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Benchmarking Organizational
Safety Strategy

By LARRY HANSEN

Beschmarking, #he planmed, deliberate process of seeking out and
targeling competitive continugus inprovement Dy emudafing indising's

“pesk practices,” fas swept s way ko today s bustness plarming stretagy,
Like most progressive managemend techniques, competitive benclhnarking
s concerted i respomae bo the chalfenge for improved cost effectivercss,
greainty and relinbility in American IH!.)J*:u:r.::.’u.:'fs Mogy, fogueter, 1t 3 being
used to fagrrote aperabing resulis doross all business funcions,
Dxefined fere are key “safeby benchmarks” observed and dociemented as
swccess drivers, Organizational issues thet braly fmpact safety effechive-
ness are addvessed, and a tool for “rating ™ aroanizational fssues crifical lo
food safefy oubcosttes &5 presented, Rating Benchwarss of Chrganizationa

Safefy Strategy (B.0.5.5.) leads to recagrilion Hal " gond” safely is
“good " management, pob programs, Long-terin safely improvenent

onr intly be attaimed by addressing organizafional cove competencies.

o the pagt 20 years, U5, busi-
ness has been victim to a
nationai sham, ona that cue-
rently drains $60 billion from
nitional prodactivity, In
addibion, this sham kas begib-
ryatizsd use of legislation (the
hanutet], eather thao education (the
ming}, as the predominant meang of
achieving workyplace safety. Since Cocn-
pational Safety and Health iAdministea-
tion's (OS1[A) inception, 175, manage-
ment hias beeome entoenched in “safety
by eqmpliance” ratlr thin “provention

AMERICARN ZOCIETT {IF SAFETY EMGIMERS

by planning.” Az a congequence, busl-

ness now faces a zequel to the 19305

(}LI.-:'I].[ ty dilermma: Aurerioar Sajfefy— iz
Hrings moromrg the firet tome.

CURRENT PARCTICE: RELUCTANT (OMPFLANCE

Taday's predoninant safety stcategy
is yeluglant comnpliznce, This translates to
after-the-facl harard detection, which
fike putdated gualily pragrams based
an inspecting defectz aut al the &nd of a
prooss) dots not identify organizational
eTrars—Lhe boae canses of accidents. The
bottoon Jine; Mast safcty programs arc

not foundied in sound management theo-
¥, aves nepligible inpact oo oparational
affickenecy, and do act contobute o cor-
Trorate produchvly oc profitability.

Thesz are not new or eolightening
consJusions. danagers” conbinued pesis-
tawce bo “the safely program” suggists
they have recopnized this raalify tor
arnme Birne., Managers helive that safishy
has Jittle impact on oparational goals,
compliance-oriented, and does not sup-
port line-management objectives ot
degired buginess autcomes, Hervin livs
the problerm——=they age carmedt,
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In successful companies, “safe” is how
things are executed continuously—not
merely a topic at the monthly meeting.

As precticed today, safety does ook
aquate with key business objiectives, Ling
managers preroeiye safety 35 4 program
separaty (Tom the organizational mis-
siom, nob as 3 “process oulcome” con-
rodled by the rianagement syskermn. They
fail b recagaize that safety (like any
cther process oeteame) can be improved
by addvessing the managemant stmac-
hipes, processes and practices that g
ate prganizational results,

EENCHNUARKTNG SPELS
TRALMIDKAL MINISETS

To pwercome this ermant petception,
MANY ProgTesiive argatizations iniliate
bm?hm:nr a process of (ompatative
mrasucement, to ldentify and target
imprevemant Eenchmarldng challenges
the myapds vlews held within many
organkmations by fordng maragement to
Ik ba curment tradibiens and seek
-“Dhest available practioes” (within and
beyond their industry). This seacch
allowrs a corporation b aquate its own
performanee to that of others, thus dls-
prling traditicnal mindsets and not-
invented=hers menlallties that inhibit

itive change.

Pﬂ?‘he pm&ﬂgﬁenﬂm produces shocking
redlities. Corporation: discover howr
“well” ather arganizations rm. Thimy
zae the bebareen “thar way™ and the
ezt ey B ing safety clarifes
the relaticnship between accldents and
thiir towe soawces within the renagement
syrebe, I addition, e process dentifies
crganizational Lzses and establishes safe-
ty a3 & Ine gpperations function. For the
flrst titme, safety become: management

and "is the process.”

