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OR-OSHA Mission Statement
To advance and improve workplace safety and health for al workersin Oregon.

Consultative Services

 Offersno-cost on-site safety and health assistance to help Oregon employers recognize and correct safety and health
problems in their workplaces.

* Provides consultationsin the areas of safety, industrial hygiene, ergonomics, occupational safety and health
programs, new-business assistance, the Safety and Health Achievement Recognition Program (SHARP), and the
Voluntary Protection Program (V PP).

Enforcement
» Offers pre-job conferences for mobile employers in industries such as logging and construction.

* Provides abatement assistance to employers who have received citations and provides compliance and technical
assistance by phone.

* Inspects places of employment for occupational safety and health rule violations and investigates workplace saf ety
and health complaints and accidents.

Appeals, Informal Conferences

* Provides the opportunity for employers to hold informal meetings with OR-OSHA on workplace safety and health
concerns.

* Discusses OR-OSHA' s requirements and clarifies workplace safety or health violations.

» Discusses abatement dates and negotiates settlement agreements to resolve disputed citations.
Standards & Technical Resources

» Develops, interprets, and provides technical advice on safety and health standards.

* Provides copies of all OR-OSHA occupational safety and health standards.

* Publishes booklets, pamphlets, and other materials to assist in the implementation of safety and health standards and
programs.

» Operates a Resource Center containing books, topical files, technical periodicals, avideo and film lending library,
and more than 200 databases.
Public Education & Conferences
 Conducts conferences, seminars, workshops, and rule forums.

 Presents many workshops that introduce managers, supervisors, safety committee members, and othersto
occupational safety and health requirements, technical programs, and safety and health management concepts.
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This material is for training use only

OR-OSHA Course 119: Effective Safety Accountability

Introduction

Accountability links responsibility to consequences. When Harry
Truman said, “The buck stops here,” he meant that he was responsible
for his decisions and he accepted the consequences that followed them.

Enforcement through a disciplinary procedure is one important piece of
a balanced "culture of consequences.” The other indispensable
component is the regular use of positive recognition when employees
meet or exceed expectations. Incentive and recognition is covered in
OR-OSHA Course 126. In thisworkshop we will focus on the issue of
"ensuring compliance" through effective enforcement.

Thereislittle chance effective safety and health protection will exist without carefully designing rules
for safe and healthful practicesthat cover all personnel, from the site manager to the hourly
employees. Since hourly employees are most involved with activities exposing them to hazards, it
makes good sense to include them in the establishment of safe work practices and safe work rules.
Once these work practices are established and those who are expected to follow them understand why
it isimportant to follow them, there islittle need to utilize a corrective disciplinary system to ensure
that they are followed.

At the end of the workshop, you should be able to:
1. Define"authority,” “responsibility,” and “accountability.”
2. Discuss factors that motivate and sustain behavior in the workplace.
2. Identify Oregon OSHA standards describing employer and employee responsibilities.
3. Describe the key points of an effective accountability system

Before we start...

»  Getting around

4 *  Ground rules
gf} . * Introductions
A «  Formteams
" ‘;.9

Please Note: This material, or any other materia used to inform employers of compliance requirements of Oregon OSHA standards through simplification of
the regulations should not be considered a substitute for any provisions of the Oregon Safe Employment Act or for any standardsissued by Oregon OSHA.
Theinformation in thisworkbook isintended for classroom use only.

OR-OSHA 119 Safety Accountability 1



This material is for training use only

Instructor notes: Page 1

Welcome students

Introduce yourself

Cover facilities — restrooms, emergency exits, breaks, etc.
Overview the subject

Form groups if the class is large enough to support that. If you have few students, you may
not need to form groups, but rather, conduct exercises as a class.
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e

Accountability = Responsibility + Evaluation = Consequences

When you have authority or are assigned responsibility, your performance is not necessarily
evaluated. But when you are held accountable, your performance is evaluated in relation to
standards or goals that result in certain positive or negative consequences.

