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Abdullah Muzakkir Razali (Malaysia), Razali Mat Zin (Brunei Darussalam),
Qaisar Ali (Brunei Darussalam)

PERCEPTUAL ATTITUDES
TOWARDS SAFETY CLIMATE
AMONG EMPLOYEES

OF A MANUFACTURING FIRM:
A QUALITATIVE APPROACH

Abstract

Safety climate can be regarded as a summary of moral perceptions that employees
share about their work environments. This study explores the attitude of employees
(working on production sites) towards the safety climate of a manufacturing firm
producing medical equipment located in Kuala Lumpur (Malaysia). The data were
collected through an open-ended questionnaire from 30 employees working in the
manufacturing section of Setia Tek Limited. All the responses from open-ended ques-
tionnaires were analyzed descriptively and interpretively simultaneously using a the-
matic content analysis method. The findings indicate that the overall perception of
the majority (67%) of employees about safety climate is positive. The research find-
ings further reveal that majority of employees share a common understanding of the
significance of the managerial strategies in business operations. With regard to the
contribution of dimensions to shaping safety climate perceptions, the analysis reveals
that all nine dimensions (safety concept, risks associated with daily work, cause of
accidents, safety policies, regulations, and procedures, balance productivity goals and
safety goals, commitment of the upper management, commitment of the immediate
supervisor/ manager, commitment of employees, adequate training and competency,
disciplinary actions for safety violations, accident investigations) positively contribute
to employees’ safety perceptions.

Keywords safety climate, safety climate dimensions, safety culture,
manufacturing firms, employee perceptions
JEL Classification 131, J24, J28, J81

INTRODUCTION

Although advances in safety and health programs have reduced the
incidents of occupational accidents, injuries, and diseases, these pro-
grams will not succeed unless they are supported by a positive work-
place safety climate (Tetzlaff et al., 2021). Today, most workplaces in
any type of industry succumb to a lot of potential hazards and dan-
gerous situations. They are prone to several kinds of accidents, diseas-
es, and injuries, which significantly contributes to the interference of
work processes and eventually create heavy financial costs. According
to LaDou et al. (2018), the world’s labor force experiences at least 370
million injuries every year, a figure that could be much higher if a
more reliable analysis was conducted.

Safety climate and culture are considered to be integral parts of the or-
ganizational climate and culture (Shea et al., 2021). Safety culture pro-
vides an environment in which individual safety attitudes are devel-
oped and maintained and safety behavior is promoted. Safety climate
is regarded as “...the manifestation of safety culture in the behavior
and attitude of employees” (Cox & Flin, 1998). Zohar (1980) defines
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safety climate as a summary of employees’ moral perceptions of their work environments as a frame
of reference for guiding appropriate and adaptive task behavior. According to Griffin and Neal (2000),
employees’ attitudes towards safety-related policies, procedures, and practices constitute safety climate.
Zohar (2003) argues that the safety climate reflects the true perceived priority of safety in an organiza-
tion. The safety climate is a reflection of the current state of the underlying safety culture (Mearns et al.,
2003).

In Malaysia, there are different types of manufacturing industries, which include textiles, petrochemi-
cals, automotive, plastics, wood-based, and electronics among others. Using a case-study method, this
empirical investigation has selected Setia Tek Company Limited, hereafter, STCL, located in Kuala
Lumpur (Malaysia) to be the focus. BepThe risk of involvement in any type of accident at the worksite,
in newly developed countries such as Malaysia, is still on high trend. From the data on the Occupational
Accident Statistics by Sector released by the Malaysian Department of Safety and Health (MDSH), the
rate of total occupational accidents was reduced in 2017, compared to 2016, but increased in 2018 (MDSH,
2016, 2017, 2018). The death, casualty, permanent disability (PD), and non-permanent disability (PDA)
incidences showed an increasing trend from 2016 to 2018.

In the past, traditional strategies of promoting safety in organizations focused mainly on investigat-
ing accident cases to identify root causes and offer practical corrective actions (Hall et al., 2013). Lately,
many companies have shifted from such a mindset and adopted a preventive strategy, which gave em-
phasis on predictive programs that periodically assess the safety climate (Flin et al., 2000; Carder &

Ragan, 2003).

