©ISTOCKPHOTO.COM/PLANET FLEM

A TECHNICAL PUBLICATION OF ASSE’s

MANAGEMENT PRACTICE SPECIALTY

hink about the headlines
for recent catastrophic

incidents at the workplace.

Chances are you watched

an interview or read an
article in which one or more people
said they saw it coming or knew it
was just a matter of time.

What one person recognizes as a
serious hazard can look less serious
or like no hazard to someone else.
Near hits and general observations
are often not captured. Many smart,

Early detection
of trends often
paves the way for
efficient,

cost-effective
correction and
better allocation
of scarce resources.

well-intentioned people have been
caught completely off guard by
incidents they never thought would
happen.

Differences in hazard perception
also affect how they are addressed.
Actions will not be taken until haz-
ards are understood. And if actions
are not being taken to mitigate haz-
ards, it really is just a matter of time
until something bad happens.

continued on page 8
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Welcome All!

t is my great honor to serve as your new Management Practice Specialty

Administrator. We had a terrific conference at Safety 2014 in Orlando,

FL, as well as a successful annual meeting. I would like to thank David
Natalizia for his leadership and guidance as administrator for the past 2
years. As I review the work of David and other past administrators, I realize
I'm stepping into big shoes. With the assistance of the advisory team, we
will continue to advance the work that David and others have done, remain-
ing focused on management, supervisory, safety program oversight, culture
and leadership issues.

As safety leaders, more so than any other professionals, we under-
stand the art and importance of sharing lessons learned and making
continuous improvement. It is in this spirit that I share with you my
philosophy and engagement request: “Define one or two key initiatives
and execute them well.” With your support, the Advisory Committee
will review and refine our strategic plan over the next few months, and
define those key initiatives to execute over next year.

Our practice specialty’s success depends on you. I promise, we will
never turn away a volunteer. We need members to contribute articles,
share information and opinions, represent our group at the annual
conference and other ASSE events, and volunteer for committees. I’'m
so excited to serve as your Administrator—I love this profession and
KM Jackson have a great passion for the work we do. I encourage each of you to

get involved and stay tuned for another great year for the Management
Practice Specialty. Do not hesitate to contact me or any member of the advi-
sory team to find out more.
Demonstrate active leadership, lead by example and get involved!

)

ake this opportunity to get involved, advance your own career and give

back to the professional. We are searching for volunteers to fill the follow-
ing positions on our advisory team:

eMembership Chair

s\Website Chair

eConferences and Seminars Chair

eNominations Chair

The success, growth and achievements our practice specialty is grounded in
the strength of our advisory team, raise your hand and volunteer. Interested
or need more information, contact Kimberly Jackson or Anita Muller.
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LEARNING THROUGH
OPERATIONAL EXPERIENCE

By Jonathan Jacobi

Differences in perception affect how hazards are addressed. If
actions are not taken to mitigate hazards, it really is just a matter
of time until something bad happens.

OSHA INSPECTIONS SHOULD BE
WEeLcomE: RESULTS FROM A NATURAL
FiELD EXPERIMENT IN CALIFORNIA

By David I. Levine & Michael W. Toffel

A study shows that companies realized substantial reductions in
injuries and workers’ compensation costs following inspections
conducted by Cal/OSHA.

HELPING OUR LEADERS TO
SUCCESSFULLY LEAD SAFETY

By Cathy Hansell

Safety professionals have a critical role as business partners to
provide leaders and employees with the guidance, coaching,
teaching and tools needed to achieve the desired safety culture
results.

MANAGING SAFETY CHALLENGES
IN A NEw WORKPLACE

By David Newmann

As workers become more mobile and accustomed to working in
nontraditional environments safety professionals must develop
new approaches to ensure safety.

CONNECTION KEY

(B race6
OSHA Purs 12P2
ON THE BACKBURNER,
But JoB HAzZARD

ASSESSMENTS
REMAIN A PRIORITY

By Darren Hunter

In May 2014, OSHA announced plans

to move the injury and illness prevention
program to its long-term action list; how-
ever, employers are still under a clear
mandate to comply with existing hazard
identification rules.

@ pacte 14

OSHA IssuUEs
MEmo oN TEmP
WORKERS

OSHA issued a memo to remind its
compliance staff of the agency’s long-
standing enforcement policy regarding
temporary workers.

Click on these icons for immediate access or bonus information
QV'} Video @Website eP'} PDF eL'} Hot Link @ Ad Link eD'} Direct Link
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OSHA By DAvVID I. LEVINE & MICHAEL W. TOFFEL

OSHA Inspections /~
Should Be Welcome

SHA and Cal/OSHA inspections are contentious

and have been even since the agency was cre-

ated in 1971. While some criticize the agency

for being too slow to regulate important
safety hazards, others have charged OSHA and its cor-
responding state agencies with being too aggressive,
undermining economic growth and killing jobs. OSHA
conducts 40,000 inspections per year at America’s 7.5
million workplaces, implying that on average the agency
and its state counterparts inspect work sites less than
once a century. Even large sites with a history of
injuries are inspected only once every few years or even
once a decade.

For companies with strong internal occupational safe-
ty and health (OSH) auditing programs, OSHA inspec-
tions might seem a formality that risk uncovering, at
most, nitpicky deviations from the thousands of pages of
safety regulations. For those with poor safety practices,
OSHA inspections can result in penalties and bad press
that risk impugning the company’s reputation. Both
of these accounts suggest that for managers the fewer
OSHA inspections, the better.

The results of our research published in Science calls
for a much more welcoming attitude. We found that com-
panies realized substantial reductions in injuries and work-
ers’ compensation costs following inspections conducted
by Cal/OSHA, California’s health and safety regulator.
Specifically, random Cal/OSHA inspections prompted a

9.4% reduction in the num-
ber of injuries associated
with workers’ compensation
claims, and a 26% reduction
in the medical expenses and
wage replacement paid from
those claims.