LET'S RATE YDUN B.0.3.5.

Eeady for a reality check? Let's
remered Ehe blindars of tradition and
benchmark the safety management
process, The 20 responses completing
the staterment: “You know your safety
program s effective when . . " are ue
drlvers of safety effectivensss within
an orgamdzation. Comparing current

erformance to these practices identi-
Ees targats for chonge within the man-
agement process. 50, how doea an
organization know when ita safety
program is effactved

NEN GHRANRN T: EXEELTIVE INVILVEMENT
Most exemutives do not dnow i their
conepanias hold safety meetings—Ilet
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alone attend thenn. A seocessful safey
efort requires more then management
gommitment—it demands executive
involvernent. Soroco Products Ca., &
Hartsville, 5C packaging company,
radured ik corporate injury cate by 20
percent—while the nittonal average
{1975-1938] increased 14 percent. How?
“We leammed that sioply Belng Inlerested
in safoly is nob enough.” explaing corpo-
rate safety director dlike Sunderland.
"HOHG) Managers recoprize that com-
fnitment bo sabety, ke quality, demtands
mpre than just preaching to employees,
It vequires actons.”

Al the corporate bevel, Sonote’s decs

ulive safety task foror is comprised of

ekaff vice presidents andd chairead by the
president. Safety poerformance is dls-
cussed during weekly exemtive mest-
ings, and any vice president whose oper-
abon has experdenced an injery mest
present an explanatory report. “That
spally drives home the personal respon-

sability amd acoountability for employer-

safery® {hinter), At Sonore, corporite
values are established by cxeontive
artion. Safety 1 a corporate wlue,

BENEHMMARY 2: STRATEEN: ViS0K

Two insepamable toulhs are etnbodied
in the sayings: “Safety 15 ceeated in the
boardroom®; and “A rotten fish stinks
frotr the head dowrn.” Executives are
being held ta increasingly higher stan-
dards of care prrsonmel polis
oes and Evidencr a Wall Strect
fourmal expose implicikting these valuss
in the board-directed Jeadership change
at Sunbeam-Osber Carp. What better
writy fOF exeoutive management (o per-
sondfy & corpatatle safety vision than to
lead B effort for ernployes health, safe-
ty and well-being? “Vision isn't forecast-
ing the futurs, it's creating the fuhare: by
taking action in the present” {Colling and

Forras).

In “Sadeby Works, So Why Don't We
Uz W87 Anthony SKiff identliies Thow
stratogic direchon was key 1o 8 large
Ohio supertnarket ¢chain's efforts to
reverde high wotkers” compensation
less rendy. In addressing the
element responsible for
the turnaround, a
company Iepresenta-
ti\-'eP rvz:r]':lrlie-:l.. “We
held a2 series of 12
safety mectings, The
presideat attended

all 12 and hed all his calls hetd” (Skiff),
Having ultimate charge for safety within
an organization is a crucial job. How
many executives have proaonilly acdigt-
ad this leve] of responsibility?

BEMCHRTARK 3: AMANCIAL JRIENTATION

Lic: ananagers ave generally unin-
tormed abaut insueange coste. Perhaps
90 percend of supervizors and pla nr
managets do not know what Ex

ence Modification is or their achesl lﬁss .

costs. This creates a problern. IE man-
agers do nob understand how ocidents
drive insurance ¢osts and, impact oper-
ating results, they will never e motl-
rarbed to sddress thetn. When training
line managers ik “megle bucks” (a term
aptly describing their perception of
nsurance], Mave found that once man-
agers undersland how losses impact

"eost of guc-ds gold” and “opemting
expenzes” (hwro of their key responsihil-
itie=), and ultimately drmin proftabiity,
they tum on to success,

Beob Andersom, president and pringl-

conseltant of The Worksake Graup,
guniy Hills, CA, confirog that eswvery
sucresshul tumarpund bis gompany has
managed with it cllenls wag pradicared
by an evecitlve Bwakening to how loss
(oals lmpact operationsl rezubts, Ander-
g0 recalls a largs West Coast restaurant
chein that wanted to reduoe its 52 mil-
Hon annual workers” compensation loss-
es. L'pon compliting their evaluation,
the consultants met with the president
and key opembions execubives. The oon-
sulbants” presentation oullined how
eoeggive workers” compensation losses
poere drsinlng corpotate prafits. Aocoord-
ing 10 Anderson, “When the president
gaw the finandal linkage, he fell
aff his chair. He questioned the numbers
four tintes.”