Authority -
* power or right to command, act

Responsibility -
* assigned authority to perform duties
* obligates those in authority to carry out assigned duties

Accountability -
» measures and eval uates performance of assigned duties against standards
* resultsin natural and/or system consequences

Why we do what we do in the workplace...

Activators Attitude Behaviors Consequences
o7 &9

MR Sl &

T Feedback |
Stimulate or promote Our internal filter. Our external action. What a What happens to a person as
certain behaviors. They Reflects what a person person does or says, as aresult of the behavior.
should be clear, specific, believes, thinks, feels. opposed to what he or she Will reinforce or punish
imply probable thinks, feels, or believes. behavior.
consequences

“...most supervisors today know that they are responsible for safety, and they know what they should be doing, yet

they do not do it. Why? Because they usually are not held accountable. That is, they are not measured in
safety.” Dan Petersen - Safety by Objective
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Define the terms and discuss how responsibility and accountability differ.

Use the equation to explain that the “condition” of accountability exists when the assignment of
responsibilities plus the evaluation of how those responsibilities are carried out and result in
some kind of appropriate system consequences.

Activators are also called antecedents. These are directions, education, “input” that initiates or
“kick starts” that forms initial thinking (attitudes) and behavior. Consequences in the
workplace will revise initial attitudes and behaviors. The safety management system must be
designed so that the employee experiences a “culture of consequences” that sustain desired
behaviors. We do what we do because of consequences. All the training in the world it
worthless unless the culture supports the training.
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Group Exercise: Warehouse Rodeo

Instructions. Read the scenario and answer the questions below

Asaresult of an Oregon OSHA accident investigation of a serious accident,
XYZ, Inc. was awarded substantial penalties for violations of safety rules.

During the investigation, the compliance officer learned that the injury occurred while two forklift
drivers were engaging in horseplay. The two employees were playing the usual game of “warehouse
rodeo” during lunch when the accident occurred. When confronted on the matter, the warehouse
supervisor complained that he had “told those guys a number of times over the last year not to play
that game,” but stopped when the plant superintendent told him to lay off and "let the guys have a
little fun." Other warehouse employees stated that the game was a common occurrence, but played
only during lunch. The employer was able to produce related safety rules regarding the use of
forklifts and other general work practices. Upon further research, the employer representative could
not locate a written policy statement regarding accountability. The employer was also unable to
produce any written evidence that safety rules were being enforced.

s
\5 What safety responsibilities are employees violating?

What safety responsibilities is the supervisor violating?

.

@5 Who should be disciplined?

€
\E Why?

Not knowing why things get better or worse is always a problem for a business. If it gets better “for no reason,” later it will
probably get worse “for no reason.” ...The point is, it's not enough to know that something works. It isvitally important to
know why it works. (Aubrey Danids, Bringing Out The Best in People, p. 14)
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Have group or class read through the scenario and answer the questions below. There is
ample evidence in the scenario to indicate that the safety management system has failed the
employees and supervisor. Discipline is NOT justified given the info in this scenario. Lack of
training to the supervisor, supervisor and employee accountability, adequate supervision have

all failed.
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Key Processes Within an Accountability System

Five essential processes of an effective accountability system

An effective accountability system: establishes standards of performance; provides resources and
supports performance; measures and eval uates performance; and reinforces desired performance
through the appropriate application of effective consequences.