The 26% cost reduction
amounts to annual savings of
roughly $20,000 to $40,000
per year in direct and indirect
costs. We find that the safety
improvements prompted
by inspections endure for at
least 5 years, which means
that the annual savings from
a single inspection may well
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accumulate to sav-
ings of $100,000 to

$200,000 over the 5-year
period—and these figures do not even account for the pain
and suffering that are avoided. These calculations are based
on annual workers’ compensation costs for medical care
and replacing wages averaging just more than $25.000 for
workplaces in our sample, and assuming (based on others’
research) that indirect costs of injuries—including produc-
tion down time, training replacement workers, repairing
damaged equipment and completing paperwork —are typi-
cally 2 to 5 times the direct cost.

Beyond revealing inspections’ safety benefits, our
research also found no evidence that workplace inspec-
tions worsened business outcomes. We found no dis-
cernable reduction in sales or credit ratings, and no
evidence that inspections impeded companies’ ability to
stay in business. Nor did we find any effects of inspec-
tions on average wages, total payroll, or employment.

Two factors in our study design are critical to our
ability to conclude that inspections caused companies
to engage in activities that improved workplace safety,
but did not worsen business outcomes. We focused on
the inspections that Cal/OSHA conducted at random in
dangerous industries, so our results are akin to those of
an actual randomized experiment —the most convincing
type of evidence when evaluating a program. Then, we
compared the safety records of the randomly inspected
factories (before and after the inspection) to those of
similar companies that were not inspected over the same
time period. ©

REFERENCE
Levine, D 1., Toffel, M.W. & Johnson, M.S. (2012).
Randomized government safety inspections reduce
worker injuries with no detectable job loss. Science,
336(6083),907-911.

David I. Levine is the Eugene E. and Catherine M. Trefethen
Professor of Business Administration at the Haas School of
Business at the University of California, Berkeley. He is past chair
of the University’s Center for Health Research, of the Advisory
Board for Center for Effective Global Action (CEGA), and of the
Haas School’s Economic Analysis and Policy Group.

Michael W. Toffel is an associate professor of business adminis-
tration at Harvard Business School.
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STANDARDS BY DARREN HUNTER

ver the last several years, OSHA proclaimed
that the Injury and Illness Prevention Program
(I2P2) is a rulemaking priority and announced
it would propose an I12P2 rulemaking by fall
2014. On May 23,2014, however, OSHA
issued a surprise announcement that it had moved 12P2
to its long-term action list. Realistically, OSHA will not
propose an I12P2 rulemaking until at least 2016, if at all.
OSHA did not state the reasons for its decision. The
agency’s resources are clearly taxed, as OSHA has a
number of other key rulemakings on
its agenda, including crystalline sil-
ica, and has ramped up its enforce-
ment efforts. OSHA may have also
come to the understanding that
its current I2P2 proposal does not
address certain gaps, such as how
employers must prioritize and abate
potential hazards that are identified
as part of the I2P2 process.

HAzARD IDENTIFICATION STILL KEY
Regardless of OSHA’s rationale,
employers are still under a clear
mandate to comply with existing
hazard identification rules. Hazard
identification comes in many differ-
ent shapes and sizes. Some employ-
ers refer to the process as a job hazard analysis (JHA),
whereas others refer to it as a job safety analysis (JSA).
Indeed, OSHA'’s standards are replete with references to
hazard identification, such as the process safety analysis
under the PSM standard, identification of electrical safety
hazards, periodic review of lockout/tagout procedures and
recognition of fall prevention measures, to name just a few.
The primary method of hazard identification, howev-
er, is the requirement to perform a job hazard assessment
under Subpart I of the General Industry Standards for the
purpose of selecting the correct PPE. Specifically, under
section 1910.132(d)(1), employers are required to assess
the workplace to determine if hazards are present, or are
likely to be present, that necessitate the use of PPE. If so,
employers must select the correct PPE and ensure it fits
each employee. To comply with the minimum standards,
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Many employers
perform what
they believe is a
complete hazard
assessment, but the
assessment is not
comprehensive in
scope and does not
address all potential
risk factors.

OSHA Puts 12P2
on the Backburner

Job Hazard Assessments Remain a Priority

the hazard assessment should include a risk assessment
of the workplace, including a survey of all hazards or
potential hazards based on the equipment and the nature
of the operations (e.g., impact, motion, sharp objects,
chemicals, electrical, heat, dust, radiation), and an analy-
sis of whether the hazards can be eliminated through
administrative or engineering controls.

Under section 1910.132(d)(2), employers are required
to certify that the hazard assessment was performed. At a
minimum, the certification must identify the areas of the
workplace that were evaluated, the
date(s) the assessment was performed,
and the person who certified that the
evaluation was performed.

The use of PPE is a fundamental
aspect of workplace safety, yet so
many injuries occur because employees
do not utilize proper PPE, which leads
to the question: Why does compliance
with the hazard assessment standard
often fall by the wayside? There is not
one simple answer, but several factors
seem to indicate that many employers
simply are not aware of the nuances
of the OSHA standard and the hazard
assessment requirements.

Some reasons explain noncompli-
ance:

1) Clearly, most employers understand the importance
of PPE and have implemented written PPE procedures,
such as requiring all employees to use safety glasses,
safety gloves, a hardhat, hearing protection and steel-toed
boots. While these requirements demonstrate at least par-
tial compliance with the PPE standard, it is important to
understand that a written PPE procedure is not a substitute
for a performing a hazard assessment.

2) Most employers correctly rely on the recommen-
dations from equipment manufacturers and incorporate
those recommendations into their PPE requirements.
Although those recommendations must be taken into
account as part of the hazard assessment, they are not, in
and of themselves, a substitute for a hazard assessment.

3) It is common for employers to perform a partial haz-
ard assessment of the workplace. For example, the assess-
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ment may include all of the equipment
and operations in each manufacturing
department at the facility, but the assess-
ment may not address the tasks that are
performed in other departments, such

as shipping and receiving. The hazard
assessment must include all locations and
operations where hazards and risks exist.

