COVER STORY

SAFETY MANAGEMENT:
A CALL FOR
(R)EV OLLITION

Chceupational injury rafes ave now at @ 12-year high and fe
workers’ compensation systeny, the primary fanding sowree for
these losses, is shressed to crisis praportions throughout our
uation. "Traditional” safety programs are not working!
Despite Hhese adverse results and copbrary fo a growing
body of data questioning the effectiveness of braditional
safety programs, American industry coutinues 10
employ these philosoplites in Hhe workplace. This
ariicle calls for a “Safety Management
(Rievalution’ Hnking safety effectiveness to
orgatizational culture: a process of
paticmed, predictable change in
managesent valkes and bekaviors.
This (Rlevolution iz identified as a
prevequisite bo attaining World
Class safety performaice.

By LARRY HANSEN

n the aftermath of World War
I, W. Edwards Deming chal-
lenged American induztry to
maiinize productivity by ap-
plying stabictical precess com-
Fols, conbnuous Impronrernent
philozophies and totm] quality
manegement. Howrever, his challsnge
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went unansyrered,

Some 30 years laker, Tom Peters pre-
semded & new challenge to Ametican
management —a challange for “organ-
izational excellence” founded in supe-
rior custemer seevics and customer
pecceived satisfactlon, Today, a degade
after thiz challenge, Peterz reluctanty
conctudes: “... there are no cxcellent
compardes™ (Solomon B-B). He does,
howeved, proofass Bhat exgellence iz now
groepted in our management vocabu-
lary and poregives this as part of 4 new
industral revolution which will repo-
gition Ametica as a leader in o rede-
fined sworld marketplace.

American erandgens hove indeed oe-
quircd. bad bobits duning the past 40
vears, They now, however, redognite
that “almost anybody can ran & com-
pany in boom times because 2 lot of
mistukes are masked by aecclemting
warket condibiong. Those same peaple
can g3t back and watch thelir company
%10 down the drain and blame evety-
thing but their pvwmn lack of action or
decision making™ Hoppel.

Thess awakenitigs have created a
“G00D NEWS-BAD MEWS™ scepacia:

THE GOOD NEW?S [8: An Americet
managerment revelubion is, in fact, un-
derway, with execabives across the na-
tion respobding to Deming's mandade
that: "Top management rmust feel pain
and dissatisfaction with past perform-
ince and must have the courage to
cronge, They must break out of lina,
#ven 10 b peoitk of txile arnongst thedr
peers. There must be o buroing desine
to trangborm their stvle of manage-
ment” {Deming - Chrt of Crizis).

These execulives alzo yecognize that
such change will take considerable time
and enecgy. Ry Statn of Analog De-
vices g, concedes, “We are the fur-
thest behind in what I call ‘management
technology’ in may compary, in the high
tech seetor and in ail of American in-
dustey, Diee vou awakeo 8o Ehat chal-
lenge and decide to do somethlig abxaut
it, you miy fice a 5 to 10-year corrac-
Ueon exercise™ (Shermerhornd.

THE BALD NEWS 75: Mone of this ap-
piies to aerupational afery!

TRADITIOMALISME PEASISTS!

American bustness continues to ¢m-
brmice traditiongl safety programs - pri-
grams that are isolated from the
toainsteesn of the erganization and ad-
ministerad by staff managers who lack
the nuth-::-rili;r and organizdional posi-
tioning to effect changa.

“Weve gone from classical manage-

. ment gty the 19205, o human relations

in the 19603, to situational rmanage-
mant in the 19708, (o qubtutal manage-
ment in the 19602 —all ma|ar shifts in
phitoeophy, Doring theze major philo.

sophical manngement shifts, safefy has
goh 16 Oh WYL ighoddig reality: most
safety pIograms remain ‘classical’ in
raturg; management deddes, people
Follénr the mules™ (Pebersen 474,

Most current prograrns are based on
traditional safely elements, which in-
cludar safaty directors, safety commit-
tres, safety meetings, safirty rules,
slogans, posters, carmpaigns atul safefy
Incentive progratns~all marglnaliy ef
fective. These tradibional strategies place
safety responsibility with o staff coor-
dittator who i3 faoleted from the lloe
mtlzgion and 1z tasked slmost ex:clu-
sively with inspecting out hazards.