1. Establishing formal standards

» Communicate performance expectations
 Programs, Policies, Plans, Processes, Procedures, Practices (the Six P's)
* Inwriting - formal

2. Providing adequate resources

 Physical = tools, equipment, materials, workstations, facilities
 Psychosocial = workload, schedules, training, relationships, leadership

3. Evaluating employee performance

» Behaviors are observed and quantified
» Behaviors are detected and corrected before an injury
* Informal and formal observation procedures are used

4. Applying effective consequences

» Must be effective - increase frequency of desired behaviors

 Soon - certain - significant - sincere

» Applied only only after it's determined management has met obligations to employee
* Disciplineis based on fact not feeling - based on careful analysis

 Consistent throughout the organization: top to bottom and laterally

» Appropriate to the (1) severity of the infraction and (2) impact on the organization

5. Evaluating the accountability system

» Mandated by OAR 437, Division 1, Rule 765(6)(f), Safety Committee Requirements
» Examine and improve thefirst five e ements

» Analysis/evaluation conducted by safety staff

 Improvements carried out by line management

OR-OSHA 119 Safety Accountability 7
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On page 2 we talked about the “condition” of accountability. We also need to think of
accountability as a “system” of interrelated processes. This page overviews the system. Don't
spend much time on this page as the rest of the workshop will be covering each element in
more detail.

Element one: The employer must plan, develop, write, and communicate formal standards of
performance. (Performance = behavior + results). When it comes to safety accountability in
the workplace, “ignorance” is a valid argument. If the employee does not clearly understand
their responsibilities and standards of behavior, the employer is NOT meeting their obligation
to employees. The employer should not rely on the notion that the employee should have
used “common sense” because it does not exist. The employer’s job is to educate the
employee so that their “personal sense” is appropriate and will result in compliance.

Element two: The employer must provide adequate physical resources, and the psychosocial
support to that employees work in a safe environment. When requirements are unreasonable,
or relations unhealthy in the workplace, employees can’t focus on their job. Any form of
distraction increases the possibility of an accident.

Element three: Supervisors are the key here. Daily observation and intervention is critical.
It's important that behavior over which employees have control are measured. Example:
complying with safety rules and reporting incidents, accidents, and hazards. It's important
NOT to measure results ( the number of accidents), because employees do have control over
that measure. Measures for supervisors include: training, inspecting, correcting, recognizing,
enforcing, etc.

Element four: Effective consequences will ensure desired behaviors. They must be justified,
and this means management must first fulfill their obligations to employees to be justified in
disciplining employees.

Element five: All systems and subsystems in the safety management system should include
this important element. The safety committee is required, by law, to evaluate the safety
accountability system.
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Standards represent the first set of inputs of an effective accountability system. They define performance
criteria (behavior + results) and expectations. They represent the “benchmark” expectations required by
the employer to make sure safe performance is achieved.

What documents would you recommend as standards at XYZ?

&
\5 Why are written standards important in an accountability system?

Extra credit: What is the impact on standards if the warehouse
supervisor at XYZ ignores the forklift drivers’ horseplay?

OR-OSHA 119 Safety Accountability 9
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Written documents include: written accountability plan, disciplinary procedures, safety policies
and rules, job descriptions, standard operating procedures, etc.

Written standards are important because they help inform employees why policies, etc. are

important, and they explain expectations about procedures, practices, behaviors, etc. They
CLARIFY what's expected. Consequently, this lowers stress and helps employees focus on
work. Very important.
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Employer responsibilities

ORS 654.010 Employers to furnish safe place of employment. Every employer shall...

 furnish employment and a place of employment which ar e safe and healthful for employees
therein, and shall furnish and use such devices and safeguar ds, and

» shall adopt and use such practices, means, methods, oper ations and processes as are reasonably
necessary to render such employment and place of employment safe and healthful, and

» shall do every other thing reasonably necessary to protect the life, safety and health of such
employees.

ORS 654.022 Duty to comply with safety and health orders, decisions and rules. Every
employer, owner, employee and other person shall

» obey and comply with every requirement of every order, decision, direction, standard, rule or
regulation ...

* do everything necessary or proper in order to secur e compliance with and observance of every
such order, decision, direction, standard, rule or regulation.

437-001-0760 Rules for all Workplaces

(1) Employers Responsibilities.

(@ Theemployer shall seethat workers are properly instructed and supervised in the safe
operation of any machinery, tools, equipment, process, or practice which they are authorized
to use or apply.