4) Many employers perform what
they believe is a complete hazard assess-
ment, but the assessment is not compre-
hensive in scope and does not address
all potential risk factors. For example,
the assessment may not include air
sampling or noise monitoring. A hazard
assessment that is not comprehensive is
not complete.

5) Many employers also forget to
update their hazard assessments after
new hazards are introduced into the
workplace. Under the law, whenever
a new hazard is introduced, such as
new equipment or new procedures, the
hazard assessment must be updated.
Consider the assessment and review of
new hazards as part of the management
of change process.

6) Many employers perform a hazard
assessment for their regular operations,
but do not perform a hazard assessment
for “one-off” projects. Keep in mind
that it is a good practice to perform a
JSA whenever an employer embarks on
a task where risks are present, even if it
is a one-time only project.

7) Finally, many employers perform
what can be considered a strong and thor-
ough hazard assessment, but do not know
that the assessment must be certified.

These gaps demonstrate a general
misunderstanding of the scope of the
hazard assessment standard. Simply
stated, hazard identification is a key
ingredient in so many existing OSHA
standards. Thus, compliance with the
existing hazard assessment standards is,
in and of itself, a form of 12P2.

Given OSHA’s heightened enforce-
ment initiatives over the last couple of
years, employers may consider review-
ing their hazard assessments with an eye
toward whether they are complete and
up to date. ©

Darren Hunter is a partner and member of
the energy, environmental, health and safety,
and litigation practice groups at Rooney Rippie
& Ratnaswamy LLP (R3).
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COVER STORY

Learning Through Operational Experience

continued from page 1

PERSPECTIVES MATTER
To better understand why people see things differ-

these organizations identify and address underlying

causes in a way that strengthens the safety system and
prevents more serious incidents. These organizations are

ently, consider the popular game Jenga where wooden
blocks are removed piece by piece, in alternating turns,
until the tower of blocks becomes unstable and falls. The

last person touching the tower before it falls is consid-

ered the “loser.”

As explained by acclaimed consultant
Todd Conklin and the U.S. Department
of Energy Handbook on Accident
and Operational Safety Analysis,
this game provides an accurate analogy
for what happens when safety systems
fail to protect people and processes.

1) The game tower represents a safety

often described as learning organizations, because they
learn through their operational experience.

Low CoNSEQUENCE DOEs

Not MEeAaN Low IMPORTANCE
Few serious incidents occur compared to the relative-

ly large overall volume of minor incidents,
near misses, and observations of unsafe
acts or conditions. Focusing only on seri-
ous incidents, a small subset of the overall
whole, means forfeiting valuable learning
opportunities. Focusing on serious inci-
dents also means accepting less informa-
tion for trending and analysis.

Improving the recognition and reporting
of minor incidents and observations allows

system. A strong, stable safety system has
most of its blocks intact. In this condi-
tion, the safety system is able to withstand

minor issues without failure.
2) Each block removed makes the

i \

\

\
\

greater sensitivity to emerging trends.
Early detection of trends often paves the
way for efficient, cost-effective correction

and better allocation of scarce resources.

safety system less stable and less able to

withstand future safety issues. Inaccurate

and misleading job procedures,
failure to plan, failure to commu-
nicate, and incomplete or absent
job safety training are examples of
system weaknesses.

3) If weaknesses are allowed to
persist, instability can reach dan-
gerous levels where even minor
issues may cause system failure.
Failure of the safety system may
mean an OSHA recordable inci-
dent, or worse.

Looking at the tower in a top-
down fashion where only the
uppermost blocks are visible, a
system with a compromised base
that is on the verge of failure often
looks no different than a strong,
stable world-class safety system. In
a traditional organization, this top-
down perspective is what managers
see right up to the point that failure
occurs. Managers lulled into a false
sense of security by low incident
rates may have discounted the pos-
sibility tragedy that could occur at
their facility.

On the other hand, progressive organizations solicit
insight from all workers. These organizations encourage
reporting of all incidents, even seemingly inconsequen-
tial incidents, near hits and observations. Once notified,

Each block removed

makes the safety
system less stable
and less able to
withstand future
safety issues.
Inaccurate and
misleading job
procedures, failure
to plan, failure to
communicate, and

incomplete or absent

job safety training
are examples of
system weaknesses.

An unprotected roof-level floor open-
ing is more than just an observation; it is a

workplace fatality waiting to happen.
The thin margin between incident out-
comes underscores the need for pro-
active reporting and assessment of all
types of incidents and observations.
One close-call or incident is
enough. Through sharing, individual
employees can find lessons learned
in someone else’s experience with-
out needing to suffer a similar expe-
rience themselves. Considering other
shifts/crews, production lines, areas,
sites and operating divisions also
helps to drive consistency in work
practices across the larger group.
Adults learn situationally and
learn best from what is clearly
relevant and can be directly
applied. A company’s own opera-
tional experience is as relevant as
it gets. Learning through everyday
operational experience reinforces
classroom lessons with real-world
applications and moves difficult
employees beyond arguments that “it
cannot happen here.”

CHALLENGES TO REPORTING
Even well-meaning organizations can find it difficult
to gather the information they need. Employees are not
used to telling everything they know. Every year, UL

Workplace Health and Safety hears from thousands of
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individuals in companies seeking to enhance opera-
tional learning. Year after year, workshop participants
cite the same reasons for withholding personal learning
experiences:

Fear disciplinary action.

*Avoid perception as a “do good,” whistleblower or
“rat.”

*Dodge time associated with reporting and follow-up.

*Doubt reporting will result in swift appropriate
actions.

*Assume minor issues are accepted as a part of every-
day work.

OVERCOMING CHALLENGES

Operational learning depends on reporting, and
reporting processes are sustainable only when the per-
ceived benefits outweigh the perceived risks of reporting.
Mitigating the negative aspects of reporting and making
the most of learning opportunities will promote and per-
petuate the reporting process.