1. LITERATURE REVIEW

Different scholars have defined safety climate
from different perspectives. According to Griffin
and Curcurutu (2016), a safety climate is a mul-
ti-dimensional construct that can be developed
from a group of individuals” perceptual values at-
tached to it in a work environment. In many stud-
ies, there are voluminous discussions on the em-
pirical relationships between safety climate and
safety culture (Shannon & Norman, 2009; Mearns
& Flin, 1999; Lin et al., 2008).

Cooper and Philips (2004) define safety climate
as commonly accepted beliefs among employees
about the safety performance of an organization
and as a tool to signify potential failures in safe-
ty systems. For them, a safe climate is one of the
vital ingredients to positive safety culture. Safety
climate is described as commonly agreed views
among the affiliates of an entity about the safety
rules and programs in an organization.

With the understanding that safety outcomes are
predicted by safety climate (Jiang et al., 2018), it
is imperative to identify the key dimensions that
contributed to safety climate from the perspec-
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tives of organizational members. Although many
researchers have administered surveys on safety
climate in different settings, they failed to agree
on the common dimensions of this concept (Chen
& Chen, 2012; Vinodkumar & Bashi, 2009). The
literature review shows that management com-
mitment to safety is one of the common dimen-
sions of safety climate (Evans et al., 2007). A few
research findings have recommended that there
might be a significant positive relationship be-
tween a superior’s very own outlook and view of
safety on the influence of his/her workers’ safety
climate (Huang, 2014).

Seo (2005) outlined five themes of safety climate:
management commitment to safety, supervisor
safety support, co-worker safety support, employ-
ee participation in safety decision-making and ac-
tivities, and competence level of employees about
safety. Schwatka et al. (2016) reviewed forty-six ar-
ticles on safety in the construction industry con-
clude that safety climate is explained as perceptu-
al orientations of individuals, but the focal point
of those perceptions differs extensively. Olsen
(2010) finds five commonly accepted safety cli-
mate variables, which include management sup-
port, supervisor/manager expectations, and com-
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mitment to safety, teamwork, learning, and feed-
back. Although agreement on the key dimensions
of safety climate has not been achieved, the rele-
vance of safety climate, in association with safe-
ty performance, has commonly been accepted in
various types of industries (Lyu et al., 2018). Some
studies added work pressure (Flin et al., 2000) or
pressure for production (Davies et al., 2001) as an-
other dimension of safety climate.

The awareness of the significance of safety perfor-
mance on organizational success has become more
prominent in the literature. Safety climate, as one
of the factors, which shape the organizational en-
vironment, offers a route for effective safety per-
formance management (Kines et al., 2011). In a
pioneer study on safety, which was conducted in
20 companies, Zohar (1980) confirmed that safety
climate has a linear relationship with safety-relat-
ed outcomes.

Safety climate intends to reveal the sorts of prac-
tices that support and reward. In other words, the
first level of safety climate reflects the perceptu-
al views of individuals towards safety policy and
its implementation efforts. The second level man-
ifests the extent to which those individuals believe
that safety is embraced and regarded across the
organization. Social exchange theory and expec-
tancy-valence theory are two theoretical linkages
that could guide us to better understand the posi-
tive association between safety climate and safety
behavior (Neal & Griffin, 2006). Social exchange
theory describes that when an entity is giving at-
tention to the well-being of the employees, they
are inclined to develop reciprocal commitment to
contribute back meaningfully (Hon et al., 2014).
They are willing to be committed and go beyond
the call of duty to ensure that their organizations
achieve all the goals. Hofmann and Morgeson
(1999) conclude that when an employer puts em-
phasis on safety, its employees respond by adher-
ing to the safety policies and regulations and im-
prove their work performances.

A meta-analysis on safety climate and safety per-
formance studies by Clarke (2006) and Christian
et al. (2009) conclude that safety climate is a signif-
icant variable contributing to positive safety per-
formance. Safety climate contributes to enhancing
safety inclination and safety competence among
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employees, which eventually leads to safer behav-
ioral orientations, and reduced accidents and in-
jury rates.