(b) Theemployer shall take all reasonable means toreguire employeesto...

v According to these standards, what are five basic responsibilities
\E assigned to the employer?

1

2.
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Overview the rule emphasizing the underlined terms and phrases.

The five basic responsibilities are:

Comply with OROSHA law

Provide safe employment and place of employment (resources)
Provide adequate safety training

Provide adequate safety supervision

Hold employees accountable (enforce safety)

OR-OSHA 119 Safety Accountability
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Employee responsibilities

OAR 437-001-0760 Rules for all Workplaces

(2) Employees Responsibilities

(@) Employees shall conduct their work in compliance with the safety rules contained in this code.

(b) All injuriesshall bereported immediately to the person in charge or other responsible
representative of the employer.

(h) Hazardous conditions or_practices observed at any time shall bereported as soon as
practicableto the person in charge or some other responsible representative of the employer.

2

QE According to the standard above, what are three basic
responsibilities employees have to the employer

Safety committee responsibilities

OAR 437-001-0765 Rules for Workplace Safety Committees
(6) (f) Accountability:

The safety committee shall evaluate the employer’s accountability system and make
recommendations to implement supervisor and employee accountability for safety and health...

2

& According to the standard above, what are two important
\E responsibilities the safety committee has to the employer?

1

2.

OR-OSHA 119 Safety Accountability 13



This material is for training use only

Instructor notes: Page 7

Overview the rule emphasizing the underlined terms and phrases.

The tree basic employee responsibilities are:

Comply with the employer’s safety policies and rules
Report injuries immediately to the person in charge

Report hazards as soon as possible to person in charge

Safety committees responsibilities are:
Evaluate the accountability system

Recommend improvements to the accountability system

OR-OSHA 119 Safety Accountability
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Accountability in the multi-employer workplace

Question #1: | need to find out if two sole proprietor exempt contractors work together on one
job do OSHA regulations apply? | know that if | am a sole proprietor, and exempt | do not have to
comply with OSHA regulations on my job. What happens when there are two of us?

Answer: Normally when two sole proprietors work together on the same job OR-OSHA
standards do apply. The reason is that they usually develop an employer/employee relationship as
evidenced by the following:

» The contract agreement is usually with only one of the contractors.
» The materialsfor the job are usually purchased by only one contractor.

* Normally one of the contractorsisin charge and/or responsible for the completion and
quality of the project.

» The contractors usually coordinate their work schedules so that they are on the job at the
same time.

» Equipment is often shared.
» The two contractors usually work together on the same task or in the same area.

* Final payment for the job is usually made to one contractor who then pays the other.

Question #2: What about casual labor? If the employee receives compensation and the employer
does not have to have insurance, do OR-OSHA regulations apply even if someone is employed for
only one day?

Answer: Yes, if the employee receives any kind of compensation, even if someone is employed
for aminute, no matter whether someone has insurance, OR-OSHA standards apply.

Question #3: If | am working on ajob and the owner is helping me, do OR-OSHA regulations
apply?

Answer: If the owner of the establishment is acting as agenera contractor, then OR-OSHA
standards apply. If the owner of the establishment is assisting in return for compensation, then the
standards apply. If the establishment is a business and the owner falls under the jurisdiction of OR-
OSHA dueto hisrelationship to his company, then OR-OSHA's standards apply.

OR-OSHA 119 Safety Accountability
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Overview the questions and answers here: Basically, there is joint responsibility.
Accountability follows control. Therefore, the subcontractor can expect higher penalties should
OROSHA investigate an accident. The general or host employer usually has less control that
may result in lower penalties. Both the sub and general contractor may be subject to litigation.
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Physical resources

Another input to the system. |If the employer is going to hold employees accountable for achieving
their standards for safe behaviors and performance, the employer takes on the obligation to provide

the physical resources needed to achieve those standards.

What are some critical physical resources employees
need to do their job and meet standards of safe

operation?

<

27N )

) ‘
N | the impact on the accountability system?