When the eoecotives finally under-
stood the Aropaal samdfcations invelved,
they incorparated safely nto the prgand-
zabon's strategic mdsslon on quality oper-
ahiobg and customer servica. Within bwo
yeard, average losses decreased B per-
¢ent. Battom lina: Show 2 line manager
how hayshe can increase the “bottom
line” and yoo will find o manager
who will sxoceed in ovdus:
ing accident costs,

FROFESSICHAL EAFETY FHOTS B DEMKY SILLETTE







Managers need

to “cateh people

in the act of

Hoing something
good” and tel
them ahout it.
Supervisory seek-
and-destroy missions
should evolve inte
seek-and-reward
sessions. The most
powerful motivator
in the workplace

Is “Thanks.”
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BENCHRTARK 3: MEAMINGFUL MEASUREMENT

DalPont Torp, bas inibated numerous
innovatkee managemet sabely fawcentive
and accountablilty pragrams. Caoupar
lional zafely has such high priority that
accident-free operation: are & bagic
expectation of all manageys. In faot, exec-
utives of operating divisions and sub-
sidiaries must report atl lost-time acci-
dents fo DoPont’s CEO within hours of
g anliy Ll | LE

oo, the eavebope Ras been steetched
turher. Sonace Products Lo, lins extab-
lished a eorporate pallcy requiring plant
managers to lelephone the president
within &0 minute: of an injuey. This
“trave] policy” laaves no doubt abont
safety’s importance within these organi-
rations. " ¥¥hen safety becomes 2 mean-
ingful management measure, menaging
gafaly becomes meaningul” You defi-
nliely do not want to e & frequent fyer
i Lhese progea msg.

BENEHIMABK 5: FARITY

Suocessiul companies considet safery
t be a Jonp-term investment, producin
significant payback thro improve
process cificencies wnd reduced opera-
fanal errar. This i o onual foundation,
Whes managers do oat believe that safe-
ty expendilures produce a posikive
return-on-invesgtmant, they will aover
Frovide the parsonal and (inancial sup-
port needad to elevate safely Loy a trbe
operational aqual.

PG Industries, headgqoarrered in
Fittsbargh, I'A, rerognizes the need o
greate safety parity (Safetr vqual to, and
ntegrated with, all key clements of the
manifacturing precess). The company's
Mew Drivecdions Progeam, which is bagisd
o quaiity managetment concepts,
addres=sas four cove i=zuest 1] ¢ontinyous
improvemnent; 2) emplayer involverment;
&) wmecellence; and £} integrated safety
M

PG Crastline, OH feolity achivres
safety integeation through a perfoc-
mange specitication program, “At the
Crestling plant, every waozk order nasw
includes safely specificationg, along with
custoraer, packaging, and shipping and
handling sprcifications. Tha zafety
regquirements have coual status on the
wiaek order” (Durdaia), At this faclity,
suceessful [ob completion mequires st
eonfortaatioe 1 S8l prachces.

{On the production Asat, owever, all
thing: are nat created equail. Selely can
become an equal anly when valued on
par with—and not compromisad to—

preaduction demands

EENHMARY 6; BPFLOYEE PARTICIFATION

The Cutamings Jamestown Engioe
plant, Lakewaod, NY, etoplays a highly
effective agprmch b emeployee partici-

pation and continecus improvemant.

The propram’s mane, “TOIT-EAIZEN,”
refers Io dbs objective: “Just To B Conkin-
wous Impeavement.” The progrm ingar-
porates several progeeasive concapts,
incuding an intengive five-day employ-
ee training program on continuots
impraverent; an eraphasis on employee
empowsrment; and teamwork to
encourap: problem solving and imredi-
ate change.

Among the nowe] ideas incorporabed
in the program are “Faicen Carts,”
mgbile workstalions equipped with flip
charts, references and ather problern-
solving tools that allow emplavess b
solve problems or evaluate process
improvemnents on-the-spot. The it
haf produced 1 dncumentedppwr&ngcrzss
improvements; leading e higher quality,
lower costs, peduced ovcle times, less
inventory, higher cfficiency, improved
safely—and $250.000 wy savings. ~ At
Cumnmings Jatmeslown Engine plant,
penple ave making the difference. They
justdo ™ [Taylor and Ramsey).