it approsth fails to i.nte%-mt{- safely
inte the crpanization, theoeby lmiting
tba ability to identify and resolve man-
agamenl oversights that contrlbute o
aecident cavsation. Activities ani-
ployed in tmditional proprams arc fre-
quently “post rention™ tracking with
"Hood owcles™ =being highly risible
after gevers lnjurdes and, swith titne, re-
furning to low pre-injury levels. In many

mizations, safety & paid for in
bBlood, with Jiftle bonefit received for
the significant ammennt of safety dollars
expended,

“Amerlean workers In the private
sector sufferad &8 milllon secopatlonal
injuries and illneeses in 1950, This was
an incoease of 177,000 injuries and ill-
nesges orar 1989, and resubts in a 1930
ingidence rate of 5.8 per 100 fulltime
warkers, Ihe highest rate sinwe 1979, As
in the past, constecion end manufec-
turng, witih incident rataz of I4.2 and
13.2 respectively, had the highe=t rates™
{71940 Itl-::ul&m:ﬂ R:Ltﬂ”} T%Jb adverse
trend 35 alze reflected In injury seyecity
with constructlon and manufaciuriog
“lost wrorkday” rates—afsg at their
highest tevels, 1479 and 120.7 days ve-
spectivaly, (See page 18.)

“Loss cankrol specalisks ol con-
firee themaclves fa gafely roles, isolated
from others in the organizellon. Tne
stead, they must wotk hand in hand
with Jime unils, hunkacs resounds profes-
sinnals and othees o echleve quality acd
competitiveness goals” {Barge 47).

TARDNIOMAL RESUETS

Fezearch by the Metional Institute far
Ocoupational Safety and Health
(NIOZH) and zafety professionals it the
prisate sector continue to dacumment the
lirnited effectivencss of tmdidonal =afe
approaches. Duelng the 1970s, NIDS
stucdied manegament and safefy pro-
gvin characterstics in higly, lowr and
exteernely low incidence-tate compa-
nigs L, order #0 determine swwhich fac-
tors mast 5!%11Mﬁant1y influenced safeky
results, The Andings cleatly showed that
“sommonly prescribed safety practlcas
melating to safety committess, safaty

tules, agcldent mwrestigations and re-
porting, and zalety promollong wers
gvident in companies with good safery
prrfommance ax well a5 in those with
poor sabety rocords, These factors,
tirerefore, are not differentiating ones™
(“Gafaty Program Practices™)

The curreghun of eafety e[ements b
high and low ineidence-ate companies
(e page 19 indicatas that elements
typical of traditiona de taimg do nak
correspond with good safety rezults. In
Rl some elements oRen perceived 05
most Imporant, Le., safely stalf and
coranittags, actually hasa stronget cors
velations with poor acdident results. This
suggests that traditional saéeky organd-
zativms {staff-dominated) cncourage line
wanagers o abdicaks key responsibii-
tees and ignore thelr ceitical vale in ag-
cidettt prevention. In other words, il's
nowr “the Safety Chrector's fobl™

CURAENT STAATECIER

Frotessor Anthony ¥elbd, designer
of the mvaster’s degres program in safeby
managevent at Cragon State Univer-
aaty, recently identified industty’s o
vent Locug in sabety progeam stouciure
and stvategy. In 1988 and 1982, he suy.

100 safety profeszionals yespon-
sible for their organication’s safety
programé to datecming the predomi-
nant strategies baing wsed.

Veltris gurvevs examined safety
siratama: carrently etnpl , bapeds
p&rv:vt:ﬁ@d for the }iE_EEIsf ﬁr&fo:ms
deemned necessany B oeate added stra-
tegle value to the businesses they
setved, His findings condinned that tra-
dlilonal safety progeams continue bo
dominate the workplace. Veltri idenll-
fied threa distnct zafety strategies, witl
highly tmditivnal sfrafegics comprizing
the vast majooity’

1) Beluetant Compliens - 77 prrcent:
Thiz geouyr focuses oh repulitory com-
Pliarce and prefers no substamtial sadety
investment. It pursues traditional In-
spection activities, with compliance
baelng the ey focs of the sakety de-
partment—ngd a gongern for others, The
eafety function's job Is to Ingulate the
rest of the organization from gompli-
ange problems. This E’mup tends to
place blame for compbance demands
upon governtmental agsncies andlor
nthers.