Managers cannot simply say “report all incidents”
and walk away or, worse yet, blame the first person will-
ing to step forward to report a near hit or observation.
Managers need to get behind the reporting initiative.
More importantly, managers must practice what they
preach. Employees will believe it is safe to report when
they see this evidenced in action.

When reporting happens, companies must take
time to determine underlying factors. Incidents happen
because of system weaknesses. Correcting system issues
rather than placing blame builds trust and a culture of
involvement. To this end, companies have a few respon-
sibilities to uphold:

*Correct issues identified. This strengthens the safe-
ty system and encourages even more reporting. Be sure
to celebrate initial successes. Share successes and lessons
learned across your organization, who knows who may
benefit from the information.

*Adopt a balanced scorecard to track the success
of safety efforts. This means measuring completion of
safety activities in addition to tracking incident rates and
other lagging indicators. Measuring incident rates alone
may inadvertently promote low rates by not capturing
information on near hits and observations.

*Capture positive observations. Recognize safe
work as much or more than pointing out items needing
improvement. Thank and even reward people for reporting
and participating in the implementation of safety solutions.

No two companies are alike, and time should be spent
evaluating and addressing cultural obstacles that might
hinder implementation. New data can also present chal-
lenges, so consider software systems that facilitate effi-
cient collection, management, and trending of incident
and observation data.

Few CompANIES CAN BEAR
THE Costs oF NON-REPORTING
Loss incidents are more costly than ever due to

soaring medical and indemnity costs. Discriminating
customers and society are also demanding improved
environmental, safety and health protections. Preventing
incidents is more than just a legal or moral obligation; it
is essential for business profitability. ©

Jonathan Jacobi, CSP, a senior environment, health and safety
Advisor with UL, has more than 20 years’ safety and health lead-
ership experience. He is an OSHA authorized outreach trainer
who earned graduate and post-graduate degrees in occupational
health and safety from Murray State University. Jacobi helped
establish and currently leads UL’s OSHA Outreach Training
Program. His insight and experience managing safety systems

is shared with the safety and health community through various
forms of consultation and thought leadership such as national
seminars, presentations, articles and white papers.

JoIN THE PuBLIC SECTOR PRACTICE SPECIALTY

he Public Sector Practice Specialty (PSPS) began as the

Public Sector Division in 1986. PSPS's initial objectives were to:
eDevelop and implement training and orientation programs

pertinent for governmental safety personnel to assist them in
upgrading their skills and sharing ideas.

elnitiate information programs to promote the image and
need for high-quality public sector safety programs and per-
sonnel.

sRedefine the true role of public sector safety professionals
to recognize their true scope of responsibility (safety, occu-
pational health, fire prevention, hazardous wastes, tort claim
investigation and administration, emergency preparedness
and disaster planning).

Initiate, through Society leadership, dialogues between
governmental leaders and division leadership to open lines of
communication to demonstrate the true value of an effective
program.

Today, PSPS’s members continue to meet these objectives
and to serve those SH&E professionals working for gov-
ernmental agencies and facilities at federal, state, county,

municipal and institutional levels in urban, suburban and rural

communities.

PSPS also publishes Perspectives its triannual technical
publication, and helps develop technical sessions for ASSE’s
annual Professional Development Conference.

Click here to join PSPS today or click here to follow PSPS
on Linkedin.
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LEADERSHIP By CATHY HANSELL, CCSR, M .S., I D.

onsider leadership in its broadest sense: busi-

ness, functional business support and supervi-

sors. Without continued leadership drive, at

all levels, even strong safety processes and

employee ownership will not yield the desired
and sustained safety culture and performance.

The sustained drive and commitment of senior and
middle management is continually identified as the most
critical aspect of creating and maintaining a strong safety
culture. It is challenging to achieve and sustain. This is
reflected in circumstances where new leaders enter an
organization as new hires or into
new roles from internal restruc-
tures, where complacency with
high levels of performance are
reached in mature organizations
or where an organization strug-
gles to make its first significant
strides in incident reductions.
No one wants their employees
injured or ill while at work,
but some leaders may lack the
understanding of exactly what
to do and the fortitude to do it
every day, throughout all the
daily business challenges.

How do the leaders fulfill this
important role? Is it their fault
when safety performance lapses
or they do not consistently act as
safety champions? I propose there
is a dual responsibility here—a
partnership of S&H professionals
and leaders. As safety professionals, we have a key respon-
sibility to become the leaders that we need to be, so that we
can partner with our businesses leaders so that they may
become the safety champions whom they need to be.

Many aspects make up superior safety leadership. All
aspects and issues must be made clear, easy and desir-
able, even for our leaders. SH&E professionals, as teach-
ers and coaches, step in at this point. Our role is to help
our leaders, and every employee, to realize their roles
and to successfully meet their responsibilities. Successful
safety is a joint role—we are business partners.

We provide the leadership and offer help and clarity
in the context of:

*What to do. What is the role of leadership to drive
and champion safety, and why?
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The degree to which
safety culture succeeds
in a company is due
to the drive of the
business and functional
leaders, alignment
with the businesses,
engagement of all
employees, and
provision of clear
strategies and tools
to help the business
succeed.

Helping Our Leaders to
Successfully Lead Safety

*How to do it. What are the specific actions leaders
should take?

*Tools to help our leaders fulfill their responsibili-
ties—make it clear, easy and desirable.

Let’s begin with the leaders. Do they have the clear
understanding, easy processes, helpful tools and coach-
ing to be successful safety leaders and champions?
SH&E professionals can help leaders with the following:

*Set a mission, vision, goal and timeline. Discuss
and define the organizations’ expectations for safety per-
formance and culture; what are the safety goals; how do
the safety expectations and goals
align with the organization mission
and values? What is the timeline
for excellence? Is there a sense of
urgency —union drives, employee
grievances, OSHA attention or fines,
customer requests, high workers’
compensation costs or a new senior
leader with new safety expectations?