Thiz level of employee interesk iz not
LHUINOR (N Tany companies. However,
if the concept of an cmployee safety
organizsabion was pedefined to include
high wisibility, adequate funding, dear
responathility, bnwe authety aal armpbe
rRCoghitian, m@any mare employaes
wioild B willing b volinteer. Participa.
lign would improve 100 percent, and
safety propramming would oost nothing,
Companies would actally save money
Evcawse time and efficiency are ntonew.
Enviston the potential savings when
eweryone thinks of i betber way and then
just does it

NENEHMARK I: NI55(6N

Try this: Ask the nexl five peaple that
pazs by the safety office to vead the cor-

u::':rl?tlz safety policy. What will they

1) An execotive mission statement
Hiat clearly depicts a desiced. future
[gafe) state for the corpomtion fad oon-
lains an aclion crienlation capable of dri
ving employee behaviors 40 aliain 4.

2] A “reality statement” rhat lacks
emotion, Ii uninspirng, cnn:lams canned
5] amd serves b remingd e 5
:}fﬂ things aren't, Pl

Mozt readecs will find camber 2.
bfany safety policies are boderplate, boc-
itg and boeeawed {sonee even include
the ariginator's namel—and etoplpwees
knowr it. The policies typically contain
idealistic rietoric and conclede with:
“MNo job is 52 important or schednle so
mizhed that we can't take the time to do
ik safely.” Employee intecpretations
“Yeah, right, Why can't they design it
tight in he firgt place 50 Idon't hasve (o
take tima b i3t oot heved”

A succezzfuld joutney begins with a

sperific destination in mind. If managa-



SAFETY DIR

“This iz Red Herring, hes responsible
for safety around herel”

Ll

nvent Ing oot created a clear coad map,
lar Joumey starts rwow, with an exercise
in safely "vigioning.” TE you look fore
ward, You can s, and will create, the
fature.

BENCHMAARK B: RNIN-SHAR(ME

How can mezning be added ko the
phrase, “Safety Fays*t 1f 2 manager's
peiformonce in controlling accident costs
i5 to improve, build chargebacks into
biz/ her bosus and make it "luart 50
mocad Remember, what gets aeasweed
gets dong; what gets measured and
rawardad gels dowe well. One Jayution:
What gets measured and rewarded gels
done well, even i it is done wrong. A5
Feter Drucker wams, “Mabke sure man-
agers aze doing the dght things, not just
dueing things right* Mo slogens, posters,
games, canbests or safety incentives,
Tabe s,

Why slop with execatives? Wy aot
initiale gain-shaving for all employess?
According to Princeton profezzar Alan
Blinder, "Trickle Up” economics {i.e.,
making employes compensation comtin-
gent upon profitabilityy can maise lzbor
productivity from 3 to I1 percent
(" Watching Ot for Busingess®), General-
Iy, if i3 Beder b0 e thaa o mocjve, In
thig cage, why oot o bodl?

EENCHIMGARN 5: SHARTD WAL IIFS
In Romte, WY, hislory is being rewTit-
ten—the Great Pyramids are no longar

anly in Egvpt. The Bome Cable Corp.,
Rome, MY, recognizes the need for
equality among qualiby, productivity
ancl safety, Hwoe critical measupes of
roandgement praficiency, and ensgla-
sizes the Ihree values i Jis corparals
vigipn. Flevating safely 10 equal statng
an the production fleor and income
staterment must be forced through execu-
tive achion

Frezident Shep Bayland emphasizes
the values by sending clear, reprtitive
meseages that quality, productivity and
safely must so-exist for eeal Jong-teomn)
profit o ensue, To 1992, the “walue” of
safely equated (o oo fan F3T2000
insurance dividend earned dae ta
reduced accident logses). Al a twa pet-
cent margin, that is equivalent lo an
additional £10 million in sales—a wel-
oome contribution ko profit and a true
value,

RENCAMATE 10: COMPELLING MEXARE

Satedy comraibiees are aften ineffec-
tive i addressing acoadents, Why?
Becauge acgidents are caused by the
tnatagernent systemn and “real managers
don’t do safety comonithees.” focidents
ara meraly symproms of fawed opera-
tional planning racted in the manage-
ment proress, Sxfety can only be effec-
tiwely addressed in corpermbe operational
mieehnEs.