§:
X
\

\)
A\

I \ Sl When management fails to provide physical resources, what is

OR-OSHA 119 Safety Accountability
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Physical resources include: tools, equipment, machinery, materials, personal protective
equipment, chemicals, workstations, air quality, noise, lighting, and other environmental

conditions.

When management fails to provide resources, they are not justified in disciplining because
they are not fulfilling the obligation, and thus not complying with OROSHA law.

OR-OSHA 119 Safety Accountability
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5 Psychosocial resources

For the same reasons employees need physical resources to achieve standards of

safe behavior and performance, psychosocial support also needs to be provided.
Factors to consider include supportive job and work environment, culture, education, training, adequate
scheduling, reasonable production goals, and the design and content of tasks. Competent management
and effective leadership that provide this support give employees the knowledge, skills, time, and social
climate to achieve those standards.

» One-fourth of employees view their jobs as the number one stressor in their lives. - Northwestern
National Life

» Three-fourths of employees believe the worker has more on-the-job stress than a generation ago. -
Princeton Survey Research Associates

» Problems at work are more strongly associated with health complaints than are any other life
stressor-more so than even financial problems or family problems. -S. Paul Fire and Marine
Insurance Co.

NIOSH Job Stress Model

The National Institute for Occupational Safety and Health (NIOSH) has devel oped the following
model to help us understand how stress affects behavior and health in the workplace. Job stress can
be defined as the harmful physical and emotional responses that occur when the requirements of the
job do not match the capabilities, resources, or needs of the worker. Job stress can lead to poor health

and even injury.

Job Stressors + Stress Moderators =  Acute Effects = Injury/lliness

S,

7,
£ & el -
*-'J 2 %15"
/) Y 33\’6(5 E’S\
T 7%

Individual factors Psychological
Situational factors Behavioral
Physiological

I

When does positive stress become harmful distress in the
workplace?
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Psychosocial support include training, workload, scheduling, breaks, recognition, and any
other workplace condition or activity that affects the employee’s psychology (thinking and
feeling) and resulting stress. The objective of psychosocial support is to primarily keep the
employee psychologically healthy so that they will focus on work which will decrease the
likelihood of an injury.

NIOSH Stress Model: Examples

Stresses of the job are “moderated” (increased or reduced) by our personal strengths and
weaknesses. Stress transitions to distress when the employee no longer believes he or she
has the ability to “control” the situation. When this occurs, the acute effects are “fight or flight”
responses. The employee might go home sick (flee) for example, or take short cuts or argue
about expectations (fight).

Examples

Job Stressors + Stress Moderators =  Acute Effects = Injury/lliness
Overwork Education Worry Ulcers

Env. Extremes PPE Fatigue Stroke
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‘2,

:) 3. Evaluating employee performance

There are many possible measurement processes within an effective system of consequences.
Formal and informal methods of performance measurement are essential to a properly functioning
system.

What methods does your organization use to evaluate performance?

What behaviors and activities are evaluated in an effective culture of
consequences?

Employees:
> Supervisors:
f
. Managers:

OR-OSHA 119 Safety Accountability 21
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Again, it's important that supervisors observe employee performance as often as feasible.

If lone employees work away from the facility, it would be a good idea for the supervisor to
make no-notice checks as feasible.

If two-person crews perform work at remote worksites, one should be authorized to oversee
safety as a “crew chief.”

Since most accidents are the result of behaviors, it's important to observe and evaluate
behaviors.

Employees need to be measured on how well they are complying with the employer’s safety
rules, reporting hazards, and reporting incidents and accidents.

Supervisors need to be measured on their performance in providing the training, resources,
support, personal leadership, inspecting, analysis, identifying and correcting hazards, involving
employees, conducting Job Safety/Hazarde Analyses, holding safety meetings, etc.

Managers should be measured on how well they are fulfilling their safety responsibilities to
supervisors. Are they making a commitment and supporting supervisors so that they can
provide adequate training, supervision, resources, recognition, discipline.