*Define a strategy. A success-
ful strategy provides a balanced and
simple framework, which guides
actions and behaviors. A proven
effective model is culture-(safety)
process-(safety) talent. All three ele-
ments encompass safety prevention
and value: pro-active, foundational
processes and programs; supportive
and leading resources and a culture
which enables safety to become a
value, integrated into all business
processes, decisions and behaviors.

*Define culture and metrics. A culture must be
clearly defined, so it may be worked and measured. An
effective definition has four components: active leader-
ship drive, employee engagement, safety integration
with the business processes and system-based root cause
analysis (Hansell, 2007; 2010). Together, these four
components form a new culture—a new way of working
and thinking, with safety as a core business value.

*Clarify expected roles and responsibilities for every-
one, and how people will be held accountable. Target
key actions and behaviors for all leaders, at all levels, and
employees. Accountabilities are then set, communicated
and tracked, and are integrated with performance reviews,
recognition and reward, and discipline processes.

*Enable the organization to fulfill its roles and
responsibilities. Provide specific education, tools and

The Compass www.asse.org 2014

©ISTOCKPHOTO.COM/SCANRAIL



CAN’T THINK OF A SOLUTION TO O
THAT REALLY BIG EHS CHALLENGE?

It will be okay with the ASSE
Body Of Knowledge

Your source for SH&E Answers and Solutions

Get started at
www.safetybok.org

Sponsored by

(]
CiNTM \{/JCL'V“ N CLICKSAFETY® {e WESTEX

SAFETY TRAINING Safety. Compliance. Your Future.


http://www.safetybok.org/

processes in the organization, to enable it to fulfill its roles,
embrace safety, actively get involved and drive it forward.

*Explain why safety performance and culture are
good for the organization’s people well-being, is aligned
with company values, and facilitates business value and
success. It enables a common, unifying vision for all
people. It is well-established that superior safety results
in increased productivity, quality, employee morale
and teamwork. Safety culture also directly aligns with
sustainability, and can actually accelerate sustainability
progress (Hansell, 2011).

How to do it- what are the specific actions that
leaders should take. Help leaders to identify specific
actions that need to be taken, to fulfill the purpose and
goals of a safety culture.

*Define a roadmap. Provide a simple tool, like a
maturity path, to help the organization understand the
characteristics of the desired end-state and to assess the
current state, against that desired end- state. It provides
a tool for self-assessment, identifying needed areas of
improvement and a metric to track progress.

*Business planning. Include safety issues and culture
in business and location planning.

*Mechanisms to review status of goals and expec-
tations. Keep accountabilities visible and tracked, dis-
cussed in planning and business review meetings and
performance reviews.

*Review incidents. Review and discuss incident
trends, root causes and corrective action closures.

*Assist troubled sites. Target locations with safety
culture or performance issues. Conduct leader and
employee interviews, safety culture assessments, work
task and equipment risk reviews, and functional process
review for effective safety integration.

*Role model behavior. Leaders are actively and per-
sonally engaged.

*Provide support with time, resources, funds for
safety improvement and involvement activities by
employees and leaders, at all levels.

*Safety ownership by everyone. Safety professionals
are not solely held responsible for safety performance.
Instead, the entire organization owns safety. The roles
and responsibilities of each function or level are under-
stood and adopted.

*Professional development. Performance reviews are
conducted and professional management plans are devel-
oped. Developmental assignments are identified, and
succession planning done.

Helpful tools, provided by safety professionals.
Provide leaders with helpful tools to make it clear, easy
and desirable to accomplish the needed tasks and pur-
pose of the culture.

*Safety leadership training. Designed for each level
or functional group, to provide core messages of organi-
zational safety expectations and specific activities, perti-
nent for each group.
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*Provide helpful, easy-to-use and practical tools that
make it clear and easy for leaders to fulfill their leader-
ship roles. Tools and tips should cover the topics below:

—safety basics: understanding rates, costs, incident
reporting, system-based root causes;

—roles, responsibilities and accountabilities for all;

—reinforce the desired behaviors and results (posi-
tive with recognition);

—integrate safety with company vision, values, pro-
cesses and decisions;

—visible commitment, participation and involvement;

—engagement-enable and empower everyone to be
personally involved.

*Maturity path. Guidance framework for desired
end-state of safety culture.

*Templates. Business planning, annual operating
plans, scorecards, culture surveys, walk-around audits,
safety skip level meetings, incident reviews, good root-
cause analyses and safety Kaizen events.

*Safety integration points with 24 business process-
es, owned by human resources, engineering, operations,
product and process development, quality, maintenance,
procurement, IT and communications.

RoLE oF S&H PROFESSIONALS

The degree to which safety culture succeeds in a com-
pany is due to the drive of the business and functional
leaders, alignment with the businesses, engagement of
all employees, and provision of clear strategies and tools
to help the business succeed. The SH&E professional
has a critical role to help the businesses to achieve these
actions and the safety culture (Hansell, 2013).

The role and needed skill sets of the safety profes-
sional are now as a teacher, guide and motivating coach.
Leaders and employees need the encouragement and
guidance to try new tasks, and fulfill new roles. In addi-
tion to these skills, the safety professional needs an attri-
bute of passion. A true passion, even love, of what you
do is the ultimate motivator for yourself and others. With
a commitment of the heart, you will make a stand, take
a risk and do what it takes to change your world for the
better. Your passion will generate energy and enthusiasm
in others too, along with your new great ideas, noble
principles, stretch goals, exciting challenges and a com-
pelling vision for the future. Others will be motivated to
step away from their comfort zones and old paradigms
to take new steps and generate new ideas. It is also the
hallmark of companies with superior safety performance,
where the leaders and the employees are so engaged that
they forge new ground together with the SH&E leaders
as a coaches. If this sounds too risky or cliché, and if
you’d prefer to do what you are told without confronta-
tion with or challenge by your leadership, then resign
yourself to mediocre performance and do not blame the
leaders when they do not step up. We are directly in this
game, and in fact, we have the playbook.
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With the needed skills, passion
and clear roles in place, the best
way for SH&E professionals to help
the leaders is to make it clear, easy and
desirable to make safe choices and to follow
the strategy.