Mike Gleagson, vice president of apera-
fiotis for Finch Fruym FPaper Corp., (lens

Falls, MY, opitns cach oprmbons mecting
with dizcussion of plant safety perfor-
e, IE s ne coiwcidence ot Finch
Preeyn bag miaistained o low Expociencs
Modification (45 sangel This affonds the
company sighiflzant ingurange savings
and a gompelitive advantage. In suooess-
ful compardes, “safe” is how things are
executed conlinuouzly—not merely a

topic at the manthly neeting.
BENCHMARK 1i: EMPLOYEE SATISFACTION

“Happy faces” ame scarce in many
vrorkplaots, which signals that the safe-
ty program (and most likely ofther
aspracts of the opemitiany 15 b teowble,
Hank 3arkag, president of The Rellablli-
v Growp, a managemen! gonsulting
fin, has compiled slalislical data con-
fieming "happiness in the workplace™
as the primary factor correlating with
Eu-::u:l accident experience, Mal Kosen-

luth, president of FEosenbluth Intemma-
tanal Tog, and co-author of The Cus.
tomigr Comes Sevend, also identifics
Temployee happingss™ as the single
izrug featn which a1l ather arganizatiot.
al resulls Mow. Fosenbloth believes that
companies earn emplovees’ poor alli-
tudes and maintains that emplovee atti-
tudes produce the ortganization’s wlti-
mata outcome:z. “YWe must take
employee happiness seriously, Withont
it, eventually evervthing else breaks
derern™ {Foseabiuth and Peters).

Does this "saft stWf™ stand up o

uMETw: &



incident rates merely measure how had a company can be
and still be called good. Suceessful companies emphasize continuous
improvement to drive results toward zero defects.

“hard” number crunching, howaver?
*Dian Witter Feynolds recently found
that, lisd investors purchased stock in
companies that treated emplovees
wall, they wonld have eamed 17 por-
cent mare bhan bad they invasted in
Standard & Paor’s Tndex Fund™ (Maws-
rar). Cettainly a clear fllustration of
what a smile iz worth.

BENCHMARK 12: POSTIVE RECOBNITION

The paychologyr of motivation has
oot propressed significantly in the
tield of management=—at [gast nal at
Lhe Biestdineg Level. Althpugh aumerous
studies confinm the power of positive
recognition, discipline remains the
firet tooi of chofce for “managing™ (aka
“mugging”} employee behavior.
“Studies show that &7 precent of all
feedback is negative, Traditional man-
agaanent theonr has done Little b necti-
Iy g situation® (Fimat).

Tradilional thegry fals (2 recognize
that “discipline™ is derived from the
word “disciple,” hardly a :negar'me coit-
notation, ha need to “catch peo-
ple in the act of doing something good”
amd tell them about it Supervisory sack-
ancedestroy missions should ewolve ot
sgek-pnl-revrl seagions,

Io A Ceread Phacy By Werk, Roberd Lever-
ng reports how BEwecy Air Beight was
lazing #1 million annually because
aemploveas were shipping small pack-
ages individually, rather than combining
thwm in larger containers for less expen-
sive bulk shipment, Management's
answen A program of positive conse-
aaemaces and foodbacks The resutt Losses
were teacly eliminated. The most pow-
etful (yet least uged) motivator in the
wotkplace—"Thanks.”

BENEHNUABK T3: TEAMYORK

facitard Costello, manager of General
Electric's (G5} Corporate Marketing
Communickions, challenged GLE%s Heesi-
ness Information Center to change ite
wethods, mamapgement approaches snd
operational cesults, To help the group
“dizogver its futues,” he send the stalf (oan
comapany budget) to Epcot Centar in
Crlzndo, FL. The veswl: /& kighly elfec-
tive, self-directed work team. The poinl:
When something iz important to the
orginizatiom, mike it important to peo-
ple By making people important Is zafe-
by Umpaddatd + ernployess W wour orga-
nizatipn—and vice wersat
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BENCHATARN 14: EMPTWEENIENT = TRHET

Emplovee empowerment is essential
to operatiomal success. Howewver,
employees can only be empowered
wrhen funds are available to fire! innova-
tiem, Estimates supgest that %0 percent of
all safety hozards can be cornected for
less Bhan 350, 3 neminal sum when com-
paved to dhe average cost of 2 aocident
(310.000+).