NOTICE...and this is important. Everyone has/or should have authority to perform... the
ability to control...the ability to make a choice...Will they train? Will they inspect? Will they
comply? If a person does not control a thing...they should not be held accountable for a thing.

If people are confused... You may want to contrast those things we have control over vs those
things we do not have control of.
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4. Applying effective consequences

5-R Principle: If you Regularly Recognize and Reward, you'll Rarely have to Reprimand!

Consequences exist in all workplaces. Every workplace isa"culture of consequences." The success
of the accountability system depends on a balanced approach to the application of system
consequences. Let'stake alook at how consequences are applied.

Positive consequences -
* When effective, increase desired compliance and voluntary behavior.
» Worker performs to receive the consequence
» Worker may perform far beyond minimum standards - discretionary effort

* Focusison excellence - success based

» “If you report a hazard, you will be recognized.”

» “If you prevent an injury or save money, you will be rewarded.”

Negative consequences -
» When effective, increase desired compliance behaviors.

» Worker performsto avoid the consegquence

3 *  Worker performs to minimum standard - just enough to get by
Y@ * Focusison compliance - fear based
* “If you comply with safety rules, you won't be punished.”
Absence of consequences -
» Lack of positive/negative consequences "extinguish” desired behaviors.
» Worker eventually performs without expectation of consequences
* Personisignored - no relationship with management.

¢ “|t doesn't matter how hard | work around here.”

o “Apathy is rampant, but who cares.”

Which of the three consequences above is most frequently applied in the
workplace?

“If people are taking shortcuts in areas such as safety and quality, the naturally occurring positive consequences associated
with doing the job with less effort will cause the undesirable behaviors to continue.” Aubrey C. Daniels, Bringing Out the

Best in People
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Talk about how, actually, every culture is a culture of consequences. Safety staff are trying to
help the employer develop a culture of effective positive and negative consequences that are
appropriately administered in a fair and balanced manner.

Discuss the characteristics of positive and negative consequences and the impact withholding
conseqguences (which is actually a consequence itself) has on the organization.

Negative consequences (discipline) can be quite successful in achieving high levels of
compliance. However, if the employer is to also achieve high levels of participation,
involvement and higher levels of morale, positive reinforcement must occur effectively.

Emphasize the 5-R principle “if you REGULARLY RECOGNIZE and REWARD you’'ll RARELY
have to REPRIMAND.”

The most frequent consequence observed in the workplace today is the withholding of positive
recognition. People work hard, do well, get ignored. This is devastating to morale, production,
profitability.
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To be effective, discipline should be ...

S - after it's determined that disciplineisjustified.

» Besuredisciplineis based on fact, not feeling
» Beslow to discipline. Carefully analyze the system first.

C - the employee knows exactly why he or sheis being disciplined.

» Address the specific safety performance failure

* Do not accuse the person of somehow being flawed by using labels (mad, bad, lazy, crazy,
stupid, etc.)

S - Theimportance of the consequence is determined by the receiver.

* Progressive discipline increases the significance at each stage.
 Thiscriteriais defined by the receiver. .
» What is effective for one person may not be effective for another.

* You know the consequence is significant when it increases the frequency of desired
behaviors.

S - genuine disapproval for the right reasons.

* You're motivated by aconcern for the safety of the employee.
* You don't discipline just because it's policy.

* You discipline to improve performance, not to hurt.

* Discipline is amatter of leadership more than management.

» Don't confuse by "sandwiching" discipline between praises.

5-R Principle: If you Regularly Recognize and Reward, you'll Rarely have to Reprimand!
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To be effective, recognition, both positive and negative needs to be:

Soon... emphasize that when administering discipline this means “soon” after it's determined
discipline is justified. This should occur only after the supervisor is sure he or she has fulfilled
the five basic obligations to employees discussed earlier. If there is an accident, it may take
days or weeks to determine if the safety management system has failed the employee. If it
has, by contributing somehow to the accident, discipline is not warranted. If it has not,
discipline becomes a matter of leadership.