Malaysia is a developing country where the topic
of safety climate is still not so prevalent and wide-
ly discussed in open forums. The literature re-
view clearly highlights the lack of empirical stud-
ies on the safety climate in a Malaysian working
environment.

Based on the highlighted gap, this study aims to
explore the employees’ perception of the safety
climate using a manufacturing firm and its safety
conditions as an example.

2. METHODS

This study adopts qualitative research methodolo-
gy using a case study approach to achieve the ob-
jectives. The primary data was collected through
an open-ended questionnaire designed by fulfill-
ing two important research practical criteria: (i)
the realization that these questions require some
thinking processes and a reasonable command of
English. It would be a challenge for lower-level em-
ployees if they are included in the sample, (ii) the
researcher does not have the luxury of time to wait
for responses from the respondents. A big sample
size requires more complicated time management.
From 30 respondents selected, twenty-two (22)
responded to the open-ended questionnaires on-
line and they are suitable for analysis. Open-ended
questions allow the respondents to express elab-
orative answers to the posted questions (Hyman
& Sierra, 2016). Eleven (11) open-ended questions
are included in another survey link (https://sal-
ford.onlinesurveys.ac.uk/safetyclimateinterview)
through Bristol Online Survey Tool.

To answer the research question, thematic con-
tent analysis is used to analyze the data gathered
from the open-ended questionnaires. This is one
of the most common methods used in essay-type
survey questions. The responses from open-end-
ed questionnaires are subject to both descriptive
and interpretive coding /categorizing simultane-
ously. The steps suggested by Connors (2018) are
followed where the first step in this process is to
identify/locate units of data that are relevant to
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the research question. A unit of data could be a
phrase, a sentence, or an entire paragraph. The
next step is to assign a code/category to each unit
of data. Then inferences are made of the data ac-
cording the contexts of the questions.

3. RESULTS

The thematic content analyses of the open-ended
survey responses start with focusing on the writ-

Table 1. Results of thematic content analysis

ten expression of the respondents for each ques-
tion. The unit of analysis is usually a sentence or
multiple sentences, which addresses the question
presented in the questionnaire. It should be not-
ed that some responses have grammatical errors
as the respondents are not native English speakers.
The findings of the thematic content analysis are
presented in Table 1.

Table 1 outlines the major codes and themes (col-
umn 2 and 3) covered in the questionnaire. The

Non-
. . . - Useable
Questions Major code Major themes/ideas : i useable
i responses :
: : : responses
1. Can you briefly describe your i Safe workplace, rules and regulations, minimized ;
beliefs/ understanding about the Safety concept  irisks and hazards, prevention : 20 2
concept of safety? R T e
2. Can you briefly describe about ) ) ypes of different risks, less risks due to office
. ; ; i Risks associated
the risks associated with your daily ) - 20 2
o ¢ with daily work
work and responsibilities? O SO NN
3. From your perspective, what arelessness/ negligence/ human errors/
are the main causes for workplace egative work habits, not conforming to
accidents in your company? i ork standards (SOP) / not following safety i
i Causes of accidents  procedures, lack of campaign and awareness 22 0
; i programs, technological errors/ old machines/ :
i poor equipment maintenance, lack of
. . . UPEIVISION sttt
4. In your perspective, do your dequate but needs improvement, adequate,
company’s safety policies, Safety policies, nadequate :
regulations and procedures are regulations, and 22 0
adequate to guarantee a safe procedures H
workplace?
5. From your experience, how
Balance
does your company balance the o
. - productivity goals 19 3
emphasis on productivity goals and
. and safety goals
work safety requirements? 1 T T EEET L
6. What are your perspectives :
regarding the commitment of the i Commitment of the : 2 0
upper management towards work i upper management
SR AN oLl L) £ S S S
7. What are your perspectives Commitment of :Some are committed, some are not committed,
regarding the commitment of the the immediate i lack of commitment, all are committed 1 1
individual employees towards work supervisor/
safety inyour company? i) e N S
8. What are your perspectives i Some are committed, some are not committed,
regarding the commitment of the Commitment of i lack of commitment, all are committed 9 1
individual employees towards work employees
safety in your company R T
9. Do you feel that the employees
in your company have adequate - ap, adequate training provided, trainin i
y. ) pany 4 i Adequate training & p d &P g i
training and competency to : rovided not adequate, not all employees have 21 : 1
. ) and competency o :
practice proper safety behavior qual chance to attend training
while performingthework? ¢+ &
10. Is the disciplinary actions for . ) rofessionally implemented, not professionally
o _ i Disciplinary action )
safety violations are professionally o mplemented, not sure about it 21 1
: ) : for safety violation
implemented in your company? oo oo
11. Explain briefly how accident . . ) .
: plair Y ) Accident i Report to immediate supervisor, report to
investigations were conducted in . .. i 21 1
investigations i manager, not sure