Zyter Cotp. emplayees can spend up
to $1AXK [per oocasion) i solve priob-
{ers and /ot improve opetatinns—with-
gt executive authorization. Imagine
what could bean:-::::g]jshed if the seorle
forces was cmpoweered with only 26 per-
cepit 0f Bt amonnt, Tmagime employmes
showing supervisors how they solved
safety problems, mther than waibing for
erippled suggestion systems ar hacks
Ingeed maitdenange schedulag,

Zytac also emplovs a unique sleatepic
management toal—trost. And, it is nat
abusztd because the bazic freedom, not
the amount, is what counts! The next
zreat ceonification will involwe employ-
ees and i rdreds, All thit s needed iz
a little wanageroent *seal coomey,”

BENCHIGARN 15: ENABLERENT

Although knowledge has become a
by competitive strategy in industry,
mamny st beliawe that safery raining is a
funchon of “tinte” rather than compre-
hension, and tiat lunch periods, breaks,
weekends and shift changes are the only
“tme” for safety, William Laceau, a
noted quality authar, f2els that US.
industry Lraang abs employess o Bl by
Basing iraining on duratlon valher than
on sklts attained. Prograra; that provide
eyeryont with an equal amount of train-
ing only eoswre that mo one's needs are
fullr met, In Japan, employee training
differs vempletely—proficiency is the
ultiiate rreasane.

Moy onvg woould Lkely debate the value
of Iraining in shaping safe wark prags
tices. Yel, nanagers continee 1o oomtnil
only minimed tinte to safety Iraining.
“We nead a suparvisory teaining pro-

amn to deal with this ‘critical i=zue,’ but
it can’t tabe more than ae howr” is a
common remark, For employees, the
averays i peobably cboser b 15 minubes,

Joante MeCree, uiian mesnances rap-
rezentalive for IBM': Rachester, MM
facilifiez, says, “Peaple must be enabled
a5 well as empowered.” Unforlunately,
industry’s track record does not mircor

this advige. lo i MNowvembor 1992 ennay
of 160 small and tnid-size companics,
Arthur Anderson Inc. and Mational
Small Business Onited Trade Assn. asked
howr Emall businesses zhowid achieve
improvid productivity. The most popu-
lar amsvwrer, “Frovide berer training.”
When agked whak steps these companies
bad actually taken Lo inprove productiv-
iy during {he past 12 months, howeeer,
traindng was not menticned ("I Trainig
is the Answer - . ") The bottom lige:
Safety performance canngl genulnely
change in one hour or less, as current
injury statiztics dearly illustrate.

BENCHNULRK 16: PRACESS |MPROVEMENT

Tone Peters identifies the phenome-
non of & reansagernent awakendng a5 T
Blitdding fazh af the obvions.” When the
manufacturing pracess oo exaningd, it
bacomes clear thal managgtment gontrols
all vital fancticnz, including employae
selection, process design, material desig-
maktiom, work scheduling, envirenmental
coabeel and organicational culture.
Whea accidents occur, howdever, the
"Iinding flash® canelugion is "D
these careless employees.”

Wrong! Eraployees sostain injuries.
Acddents belong to the system, end the
systemt belongs zolely to managemnent.
Audits of supervisors” accident invesH-

ation reports often reveal that more
un 4 porcent bypically cite “employee
carelessneag” as thl accident caess,

To traly improwee safoty, st ot the
Iop, atherwise the real 2ounte of prob-
lemns Ls Delng ignaved. W, Bdwards Denne
ing agsigied 9 percent of all progess
cutcores {soch as sacidends) b corLmge
rauses—causes inherant to the system—
not to individual behavier. IF the compa-
ny's acrident mvﬁgﬁahcm PIdcess is ot
unweiling systern failures, it is not pro-
chwcing accurate inforemation, The only
accephable alternative is to assipn all
accident capges Lo “management carer
lesstness.” Then, the Investization swstem
would Be correct at least W) percent of
the timve (which beal: what industry i
currently doingh

BENCHNURK 17: CONTINLMLES IMPROVEM ENT
bany companics sct safety goals
Bagsed oo nctdent fraquencr and soverity
(aka "kl rates”}. This process drves
efforts to medipority—we agplre (o be
averaga. incident vates are nathing more
than measures of how bad a company



vatt be and still be called goced. Suaess-
ful companie: emphissize conkintans
improvantent be drive results boseard
reTo detpcts.
Gerneral blotors Corp, under 1le safe-
3.- leadership of titke Taubity, has aban-
od sakety by Ihe wumbers (ncident
o), ool knstend foguses an continuous
improvement strategies. This approach
climimates tolerance of avetage perfor-
mance and challenges ultimate excel-
lence. Safety, like quality, is a joumey,
nat a destinabtion, The kiy: Being on the
right road, heading in the dglit disectlon.