2] Followers - I& percett: This group
rmplays creative technical approaches
to safety problems and frequently em.
plays meddern management 2nd supsr-
Vizaty practices, The fools and ans
they utilize hawe been developed
athers, principally leaders in their ine
dustry, This growp recognizes & need
ta "cah:h up” o E'I.C‘ standards zet Ly
others, but believes that catching up is
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simply a matter of doing what others  pram work. What works in one crgan.  “What Really Canses Accidents,” Sar.

have dona bafore. They fail to recog-
mize that “catch wp® activitics cougs
them fo remain oubdistanced by Hie
Tipid pace et by the leaders.

3 Thcl.e:{ﬁm 7 percent: Tl'usgrl_?up
ey e FOZTessIve OpPIoaches
Ihe};rof}ls FE el mgchghnctfunn-
tonal and orponzational capabiities.
Their peograms 2dd steategic value and
bald technicel capabilities within thair
organizationa. A key chamcteristie is
their commitment to perfonn sigoifi-
cantly better thio anyone glse in thebe
industry, pacticulacly in aveas that sen-
iar exegutives recognize and vatue
highly” (Veltti 149+ ).

Both the MIOSH stadies and Velti's
surveys confirn that induslry's pres
dpgrinant 5a strabamy rernains hi
traditiomal: ﬂm b].rgfafe eltm'zgrf'll.‘{s}:
segrogated within the orgatization, &nd
focused on regulatory compllange.

THE IMPACT EIF MANATEMENT

The MIOSH studies alse analyzed
arganizition and macagement factors
in the highy lowr atud exceponally low
Incldence-tate companies, and fopund
significant comelations between safety
razults and the core management com-
pobeneies of an nieation. Bidhibit &
{see page 190 prosents these results and
their correlations b0 specths organiza-
liortal and management fagtors. The
stedy concluded: “'ilana nt com-
mitment to sifety is the major centeol-
ling influsnce io cbaining sucdess, and
averall ... maxitoelly effective safety
programs i ihdustry will depend on
thoze practices that can successfully deal
with people variables” (“Safety Fro-
gram Fractices™).

Fecent work by Cran Petersen, noted
safety management consulfant, has also
led him £ concur with these findings.
He gongludes, "We believe prabably fhat
thete's something having to do with 1he
culture and tie climate of the organi-
zation that makes the whole safety pro-
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ization may not work in another”
[Gheridan 3233

# recogrition that manageement cul-
tere drives resulls 15 being iden-
tified by many mdustey leaders. John

Thiricn of Jobmzen & Johnson acknowl-
edges, “We know that safety is a clear-
ciat barometer of organizational excol-
lenca. You cannot have an excellent or-
amization that has 4 lob of accidents™
inter 17+], Lee Schaller of Dupont
Corp. belleves, *You hawve o cm:fie the
respouaibility for safety with an-
thority to act. In am induwstrsl enters
prise, it is oeally the line organisation
that has the authornly 4o act tp make
the declslons that will effect safeby”
(Minter 19). john hizher, director of
quality improvement for Unncal Corp.,
is convineed that management iwvolve.
menl Is critical b safety immprovement.
Epeating ta Unocal’'s cumrent Sa.fel.}.r Im-
provement Process, he states, “Fhe
manvals are not the essence of the
process, it is the peopls, the organiza-
tlon and the atiltude. Without thal at-
Hiude change, that quelity comonitment
ta making it heppen in the company, a
manual is just another bogk on the
shelf™ (Mlinter 48],

WHRAT AFALLY CANSES ACEIEENTS

In addition to Hwse industty Jead-
erz, Hank Sarkis, president of the Re-
ltabll:lt:r Gr-::uP a management
consultmg A in Miamd, 38 adso cose
vitwed that management cultures is the
key ko safety results. For the past 10
years, Sarkis has collected accident data
and grganizational information. This
data has been statistically analyzed to
idantify comelations between accident
experienca and management charactar-
istics. Sarkis now claims his databaze is
coordible and is convineed that wock-
place safety 15 more 4 munction of or-
ganbzatlonal Izsues and management
culture that of zafely activitles and en-
forcernent. In a presentation enlitled

kis identified the “Top I Factors™ afs
froting safeby results as:

