occupational
safety (Phimister et al., 2003) cause near miss events are those which in future can result in an
accident or injury.

However the studies testing the relationship between safety climate and near misses are scarce.
Even overall in the safety literature the studies on near misses are far and few between, and we
hardly see near misses making an appearance in some of the current reviews on occupational safety
(e.g. Clarke, 2013; Pilbeam et al., 2016). Even though the safety research recommend that near
misses must be studied to have an overall view of safety situation in the organization (Phimister et
al., 2003).

In one of the early studies, Barling et al. (2002) found a significant negative relationship between
safety climate and near misses. Subsequently, Mearns, Whitaker, and Flin (2003) also reported
similar findings, and these results were further verified by the study of (Kelloway et al., 2006).
Moving forward in a study by (Cavazza & Serpe, 2009) safety climate was found to significantly
decreased the near misses’ incidents at workplace. To sum up the empirical work in a
comprehensive meta-analysis, Nahrgang et al. (2011) reported a substantial variance (25% to 49%)
caused by safety climate in near misses.

However, in the most recent review on safety outcomes (Cornelissen, Hoof, & Jong, 2017) stated
that safety climate and near miss’s relationship needs more rigorous investigation as the existing
literature is very limited and requires further investigation to establish this relationship. Although
the limited literature does provide evidence about safety climate and near miss’s relationship. As
part of the social belief process (Bandura, 1977) when workers consider that safety behaviors are
valued and appreciated it instill positive safety climate perceptions and creates an overall
environment, where everyone is sensitive about safety and make sure that safety is not
compromised for competing demands and will ultimately result in fewer near miss incidents.
Preposition 2: Safety climate will be negatively associated with near misses.

Safety climate as a mediator between safety-specific transformational and near misses. As
compared to occupational accidents and injuries, gathering data on near misses is far more difficult
and complex (Yang, Ahn, Vuran, & Aria, 2015) although assessing near misses’ situation can be
equally or more important than accidents or injuries. Near miss incidents provide insight into the
causes of accidents or injuries and help in evading future safety mishaps (Cambraia, Saurin, &
Formoso, 2010). In various industries information on near misses is used to correct flaws in the
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system to prevent future accident and injuries (Wright & Van Der Schaaf, 2004). Thus it is
imperative to evaluate near miss incidents, as the overall situation of workplace safety cannot be
explained without assessing them (Yang et al., 2015).

The empirical work using safety climate as a mediator between safety-specific transformational
leadership and near misses is limited. One of the earliest studies reported the mediating role of
safety climate (Barling et al., 2002). However, their operationalization of near misses was only
specific to the restaurant industry and was termed as ‘safety related events’ owing to the nature of
near miss incidents in that specific setting. Replicating the work of, Barling, Kelloway et al. (2006)
also used the ‘safety related events’ terminology. Both studies reported that safety climate mediates
the relationship between safety-specific transformational leadership and near misses. However,
owing to industry specific operationalization of near misses, these results can only be taken as an
indication that safety-specific transformational leadership will have a beneficial effect on near
misses via safety climate.

Near misses mostly happen due to safety negligence of workers or unsafe working conditions
(Gnoni et al., 2013). As leaders act as role models (Bass, 1985), and “cultural norm arises and
change because of what leader focus their attention on” (Bass & Avolio, 1993, p. 113), leadership
assumes a central role in improving the near misses’ situation. Their emphasis on safety enables
followers to be extra vigilant and not to take safety lightly. Since the social learning process
(Bandura, 1971) also explains that employee’s actions are based on how rewarding environment is
regarding those actions. Hence, when compliance to safety norms and procedures are emphasized
and rewarded from the leaders it will instill positive perceptions about safety climate which will
ultimately result in lesser number of near miss incidents.

Preposition 3: Safety climate mediates the relationship between safety-specific transformational
leadership and near misses.

Figure 1: The proposed framework of the study

Conclusion

The frequency of near miss incidents shows organizational seriousness about workplace safety
(Phimister et al., 2003). If the frequency is higher it highlights that these incidents are not taken
seriously thus showing an intended negligence towards safety lapses which can cause serious
accidents and injuries in the future (Yang et al.,, 2015). As the near miss incidents given an
opportunity to the organization to plug the gaps, improve working condition, and put more
emphasis on safety so that their workers are clear that safety is not to be compromised at any cost.
However, few studies have looked to address the issue of near misses (Raviv et al., 2017), and
current study looks to fill this gap by proposing a leadership-based approach to curtail near misses
at workplace. The safety-specific leadership has an unbending attitude towards workplace safety
(Mullen & Kelloway, 2009) which makes it most relevant to combat these incidents at workplace.
When safety-leaders regularly communicate and convey the importance of safety to their followers,
it strengthens belief that safety is not to be compromised for any competing demands (safety
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climate), and strong safety climate perceptions will decrease near miss incidents at workplace.

The study will make important practical contribution to resolve the issue of workplace safety in oil
and gas industry of Malaysia. The high number of accidents and injuries in the industry, shows
negligence towards tackling the issue of near miss incidents. However, identifying and tackling near
miss incidents is a complicated issue for the organizations. Thus, this study provides a
safety-leadership approach for the Malaysian oil and gas industry to combat near miss incidents.
The safety literature clearly confirms that adopting safety leadership is both manageable and cost
effective for organizations. Therefore, moving forward by adopting safety-specific transformational
leadership, oil and gas industry of Malaysia can not only reduce near miss incidents but allow them
to plug the safety-lapse and improve working condition, can avoid the possibility of future accidents
and injuries.
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