Certain... the employee must be certain about the behavior/performance that resulted in the
recognition. What exactly did they do or not do that resulted in discipline? The employee must
also be certain that the supervisor will administer discipline. The reasons for discipline should
not be vague or inconsistently applied.

Significant... one person’s punishment is another person’s pleasure. The person receiving the
consequence defines the nature of the consequence. A verbal warning may be quite effective
for you, but totally meaningless to me.

Sincere...the worst motivation a supervisor can have when administering discipline is to
protect him or her self. The supervisor needs to discipline to protect the employee...help the
employee understand that the supervisor means business... is serious... because the
employee is important and the supervisor does not want the employee to get hurt. To be
perceived as leadership, the message must be about the welfare of the employee, NOT the
supervisor. You don't discipline because it’s policy...you discipline because you care. This
defines TOUGH-CARING leadership.

Restate the important 5-R principle.
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What are the criteria for appropriate consequences?

» Consequences are justified. The safety management system has not failed the employee.
» Consequences correspond to the degree of positive or negative impact of the behavior.

» Consequences are applied consistently throughout the entire organization.

Simply stated, if accountability is not perceived as fair, it will fail!

For discipline to be justified, those in control should fulfill their
obligations to the employee first.

T e - . .
ﬁﬁ; Before pointing the finger of blame...what questions
should the supervisor or manager ask first?

Have |

Have |

Have |

Have |

Have |

What happens when consequences are not consistently applied
throughout the organization?

OR-OSHA 119 Safety Accountability
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Consequences are justified. The safety management system has not failed the employee. A
qualified person should closely analyze and evaluate the safety management system to
determine if a system failure (resources, design, implementation) somehow contributed to the
accident. If the system did not fail, discipline is in order.

Consequences correspond to the degree of positive or negative impact of the behavior. If an
employee walks through the warehouse without proper PPE, they violate a rule. If a
supervisor violates the same rule, they also transform the rule into a discretionary “guideline”
for all employees. You can't discipline employees for failure to follow a guideline because, by
its very nature, a guideline gives employees an “option.” Therefore, the negative impact on
the safety culture is much greater and may require greater levels of discipline.

Consequences are applied consistently throughout the entire organization. What's good for
the goose is good for the gander. In other words, all employees from top to bottom,
throughout the entire organization should be held accountable in a fair consistent manner.
Unfortunately, in some companies, discipline is administered at the bottom, but not the middle
or the top.

The supervisor should pass the “one hand” analysis. He or she should be able to answer yes
to the following questions:

Have | complied with these same rules? Set the example.
Have | provided adequate resources? Physical AND psychosocial.
Have | provided adequate training? Employee knows why and how.

Have | provided adequate supervision? Detected and corrected before someone got hurt.

When discipline is not consistently applied, it's perceived as unfair, and that perception will
hurt the safety management system by decreasing trust and increasing fear in the workplace.
The accountability system must be perceived as “fair” or it will fail.
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Fails to meet
standards

Questions to determine if management has fulfilled obligations to the employee.
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inspections - .
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——>| Educateon
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This decision tree can be useful in helping supervisors determine if the solution to the behavior
discrepancy is a training or non-training intervention.  If the analysis indicates, as you
complete the decision tree, that the system failed (answer is “no” to any of the diamonds on
the left-hand side of the decision tree). If the analysis indicates the system did not fail the
employee, discipline may be warranted.
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:«,f ﬂ 5. Evaluating the accountability system

Evaluate how well the processes in the accountability
system are designed and carried out.

As mentioned earlier, the safety committeesis required by OR-OSHA standards to
evaluate the employer's safety accountability system. Every accountability system
is different, but generally the following process is successful in evaluating and

\ improving accountability systems.
T ’..,’
G
\ \¢9 Process for evaluating the accountability system
v

1. ldentify. Inspect the various elements of your accountability system policies, procedures,
processes and practices to deter mine what exists.