1} Cheerfuinaess of Worlkplace

2y Banployes Selection/Placament
3) Procedures - Matural/Avrbosrard
4}y Emnployee Recognition

5y Equipment Sifoty

&) FleamntGteassful Warkplace
7 Job Gatistzotion

& Job Challenge

M Role Clarity
M) Procedures - SafeTisky

This data agaln ponfivms that “zefety
eletrants™ have ooly & limited relation-
ship to good 1esults. Why then do maost
gafety programs conkinue to b radi-
tiomal in natare? Theee ace four primary
TEAStLS:

1. Lack of Blanagement PIEEarahun
Lestor Therowr, dean of 315 Sloan
Schoo! of Manzgement, claims, “Te be
trained as an AmMericin MANAgsT iF o
be frainwesd for & wodd that is no lahger
there’ [(Shennethatt 315). His obger-
vaion i3 applicale to managermnent skills:
in I, but iz alzo appropriate to
the lack of safety managemmont pripa-
rativn avalable in the owmiculnms of
buziness schools prepaning dur fitors
industey leaders.

Ttx hike ook, Qpelity, Pradectivity and
Competitivg Posttiar, W. Bdwards Thm-
ingr also identifies this weakness in our
management development programs.
stating. "Infack, arrons could pass with
high marks all the regulat courses of-
fered in collzges and uniserssties in
business statistlos and engineering. yet
comre off with ot the faintest idea about
how to improve gquality, productivity
and competitive positioning”™ {Ceming
i}, We can eazily add - “safety™ - as
well

2,8 "Micmwave Mentalite,” To un-
derstand accident causation is to oeo-
oztize that the Rolors wvolred inan
agcldent ave complex, mitlH-tageted and
difficult to identify. Pressures and
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prontes fadng managers daw-to-day,
coupled with a fack of technical prep-
aration, creabes 4 Eropenslf::.r for man-
agers to sk “quick fiwes” do safety and
healh pmbbems Sarkds recognizes this
and has come b believa that “suocess
tokes mere Hrinddng—fdhire fbkes more
bens™ (Sarkas). Blost managers. undor-
tutately, Fasor the laller.

3. The Lemming Bffect. Thers i3 a
univerzzl belief that the lemming, a
small rodoat populating the polar ne-
pons of the eanth, pem:iu::alﬁf AMASS
In lpege migrations ultimately leaping
ta their death in the sea. Ewen Web-
ster's Minth New Caollegiate Dictionazny
aontaing such reference. Reseacchors.
however, conditm o evidence what-
soever oonearning sudh behavior and
acclairn it but & mythl

#And 5o it 5 that we “migrate” g tra-
ditional safety. Cempanies fared with
an decident program typically follow
what u:rthers hawe date and adopt pro-
pracs “off the ghet,” thus perpetiat-
Eﬁ traditional safaty in the workplace.

Cosby onee commented, “1 don’t
Cladain 1 Keeoww Ehe seeret of success, but
[ gae do kneir the reasen for Grilure—
dalng what everybody else says to do”
[Cosby). And, so It i3 with fraditional
safety programa.

4. The Fowrth Symptome. John Gea-
ham, president of Graham Commieni.
cation, has identified wwhat he calls “CEQ
Syndrome” — five symptems of man-
agerment Ineffechivenass, The “fourth

ptom” iz a tendency for CEQs 2
think in the past. Grzher holds that
“LECs perceive their job as getfing a
campany shaped up and runnin
ameathly, Ones that 15 accomplishe -d%
they conclude [t will continne t0 run
stnoothly and that belng a CEQ iz baz-
icaliy a rewrard for a job well done. They
stap the doeck aba point in the past when
the cotpany was it munning order.

- Prablems aise when medam day chals
lrnges and management contegls cres
ated in the past are no longer

appropriate”™ {Geaham §).

This is particnlatly bue in zafaty, hcet
programs were developoed wears age,
Founded upon potciples out of syng
with (oday’s chellengea and in sericuz
question as to their orginal credibdliby.

Unfortunabely, these beliefs are
deeply roated in mmany organizations
and heavily ipact the safely results
they achieva. A company’'s ability to
fmprova safety performance is dizectly
related b0 ik ability to change its sogan-
izational culture —a process both eves
(wtlopary and revolutlonary, patterned
and pradictable. This “Safety &lanage-
ment [Elevolution™ is characterized in
stagrs,

STAGE i—THE SWAMP
SAFETY WITHOUT ANY

MAKAGEMENT PROCESS!