*Clear. Clarify the vision, and specific actions,
behaviors and results that are mandatory,

*Easy. Identify straightforward and efficient ways to
accomplish the desired actions, behaviors and results;
strive to integrate safety into existing business processes.

*Desirable. Desired safety behaviors, actions
and results are positively recognized and rewarded,
included in personal and business performance reviews.
Unacceptable actions, behaviors and results are subject
to discipline, as appropriate.

CONCLUSION

Leaders want their people safe and healthy. To fulfill
their role as safety champions, they may need assistance
in better understanding what to do and how to do it, along
with helpful tools that make the needed actions clear, easy
and desirable. As safety professionals, we have a critical
role as business partners to provide this guidance, coach-
ing, teaching and tools. If our leaders are not the vibrant
safety champions we would like, we need to ensure that
we are being the most motivating, business partners we
can be. Our role is to help our leaders, and all employees,
to successfully meet their roles and responsibilities, and to
achieve the desired safety culture results. ©
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TEMP WORKERS

SU

n April 29, 2013, OSHA launched the

Temporary Worker Initiative (TWI) to help

prevent work-related injuries and illnesses among

temp workers. The purpose of this initiative is to
increase OSHA’s focus on temporary workers and to high-
light employers’ responsibilities to ensure these workers
are protected from workplace hazards.

In recent months, OSHA has received and inves-
tigated many reports of temporary workers suffering
serious or fatal injuries, some in their first days on the
job. Numerous studies show that new workers are at an
increased risk for work-related injury, and most tem-
porary workers will be “new” workers multiple times
a year. Furthermore, as the American economy and
workforce are changing, the use of temporary workers is
increasing in many sectors of the economy.

This memorandum reminds OSHA field staff of
the agency’s long-standing general enforcement policy
regarding temporary workers. Additional enforcement and
compliance guidance will be issued in the near future.

For the purposes of the TWI, “temporary workers” are
hired and paid by a staffing agency and supplied to a host
employer to perform work on a temporary basis. In this
situation, OSHA considers the staffing agency and host
employer to be “joint employers” of the worker. Joint
employment is a legal concept recognizing that, in some
situations, the key attributes of the traditional employer-
employee relationship are shared by two or more employ-

According to the OSH Act, temporary
workers are entitled to the same
protections as all other employees. The
staffing agency and host employer must
work together to ensure that OSH Act
requirements are full met and that the
temporary worker is provided a safe

workplace.
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ers in such a manner that they each bear responsibility
for compliance with statutory and regulatory require-
ments. For example, the staffing agency often controls a
worker’s paycheck and selects the host employer location
where the worker will be sent. The host employer, in
turn, assigns the particular work to be done each day and
controls operations in the physical workplace.

As joint employers, both the host employer and the
staffing agency have responsibilities for protecting the
safety and health of the temporary worker under the
OSH Act. In assessing compliance in any inspection
where temporary workers are encountered, compliance
officers must consider whether each employer has met
its responsibility.

IDENTIFYING EMPLOYER RESPONSIBILITIES

According to the OSH Act, temporary workers are
entitled to the same protections as all other employees.
The staffing agency and host employer must work togeth-
er to ensure that OSH Act requirements are full met and
that the temporary worker is provided a safe workplace.
This requires effective initial and follow-up communi-
cation and a common understanding of the division of
responsibilities for safety and health. OSHA compliance
officers should review any written contract(s) between the
staffing agency and the host employer and determine if it
addresses responsibilities for employee safety and health.
It should be understood, however, that the contract’s allo-
cation of responsibilities may not discharge either party’s
obligations under the Act.

The extent of the obligations each employer has will
vary depending on workplace conditions and may be
clarified by their agreement or contract. Their duties
will sometimes overlap. The staffing agency or the host
may be particularly well suited to ensure compliance
with a particular requirement, and may assume primary
responsibility for it. For example, staffing agencies
might provide general safety and health training appli-
cable to many different occupational settings, while
host employers provide specific training tailored to the
particular hazards at their workplaces. If the staffing
agency has a long-term, continuing relationship with the
temporary worker, it may be best positioned to comply
with requirements such as audiometric testing or medi-
cal surveillance. The host employer, in turn, would
be the primary party responsible for complying with
workplace-specific standards relating to machine guard-
ing, exposure to noise or toxic substances, and other
workplace-specific safety and health requirements.
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As noted above, although the host employer typically
has primary responsibility for determining the hazards
in their workplace and complying with worksite-specific
requirements, the staffing agency also has a duty. Staffing
agencies must ensure they are not sending workers to
workplaces with hazards from which they are not protect-
ed or on which they have not been trained. Agencies need
not become experts on all potential hazards at the host’s
workplace, but nevertheless have a duty to diligently
inquire and determine what, if any, safety and health haz-
ards are present at their client’s workplaces. For example,
if a staffing agency is supplying workers to a host where
they will be working in a manufacturing setting using
potentially hazardous equipment, the agency should take
reasonable steps to identify any hazards present, to ensure
that workers will receive the required training, protective
equipment and other safeguards and then later verify that
the protections are in place.

Prior to accepting a new host employer as a client, or
a new project from a current client, both parties should
jointly review the task assignments and any job hazard
analyses in order to identify and eliminate potential
safety and health dangers and provide the necessary
protections and training for workers. If information
becomes available that questions the adequacy of the
host employer’s job hazard analyses, such as injury and
illness reports, safety and health complaints or OSHA
enforcement history, the staffing agency should make
efforts to address those issues with the host employer to
ensure that existing hazards are properly assessed and
abated to protect the workers. In assessing worksite haz-
ards, host employers typically have the safety and health
knowledge and control of worksite operations. However,
the staffing agency may itself perform, if feasible, an
inspection of the workplace to conduct its own hazard
assessment or to ensure implementation of the host
employer’s safety and health obligations.