your company?
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columns (4 and 5) represent the number of usea-
ble and non-useable responses. The results show
that majority of the responses were useable as the
respondents fairly understood the thematic cover-
age of the questions.

The results represent that the ‘safety concept’ code
covered four themes (safe workplace, rules and
regulations, minimized risks and hazards, and
prevention). The total useable responses were 20
and non-useable were 2. The results of thematic
coverage in this code indicated that majority of the
respondents represented an adequate understand-
ing of workplace safety and described it as the cre-
ation of danger free workplace having good work
ethics (respondent 18 and 5). While, responding
this question, a few other thematic areas were re-
ported such as respondents 17 and 20 described
work safety is crucial and should must ensure the
safety of each employee. Another respondent (13)
submitted that modern work place is full of risks
and dangers, and efforts should be made to mini-
mize these risks and dangers. Prevention was an-
other theme noticed as the respondents highlight-
ed that safety at work is the creation of safe and
healthy environment where safety requirements
are fulfilled and measures are taken to avoid inju-
ries and death (respondents 3, 16, 17, and 20).

The results in column 3 represent that ‘types of dif-
ferent risks” and ‘less risks due to office work” were
loaded as the themes for ‘risks associated with dai-
ly work’ code (column 2) and the total useable re-
sponses were 20 and non-useable were 2. Some of
the risks reported were related to stress due to the
over-load of assignments, injuries due to faulty
machines, and electrical, mechanical, chemical,
and psychological factors were perceived as the
potential risks (respondents 1 and 5). The findings
of this code also indicated that working in the of-
fice is less risky as compared to production sites
(respondents 8 and 9).

The findings (column 3) indicate that ‘careless/
negligence/ human errors/ negative work habits’,
‘not conforming to work standards (SOP) / not
following safety procedures’, ‘lack of campaign
and awareness programs’, ‘technological errors/
old machines/ poor equipment maintenance’, and
‘lack of supervision’ were loaded as the themes for
‘causes for accidents’ code and total useable re-

http://dx.doi.org/10.21511/ppm.20(2).2022.10

Problems and Perspectives in Management, Volume 20, Issue 2, 2022

sponses were 22. The respondents identified that
lack of information about work process, systems
and machines, fatigue and lack of awareness about
safety, strict compliance with SOP, arrogance at
work, lack of awareness campaigns, technology,
climate, human errors, and human errors are the
main reasons for the accidents at work (respond-
ents 1, 4, 5, 10, and 17).

The results for the ‘safety policies, regulations and
procedures’ code indicate that ‘adequate but needs
improvement’, ‘adequate’, and ‘inadequate’ were
loaded as the themes (column 3) and the total use-
able responses were 22. The respondents disclosed
that their company’s policies, regulations, and
procedures on safety are adequate however, some
safety elements are in need of immediate and con-
tinuous commitment from the management (re-
spondents 1, 10, 11, 14, and 20).

Also, the findings of the ‘balance productivity
goals and safety goals’ code represent that ‘balance
on both goals’, ‘more emphasis on safety goals’,
and ‘more emphasis on productivity goals’ were
loaded as the themes (column 3) and total useable
responses were 19 and non-useable responses were
3. Overall, respondents reported the company bal-
ances and emphasize both performance and safety
goals and the supervisors encourage employees to
adhere to safety regulations (respondents 2, and
10). The employees further disclosed that the safe-
ty of employees is prioritized over performance
through monitoring of operational activities (re-
spondents 14, and 15). Another category of re-
spondents perceived that STCL management pri-
oritizes productivity goals over safety as the regu-
lations and guidelines lack actual implementation
due to the lack of funds provision (respondents 1,
6, 17, and 20).