These companiaz are frequently led
bor the Tyrant-a-Savms, s management
species that has evaded extincfion and
shll survives in S0meE orgdnisabons,
Willlary Byhann, ity bas book Zappl - The
Ligituing of Erpowerment, identifles
thesa managers as modern-da 1y dreg-
ons; who mle with fear and “Sappl®
trrployee innovative spirt.

These companies réject responeibil-
ity and perceive sofety a5 o burden —a
task with no produchise value, Ther ae-
cept accidents as a cost of doing busic
nezgr arg autosratler and havwe a heavy
task fomus, with zafety fequently com-
promigad (o production demandes, Thair
plasking provess i shorbteom and 1e-
aclive; CoMiBunicablons Are one-wiy
(down} and foundsd in fear, They ome-
Ploy make-do solulong o equipmment
aru:il facilities —often unsafe. Winiroal

involrament 15 allpwed in

denm-;:-n making and employes/man-
agernent relations are adwverzamnal. It's

“thern versus wal™

E companied have Idgh insupes

ameir casts driven by both frequency and
severity. ThmExpEnenteh-egzdlﬁcahnn
brpieally exceeds L33 {35 percent wworse

than averagal. Th elate the high
Tiske ]:lc-nisgaen-:! adig?zp affect i:lsug.r-
ance tates for thedr industry. These
gatmipanies gperate In atatutory 1gng-
ranca, often in violation of recognized
eafety codes. Employee complaints and
whistleblowing ooour fequently. These
catporations becotme fargets of work-
place llgation amanabing from mmjoy
injuries, and frequantly male national
headbines.

Comparies mired in the SAWAME re-
main thers untl & sigrificant financial
crigis (SFCh occurs —nareaally, an lhe
étease in DPEIT.;EITE] E_Iusts T Ioases 50

] ng [bo ts} Ehat mea a2l
mcuma@ Esa 3 mmdd&dnniegsi"'h‘h
need & safety programl™ With this, the
avalution to Stage Il brging.

STAGE 1l - THE NOEM
MATURALLY DECAIRRING REACTIVE MANAGENIENT!

At thiz stage, companies implement
eafety activiies without hewving ade-
quate nndersteanding of their problems
or the actions neeessary (o resobye them,
e"'tf:: a ¢onzequence, they linplement
54 m3 patterned after “what
uthﬁﬁﬁaﬁn};?" ie., agsigning a

director, creating safety commit-
tees and challenging them to selve “the
Snfﬂt-':' Eeu-l:iltm. 'nﬁwey do not recog-
‘the manageément problem!™

LLI'L:! MAndELTs t}"!:lll.‘.-:'lll}" enClse
away accidents, 1., I was the em-
plovees fawit™ Tiey conflict with the
safety officer wha they pevgelve (o be
a nitpicker looking over their showl-
ders, Line managers do not yecopnize
their key responsibility for safety end
tonsally embeace quick fices amg”in-
stank-pudding™ programs — neither of
whilch work,

Safely prograans have high visibility
with slogans, carapaigns. gmmicks,
contests and incentive peograms. M.
agers issue policies, [1-;1.1[: personally
compromise mast of themn with their
Behavlgr, sending a clear message o
employeaa— “Read My Lipsl™ Pro-

WMARCH 1093 TH



SWANIP

SAFETY
’ SAFETY EESPONSIBILITY: bl AzeoqrizadPepss
BEFGLNTION e e b G PERCEIVED A~ Do
s, A W{]RLD CLH.SS MAMNACEMENT CHARACTEREFTICE:
%— T W b - GO Il - A Fud I o TurTsons -Fay Ieos
o W etk Gvd K M toaka [ fenmaches
Changing N ar W Tash Dviorsad - Prosetion Compremnisod. I Miviraal B3 Lrosbviriett 11 ki
ﬂ.l:g'ﬂﬂiz'ﬂ . [ ‘rallo  ZeH  uchCecdkies) Comsion o B Pwiing « Wininal; Boocive Shomem [ RET LR Bt 1]
Culturs The MORM CRGAMITATIONAL IMPALTS;
fiedonn PEIRAUAGE EMLESa POOLEWMONES  STATUTOCY
5T LGS FELATIOHS R ORIE
e . JrETTEE QT T TA 14 Ll ‘BaTE g L DEHA, Gt
"g:‘ ‘E:‘ *m' g Ivakini Aass STEETS. Ak .
SWAMP . Erer W rs Lo

Lot

gramz ara cvclical. They are imple-
mented, last 2 short Hme and then
ranish.