It is incumbent on both employers to communicate
with each other when a worker is injured, and to deter-
mine what measures are to be implemented to prevent
future injuries from occurring. Communication between
the host employer and staffing agency is of fundamental
importance in this regard. For example, if a temporary
worker is injured at a host employer worksite, the host
employer should inform the staffing agency of the injury,
and the staffing agency, in turn, should follow-up about
preventive actions taken. Similarly, if a staffing agency
learns of a temporary worker’s injury, the staffing agen-
cy should inform the host employer to help ensure that
preventive measures are taken.

When investigations reveal a temporary worker
exposed to a violative condition, and the worker is con-
sidered to be employed by both a staffing agency and a
host employer, OSHA will consider issuing citations to
either or both of the employers, depending on the spe-
cific facts of the case. This will require Area Offices to
make a careful assessment of whether both employers
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have fulfilled their respective compliance responsibilities
in each individual case. These inspections are considered
high priority and early consultation between OSHA and
SOL is essential to facilitate case development.
Temporary workers have the same rights and pro-
tections against retaliation as all other covered work-
ers. Given the importance of communication between
employers about the presence of hazards, it is also incum-
bent on both employers to take necessary steps to ensure
that temporary workers are aware of their rights and
responsibilities under the OSH Act. Section 11(c) of the
OSH Act protects temporary workers who report injuries
and illnesses or complain to their employer, OSHA, or
other government agencies about unsafe or unhealthful
working conditions in the workplace. Temporary workers
have the right to report injuries or illnesses or complain
to both the host employer and the staffing agency without
fear of retribution. Both the staffing agency and the host
employer should inform temporary employees how to
report injuries and illnesses and include training on the
employee’s right to report workplace safety concerns. If
the CSHO finds evidence of retaliation by either the host
employer or the staffing agency for reporting an injury or
illness, the CSHO will inform the worker of his/her right
to file a retaliation complaint with OSHA.

RESOURCES

Determining the responsibilities of host employ-
ers and staffing agencies will be highly fact-specific.

To assist the field in such cases, the Directorate of
Enforcement Programs is preparing a series of bul-

letins on various aspects of the TWI. The first bulletin
addresses recordkeeping requirements and can be found
on our Temporary Worker webpage. The second bulletin
will address whistleblower protection rights. Other top-
ics may include personal protective equipment, training,
hazard communication, duty-to-inquire, hearing conser-
vation programs, exposures to heat, and powered indus-
trial trucks. A compliance directive is also planned.

In addition, a large number of resources devoted to
the TWI have been assembled on OSHA’s internal web-
site. These include existing interpretive guidance and
compliance directives related to temporary worker issues
on recordkeeping, hazard communication, bloodborne
pathogens, and other standards. More resources will be
added in the future.

CONCLUSION
Too often in recent months, it has been OSHA’s

sad duty to investigate fatalities and injuries involving
temporary workers who were not given the necessary
safety and health protections required under the Act. In
the TWI, we are attempting to ensure that all employers,
whether host or staffing agency, individually and col-
laboratively, fulfill their duties to their workers, so that
at the end of the shift of every work day, all temporary
workers in the United States can return home safely. ©
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WENNCIESYNSARNES By DAviD NEWMANN, CHMM

hen I started in my role, I remember
asking myself how 32 environmental,
health and safety (EHS) professionals in
a division spanning from Maine to North
Carolina could possibly execute safety
programs for almost 24,000 employees —many of whom
work in the field every day. Each employee is trained to
work alone, day and night, in snow or heat, in metropoli-
tan traffic or on a rural highway. Our customers expect
reliable service no matter what, which means frequent
and unpredictable challenges.

In fact, “going to work” no longer means a factory or
office or building at all: It’s what you do, not where you
do it.

I found that field service work is drastically differ-
ent than the traditional manufacturing setting I had been
in, where employees might work at the same location or
workstation for years. Those workplaces followed a clear
hierarchy of hazard reduction, engineering controls, PPE,
job rotation and even (more recently) warm-up to reduce
injuries. Near hits and dangerous work conditions could
be gathered, measured and corrected. But in the telecom-
munications industry, each job order during a day is dif-
ferent than the last. Workers encounter hazards that many
wouldn’t anticipate: changing weather conditions, variable
driving conditions, even installing service on an island.
They work in homes, apartment buildings and hospitals.

No day is a “normal” one at the office. In fact,
most days aren’t in the office at all: field employees
typically only come into their tech center once or
twice each week for training to replenish their
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llanaging Satfety Challenges
in a New Workplace

inventory or learn about new products. As EHS profes-
sionals, we are challenged to identify new processes to
reduce hazards to a workforce that often has no direct
supervision, and it is difficult to train employees to han-
dle every unknown.

Our approach includes several strategies to increase
the reach of our EHS professionals and fit EHS creative-
ly into the distributed work environment that has become
our new normal.

1) Supervisor field safety observations (FSO).
Instead of an EHS professional observing a technician
on the job, supervisors travel to where techs are work-
ing to watch their installations, driving, ladder handling
and even PPE use. They do this at the same time as their
quality control inspections, so it is usually a part of an
existing process. Supervisors are a critical extension of
the EHS team, and having them complete FSOs brings

ownership of their employees’ safety into their
roles. EHS staff then rides with supervisors to
‘ provide them coaching. Our unique
Safety Champion program, developed
L and refined by innovative staff in our
‘ ‘ West Division, rewards techs who
perform well systematically on these
Yy observations--something the techs,
themselves, can control. This is a
welcome change from traditional
rearview mirror metrics of injuries
and lost workdays.
2) Innovative training approaches.
Some types of classroom training for a
remote workforce have become less fitting for
our business model. Web-based training can be
effective but difficult to deliver on mobile devices,
and it is often less engaging for employees. We are
testing a new system that customizes training for each
technician through an interactive comprehensive knowl-
edge assessment. The software then scores the tech and
provides 10-minute training courses each month through
HD video and a quiz. The high-frequency, low-time
commitment program is customized based on the test’s
results, but most importantly fits their mobile work style.
The program showed a 70% decrease in driving acci-
dents over a 6-month trial period with 550 technicians.
Techs can take the training on their iPhones in between
jobs. That’s training designed for today’s workforce.