BENCHMARK 78: PRUTLEM SHURGNG

teiore than any oiler activily, inspec-
tiems deter organizalicns from attaining
true safety iwoprosvement. Inspections are
the core of most eaditional programs
anad Dypically consome an organization’s
safety foous. Unfortenately, insprchions
focus on the wrong sources, They
address accident symptems, mther than
teua causes, which lie upstreamn in a
process and are disfank in both tne and
prozimity from the hozard-

Cavses are rmbedded sithle the
management systea, which nspeclions,
as qurnently eonducted, donot address. IF
industry would adopl Derdng’s philoso-
1y and ceaze reliance on inspections,
safely could be designed into proomsses,
This wiuld eliminate the effort vt in
inzpecting hazards out—an activity thal
¥eeps many prachifioners busy, yet does
nob sobve problems,

[F an organization demands Inspec-
tions, mows them off the production
floor anidl iodo 1he execulive affices. With
a1 Fnye tootE gomly, inspect policies, direc-
fives, procedures, poals, budgets, plan-
ning processes, aining Progmms, man:
agement development plans, staffing,
organization charts, job descriptions,
communRication systems, scheduling,

? mition and reward, programs. Flen-

real accident casses will Te found.

BENCHRUARK T3: RSSIMILATION

Compandes whh good accident expe-
renee recpgnize that safety iz “good
buginess, not programs.” Traditional
safety programs do mot exist in these
onmpanies far cne reasom—thiy are a0t
needed,

The Potsdam Paper Cocp., Potsdam,
MY, may {en the surface) appear o Jack
the tmppings of traditiona] safely preo-
Frams [incentives, rules, postets, etc).
Yol the oompany does not experience
accidents.. Fotsdam’s approach involves
parlicipative managentent and team-
wotk—safety is a functiom of “the
process,” nat a separmbe "program.” As 3
result, employer iovelvement is high,
hazards are contmlled, and ageldents do
mut Jrain produchivity. Al pocitive bane-
fits, without a sakely " progyamn.”

BENCHNIARK 20: ALIGNMENT

Congratulations! You have passed (i
ultimate test fenlike your more tradi-
tipnal paers). You have proven your ibil-
Hy 1o bead a cotporation to success and
savings by reatizing that safity @5 oot one
thing, it is everything—and it i3 called
effective managemment. Welzome to the
tearn. ow'l fit in just fime. Bk where?

Two important points magl be con-
sidered when deceding where Lo pasition
safety withio the organization. First,
gafety must be recognized as “the man-
agementfprncer.a-" Second, it is mot
Jrhere safety responsibility is placed
within the organization {whatmar fomm
it tekes), but rather that it is placed
gverywhere. Progressive companies
align resources to achitwe resalls; they
don't creabe strucbuce, The power of
influence will always outpecfonm the
povrer of position, JE the president’s
woder i miaded 1o acgoraplish this, sari-
ous organizalional problems exdst. Time
bo pull bagk and start again, this time
Fram Hhe Poltatte

5. Staxt pﬁhﬂgm ¥ lesk, we're -
(g v aut of te stockvooer, toof reou, digs
penanry, guerd shace o that obscane cibis
ele. Yorve onre of ws o, Weloone fe the
tear!

BOSS
Searny
“Tocused [apdership™
1__ Brecaittes Lmrghvamest
I Sategis Maden
T
4__ Mesninglol Bearorrmest
3__ Farily
Salitetal 1-5
g T '
§__ Empleves Participrtinn
7_ M
B FainShariag
3 Shamd Yaum
10__ Sempaiiing
Sabrtetal £-10
“Howar Redrbons "
11 __ Emplivey Saticincian
1% __ Pasdthee Rncaguition
13__ Tawwk
14 _ Emprveorment
18 __ Enallowsint
Sobbetal 11-T5
15__ Pracass
17 __ Cantinusry mpremmact
18 __ Frablem Sewrcieg
19__ Masimllstien
M__ kgt
__ Snltetsl 1W-I0
Totd 1.0
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