The findings of the ‘upper management com-
mitment’ code reveal that ‘committed” and ‘lack
of commitment’ were loaded as the themes (col-
umn 3), and total useable responses were 22. It is
noticeable that the majority of the respondents’
views that upper management is strongly commit-
ted, regularly communicates about safety and al-
locates sufficient funds towards it (respondents 6
and 8). A few respondents were unhappy with less
serious attitude of upper management about safe-
ty (respondents 5 and 22).
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The results of ‘immediate supervisor commitment’
code revealed that ‘committed’ and ‘commitment
needs improvement’ were loaded as the themes
(column 3), and total useable responses were 21
and non-useable were 1. Altogether, 19 respond-
ents believed that their immediate supervisors are
committed and have identical views of ensuring
employees’ safety within the company (respond-
ents 3 and 7). While some employees perceive that
the supervisors require top management support
and need to improve their safety skills for the cre-
ation of a better safety environment (respondents
5 and 20).

The findings pertaining to the ‘commitment of
employees’ code indicate that ‘some are commit-
ted’, ‘some are not committed’, ‘lack of commit-
ment’, and ‘all are committed’” were loaded as the
themes, and total useable responses were 21 and
non-useable were 1. The majority of responses re-
flect their perceptions of a mixed scenario with re-
gard to the individual employee’s commitment to
work safety. Generally, employees are committed
to safety and occasional accidents are fated which
might incur due to employees’ attitude and lack of
experience towards safety (respondents 3 and 12).
The employees’ awareness towards safety is low,
and the peers need to intervene to train the new
employees (respondents 2 and 7).

The findings related to ‘adequate training and
competency’ code reveal that ‘adequate training
provided but there is still a gap’, ‘adequate train-
ing provided’, ‘training provided not adequate’,
and ‘not all employees have equal chance to attend
training’ were loaded as the themes (column 3)
and total useable responses were 21 and non-use-
able were 1. Some respondents feel that the train-
ing on work safety is adequate, but a big gap be-
tween theory and practice among employees re-
mains. The training provided by the Company
is adequate but there is still a wide gap between
putting the theory from training into a real work
environment (respondent 2). Many trainings on
safety have been provided. But what is still lack-
ing is the commitment to put into practice what
they have collected from training sessions (re-
spondent 6). However, a few employees highlight-
ed the inadequate provision of safety due to dy-
namic changes in the work environment, wrong
selection of training programs and lack of moti-
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vation to attend training as the factors of lowering
safety at workplace (respondents 12, 13, and 21).

The findings of the ‘disciplinary actions for safety
violations’ code delineated that ‘professionally im-
plemented’, ‘not professionally implemented’, and
not sure about it’ themes were loaded (column 3),
and total useable responses were 21 and non-use-
able were 1. Majority of the employees hold the
view that disciplinary action against any safety
violation is handled with a high spirit of profes-
sionalism (respondents 3 and 13). While some
respondents have negative feelings about the way
disciplinary action on safety related rule break-
ing (respondents 7 and 20). A few respondents are
clueless about this issue of disciplinary process re-
lated to safety (respondents 12, 19, and 22).

<

Finally, the findings of the ‘accident investiga-
tion” code revealed that ‘report to immediate su-
pervisor’, ‘report to manager’, and ‘not sure’ were
loaded as the themes (column 3), and 21 respons-
es were useable and 1 was non-useable. Overall, it
was observed that employees knew to whom the
accident should be reported and recognized that
their immediate supervisors formally recorded
it for necessary actions (respondents 3 and 11).
Another cluster of respondents highlighted those
accidents should be reported to manager before
forwarding to the management for final decision
(respondent 6). Some respondents were not sure
about the reporting process of accidents as these
employees were not formally informed about the
reporting process (respondents 8 and 19).