3) Mobile apps. Recognizing that our technicians’
most critical tool is often their iPhone, we are trying to
move away from paper. One example is an app we are
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developing to enable techs to record information about
confined spaces before entering them, instead of having
to capture it on paper to submit later. The app enables
location, time, technician data, multi-gas meter readings
and a decision tool to determine if the space is a permit
required one. This makes it as easy as possible to have
EHS support, be compliant, safe and efficient.

4) Behavioral safety. Clearly, this is the linchpin of
reducing incidents in a mobile workforce. The key is
reinforcing with technicians to do the right thing when
no one is watching and that their safety is a top prior-
ity to the company. This applies to any part of their
job: installing a new drop, testing signal strength at a
customer’s set-top box or even wearing PPE when they
are in a bucket truck, ladder or attic. In each situation,
it is critical for technicians to remember that their loved
ones are counting on them to return home from work
safely each night. Employees need to think about their
own safety before starting any type of work and if they
notice any potential safety issue then they must alert
their supervisor. In 2014, we are training supervisors
to provide constructive feedback around safety and to

challenges apply to other work-
forces. Workers are becoming
more mobile and more accus-
tomed to working in nontradi-
tional environments, be it on

the road, from a rental car, from
home or at a customers’ sites. As
professionals who help engineers,
technicians, line workers and
many other types of employees, it
is time to get creative and develop
approaches that fit our employ-
ees’ jobs, not just ones that fit

the traditional way of ensuring
safety. Although the fundamental
principles and hierarchies remain,
we need to think in different ways
about how to deliver them in these
new environments. How have you
had to adopt your thinking to your
new workplace? ©

David Newman, CHMM, is senior

As EHS
professionals, we
are challenged

to identify new
processes to
reduce hazards to
a workforce that
often has no direct
supervision, and
it is difficult to
train employees
to handle every
unknown.

encourage technicians to value their own safety and to
remember their training to conduct safety assessments
when needed before starting work (e.g., checking pole
integrity, setting up a ladder). Only the technician knows
if these tasks have been done.

director of environment, health and safety for Comcast Cable’s
Northeast Division, one of three operating divisions within
Comcast Cable. His 20 years’ experience include implementing
EHS and sustainability programs in biotechnology, semiconductor
and chemical manufacturing. Newman holds master’s degrees in
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Although some of these challenges are unique to the
telecommunications industry, many of the underlying

public health and environmental management.
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DAVID NATALIZIA

MEMBER NEWS

Transitions

y term as Administrator of
M the Management Practice

Specialty has concluded,
and, I’d like to take a moment to
thank all of those who have worked
so hard to help make our practice
specialty so successful. From the
Advisory Committee members
who have faithfully driven
initiatives and activities month
after month, to the contribu-
tors to this publication and the
body of knowledge, the indi-
viduals who have presented
sponsored sessions at the
Society’s annual conference,
to the capable leadership of
the Council on Practices and
Standards, and the dedicated
and hardworking ASSE staff,
many thanks for helping to
make the Management Practice
Specialty more successful than ever.

MANAGEMENT PRACTICE SPECIALTY
SAFETY PROFESSIONAL OF THE YEAR

Please join me in welcoming Kim
Jackson as our new administrator.
Kim brings a wealth of experience to
her role, which is a natural fit for her
after ably serving the practice spe-
cialty in several key roles over the
last several years. Kim is supported
by an excellent Advisory Committee
and is the sort of action-oriented
leader who is sure to position this
practice specialty for even more
growth in the future.

Any volunteer group depends on
its membership for success. This is
true for ASSE overall and for our
practice specialty as well. I encour-
age you to seek opportunities to
serve, to share your suggestions and
insights, and to encourage your col-
leagues to participate as well. It is
only through continued participation
of our wide range of members that
we can ensure offerings and content
that meets the needs of our member-

The Compass www.asse.org 2014

ship so well. One aspect of volun-
teering is a willingness to find ways
to use the availability and talents that
you have to serve, which means that
there is no need to hold back just
because you don’t have the time to
commit to a role that requires a big
commitment. Believe me, there are
plenty of ways you can help with
whatever time you have!

My challenge to all of you is to
get out of your comfort zone, share
your skills and experiences, and find
ways to help advance the profession.
Of course, the Management Practice
Specialty may benefit greatly from
your contributions, but you will also
find that your own personal and pro-
fessional development enhanced as
well. ©

Get to Know ASSE’s Health
& Wellness Branch

[though ASSE’s Health & Wellness Branch is

ponsored by the Society’s Healthcare Practice
Specialty, the branch focuses on health and its impact
on safety, rather than healthcare. As Deborah Fell-
Carlson writes in an informative article, “As safety
professionals, we may not think about the fact that
healthy, alert workers suffer fewer on-the-job inju-
ries and recover more quickly when hurt. This can
have significant impact on our workers' compensa-
tion costs. Although it may be difficult to measure
the impact, we know that managing wellness and
injury together is a win-win.”

The branch is eager to guide other safety pro-
fessionals to help shape worker attitudes, think-
ing and behaviors that may result in improved
personal and global health and well-being. For
more information on the branch and how to
become involved, click here.
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http://www.asse.org/professionalsafety/docs/0314/Health&WellnessBranch_0314_REVISED.pdf
http://www.asse.org/practicespecialties/healthandwellness/index.php

The modern art of controlling
hazardous energy.”

ESC specializes in lockout-tagout compliance. Because
it is our core focus, we have refined the process and

deliver a highly polished world-class program.

Visit www.escservices.com to stay current on the
latest in lockout-tagout fines, news, and expert

advice. There shouldn’t be a price on safety learning.

H)ESC

Lockout-Tagout is what we do.™


https://www.escservices.com/