Activites focus on Jngpecllng cut
hazards. T3 process never identifies
problems but rather covers symptoms,
Litw mpvagetant never buys Into these
programa. There is, at best, superfidal
support. [nsurance costs in these or-
grnizrations ane wetage for their indus-
tey. Their Experiencs bodification is
1.0, plus or mineg 15 percent.

Excepting but faw—the NORM —is
where most companies exist and wdll
emain! For a company to advante to
Stage NI i sk corate mdical organi-
zafional chabge [ROC), discarding tea-
ditipnal pringlples and adopting
Progressive concepts. Theze becoma the
record-holding companies identified by
MIOEH andnﬁ'm beaders identfied by
Velin.

STAGE NI - YIOALD £LASS

In these companies, line manage-
ment owns and drives safety. Line
mipngors perecive sofety b8 a good
busingss investment with long-becm
posltive vetuens. Managers belisve that
accidends are intolerable; they agoept nuy
encuzes! In these organizations, safety
BE safety it iz ocpamizational effecs
tivenezs. The decisicns mandgers make
are time-consuming and their planning
it long<term, nommally three to five
years. Respongibilities {both ling and
staft} are clear. There are shared mis-
givns and coopemdive clorts,

These companies shun “pust add
waler” approaches. Their employes re-
lationz policies are hamarndstic, Em-
plovees are emnpowered and rewarded,
eften through gain-sharing. Commu-
nications ace open, informal. Feedback
s encouraged. Methods to produce
safely are budlt into job dezcdptlons and
processes, Fesults are closely moni-
forad, Canses for voriations are identi-
fied and reqtified.

These organizatlgns ave “gquiet!™

£ PROFESSIONAL SAFELY

There arz ow cacopraigns, dashing Lgnts,
bells or whistles; there are simply re-
sults superior to all others. Insurance
costa ave significantly lowrer than aver-
age, with ience Modifirations less
than .73 (at least 25 peccent better than
average). In thess pyganizetions, safeny
lozes identity; there a1e no “safety pio-
grams.” There are few accidents; there
5 simply "oxcellent matagement.”

The inability of most companies o
attain World Clasz performance lies in
their inability to create and effectively
manige change. They fail to moognise
that & buginess enterprise sists to coe-
ak change, Peter Dok idenbifies this
ag ate of Aive suevival oblectines for an
otganlzatlon: “Bwery buslnezs, to suar-
vive, must stiive ko innovate; that is
purposeful, organized action to bong
about the oow”™ Drucker 158). John
Graham also identifies an organiza-
dow's Inabillty 10 creade and manage
change a5 clear indicatoes of impending
Eustness dizastay.

Indicators of Business Disaster

1. An Inablly to maks anything new
or stgnificant happen [creata change).

2. The alence of = rear view nir-
o m:‘:nt«i'rt:rv{the past abwogs sits the
pace for the fubuze),

3 A rus-for-cover approach bo crises
(2 belief that lgrnoring a probler will
cavse it o go away).

4, Follow the leader and never take
a hold step (belivf in mainfaining the
status quao) (Graham “Five Indicators™
28).

In cocupational safety, change of the
magnitude needed to produce sucwess-
ful vesuits wili only aoour when man-
agement and the zafety professional
vecogniee the need 0 cast off tradi-
tionad appeaaches and force change in
corporate cullura.

Mamagerment musk
# Enrourage ideas and reward in-
norations. hManagers must seck out

those wilth the 1deas, interests and
perseverance io pursue nontraditional
paths and turn failuzes inte sucoess, ns
At Fry did by transforming 4 mibed od-
heegive formulation into o of 304% st
suncessful business produds: the Fost-
it mote.