4. DISCUSSION

The findings of safety climate represent that STCL’s
employees have a genuine concern for employees’
overall safety at workplace. The findings of safety
concept dimension stressed that a firm needed to
focus on overall safety of employees and must pro-
tect employees from injuries and harmful effects.
The results elucidated employees represent a genu-
ine concern about the safety of their peers at STCL.
This leads to confirm that firms need to focus on
creating a risk-free working environment having
minimal health and physical risks. The findings of
this dimension lead to predicting that employees
share a positive perception of safety climate.
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The findings related to upper management’s com-
mitment represent that STCLs upper manage-
ment has shown genuine concern for timely res-
olution of safety issues of employees. The findings
have further highlighted that although no poten-
tial incidents were reported yet, the management
is willing to sacrifice productivity in the assign-
ments which jeopardize employees’ safety. The up-
per management has taken employees’ safety one
step further by spending and investing to create
a safe workplace. The findings of this study are
consistent with the findings of past studies (Seo,
2005; Olsen, 2010) confirming upper management
commitment is a key dimension of safety at the
workplace as it plays a detrimental role in the cre-
ation of a safe workplace. Additionally, findings of
immediate supervisor/managers commitment de-
lineated a similar finding as employees highlight-
ed that their immediate supervisors always take
initiatives to ensure safety. These findings suggest
that supervisors and managers are the key players
at the enforcement front (Olsen, 2010).

The findings of employees’ personal commitment
of safety represent that it is based on the nature
and requirements of certain job that also deter-
mine the effectiveness of organizational safety
programs. However, employee perceptions fluc-
tuate towards workplace safety as some employ-
ees showed less commitment due to a lack of ex-
posure to certain safety instructions. Meanwhile,
the results on organizational safety policies and
regulations outline that STCL has taken measures
to improve and correct the wrongly functioning
safety policies through the acquisition of essen-
tial resources and relevant tools. The findings of

Problems and Perspectives in Management, Volume 20, Issue 2, 2022

underlying beliefs about safety indicate an inter-
esting perspective as the majority of respondents
believe the pre-destined reasons for incidents can
be associated with employees’ religiosity. The re-
sults of the clash between performance and safety
goals determined that the management focus on
achieving an equilibrium between organizational
goals and safety goals as the former can only be
achieved by creating a safe workplace environ-
ment (Mathis, 2017).

The findings on safety competence level indi-
cate that employees’ cognitive skills, preliminary
knowledge, and understanding of basic proce-
dures and regulations play a key role in shaping
safety competence. Additionally, organizations
also contribute to enhancing employees’ safety
competency levels by conducting training pro-
grams, especially for newly recruited employees.
Also, exposure to real-life situations has signif-
icantly enhanced employees’ competency lev-
els. Moving on to findings of communication
systems used for safety indicate that safety pol-
icies and regulations are clearly communicated
periodically at all levels. The further analysis of
this dimension demonstrated that the communi-
cation process within the organization is based
on mutual trust and collegial spirit among up-
per management, supervisors/managers, and the
employees themselves. Finally, the results of dis-
ciplinary systems and measures highlighted that
it is essential for a firm to implement an account-
ability system for the employees violating safety
policies and regulations to maintain profession-
alism to create an exceptionally safe working
environment.

CONCLUSION

Overall, the findings represent that STCL employees have a positive perception of the safety climate. The
majority of employees share a common understanding of the significance of safety as one of the man-
agerial strategies in business operations and that all proposed dimensions in this study are essential in

shaping their perceptions.

From an implication perspective, the findings of this study require top management and employees at

STCL should not be contented with the findings of

this study and begin to foster a laisse fair attitude to-

wards safety. They should mobilize their energy to improve continuously. This study suggested that hav-
ing continuous improvement programs is imperative for creating a sound safety climate in an organiza-
tion. The overall impressions are positive where the majority of employees feel that the upper manage-
ment is committed to safety and places equal emphasis on performance and safety goals. However, it is

http://dx.doi.org/10.21511/ppm.20(2).2022.10
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highly recommended that the upper management seriously looks into the minority group of employees
who are not yet convinced. This attitude of upper management is vital to ensure that all employees un-
derstand that the struggle for safety is not contradictory to productivity, but rather complementary.
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