* Eemand Superman pecfommance.
in his series, “Creative Thinking,” hMibke
Vance directs managers to refocug thalrs
values by e top Une™: thoge cendral
valees of fairmess, ethics, humean rela-
tions and organisation that determine
“thir botbom line” — market share, pro-
ductivity and proft A proper focus on
the fop line wilf cause bottom Lnes to
fail Inly place. The meszage for safely
iar Whet we do—will deterrnine what
wa achizve. ¥We st do the right things!

® Fncovrape leadership. An unfor-
tunate reality 18 Management does not
iaka @ differensca in cotupationil safety
atyd heaith—or at Teast has not yell The
Arnetican workplace needs leaders wilh
viziom, empowerment siails and a will-
ingness to canse change. hiax Deprea,
chairman of the board and CEO -
want Miller Ing., recognizes that “lead-
ers, int & special way, ace liable for what
happens in the fulure rather than what
iaha ing today” (Shavmnethyen 255).
Industry must identity its “safery lzad-
ees” and eocourage them o innovate,
expetiment and haplement thase phi-
lozaphiea that will produce posltlve,
lasting results,

* Empower the people. Manogers
truigt pevlslt theky working :elaﬁan:ﬁ‘cps
with emnplovees. There 15 an simetging
vealization thet the next “re-anfca-
fion™ will ocour in American menage-
ment and will link employess with thair
roinds. Empowerment, teamwork and .
partlclpative management must over-
caome commonly held hellefs that safety
progroms il for one simple reason—
emplovees! This mind zet must be 1e-
placed with the meeogmition thaf cm-
plovers fail for one simple reasomn-
management! The zafety professiona,
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in turn, must recagnize atd accept an Both groups derermined their 8 of "CEQ Syndromae’.” Coatral

equally -::ha]]en%-mg rode it thds vevolo-
tion. Safely profeszionals must step
to the cha e that et w
place wpsn them te become, above all,
“managers”

For too long, safety professionals
have hidden E;hinfaﬁ:i ]:Elil'angerﬁeld
Complex. Lpon receiving their certifis
eation, Hhey wonder whan Hiw respect
of execudve management will fellow
(Biell), Tt wont] “Participation amaong
top menagement ranks should not be
vigwed &5 @ fght. It must be carned
throuwgh respansible performancs, Wheo
the safely and health peofessional be-
cames congetngd with promoling the
cost-effective use of organtzational ve-
sources, it will be further empowered
through membarship ammong op mans
agemnent ranks™ [Burk 454},

World Class effectivencss will anly
become o reality when all manags-
ment—execulive, aperatlons, line, staft,
and supervisory fulﬁ;mtegate sa.f
responsikility into organization’s
mainsiream. This will not result from
safeby prograrns that are supsrmnposed
upon the organdzation, bat only when
safaby is flly accapted a3 an indagral part
af the organization and its mizsion

Are we cose o achieving this? Un-
fartunately not! The Gndlngs of Veltn,
MIDSH and Sarkis confiern a strong at-
tachment to raditional safery. Evaiua-
ticos by this awthor urther confion the
cantingance of fhis bond.

[n Septembar 1991, 24 managers
pacticipating in a Mationwide Insoar-
ance Mational Accounts Safety Seminas
in Columbus, OH, completed a Safedy
Matipgement Assesstoent profiling their

corganlzallonal “oulbure™ it safaty leads

arship, visipty, integration, ¢ommutis
cations and human relationa. A similar
assesEment was completed by 118 par-
ticipants at a bacch 1992 Amercan So-
ety of Safety Engingers (ASSE)
Professinnal Deseloprnent Conferende
in Syvacuse, Wy

dominant colhure to be Gadiional. In
the nationwide assessment, 21 pervent
perceived their sefely culture Az
SWAMP, 7I percent tradifional and B
petcent prograssiva World Class. The
ASSE gronp profiled their predominant
cultures as § percent SWANEP, 6 por-
cent fradiional and 23 parcent World
Clags.

By evidence of these aszessments,
preupational safety has not yet £x-
preszed its readiness o a those
changes necessary to Broame part of the
American managermnent rerobution. Ta
be successinl, managers and safety
professionals must comrodt ko a pro-
gressive operational philosophy of

Mevar teave well enough alone, be-
canse the fubure is too important do let
Iappen by Hself” (Friroavers Syatemns).
The zafety profession negeds a
(Kevolution =
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