N

and practice to under stand what they look like and how well they are being carried out. The
devil isin the detail.

Analyze. Dissect and thoroughly study each accountability system policy, process, procedure

3. Evaluate. Compareand contrast the design and implementation of each accountability

system policy, process, procedure, and practice against best practices to judge their effectiveness.

4. Improve. Develop solutionsto the design and implementation weaknesses found in the
system. Carefully implement changes using a systematic strategy.
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Merely discuss the different phases of the evaluation process. Most accountability systems
need “tweaking” to make sure they are effective. It's a good idea to have both employer and
employee representatives on the safety committee jointly evaluate. Should be a continuous
process. Analyze to identify strengths and weaknesses.
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Evaluate to make sure your accountability
system is on target

)
L&)
s AN\
AR

Evaluation Checklist. An effective accountability system is required to ensure compliance with
required employer safety standards. Here's a simple checklist your safety committee can use to evaluate
your organization’s accountability system. (Y=Y es, N=No)

* Formal standards and expectations. Before employees can be held accountable,
management must design and communicate employee accountabilities.

— Do clear safety policies, plans, processes, procedures, practices exist?

— Are safety standards written in the primary language(s) of al employees?
— Are safety policies and rules discussed with new employees at orientation?
— Are safety policies and rules communicated adequately to employees?

— Resources to meet/exceed expectations. Before management can hold employees
accountable, they must first fulfill their obligation to provide employees with the tools to
perform safely.

Physical

— Aretools, equipment, machinery and materials adequate in ensuring a safe workplace?
— Are workstations designed to be ergonomically appropriate for the assigned worker?
— Isadequate Personal Protective Equipment provided to employees?

— Do temperature, chemical, noise, atmospheric and other environmental safety hazards
exist?

Psychosocial

— Isadequate initial safety orientation training being provided?

— Isadequate safety training on specific safety procedures being provided?

— Is management providing adequate safety |eadership through example?

— Are workloads reasonable? (Employee has ability to complete work without undue
physical or psychological stress)

— Arework shifts reasonable? (Does not produce excessive fatigue)

— |Isan Employee Assistance Program (EAP) available?

— Do employees suffer any negative consequences from working safe?

— Do positive working relationships exist between employees and supervisors?
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Review the checklist. This checklist is an example of one that you might use and improve on
to evaluate your accountability system.
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3. A system of measurement. It'simportant that behaviors are evaluated and measured to that
discipline is based on facts, not feelings.

— Isan effective informal observation and feedback process being conducted, or...

— |saeffective formal observation processin place?

— Aretheresults of observations being tracked to improve the safety management system?
— Do formal appraisals/reviews index safety performance?

— Do employees have control over behaviors/results being measured?

4. Application of consequences. Without effective intervention, improvement in behaviors and
performance will not occur. Appropriate intervention ensures discipline isjustified and perceived as
fair.

— Isdiscipline for noncompliance expected?

— Does discipline occur soon after justification is established?

— Do employees know exactly what behaviors lead to discipline?

— Arethe motives for disciplining perceived as sincere?

— Do disciplinary procedures change behavior/performance in the desired direction?

— Isdiscipline progressively more significant for repeated noncompliance?

— Does management first determine that their obligations to employees are have been fulfilled
before disciplining? (Clear expectations, resources, training, enforcement, example)

— Does discipline occur as aresult of failure to comply with safety policies and rules (behaviors)
rather than “having an accident” (results)?

— Are employees automatically disqualified from safety recognition/rewards if they have an
accident?

— Isdiscipline consistently applied throughout the organization - top to bottom and across
functions?

— Isthe purpose of discipline to improve performance rather than merely to punish?
— Isrecognition occurring more often than discipline?

— Isdiscipline appropriate to the severity of the infraction?

— Isdiscipline appropriate to the negative impact the infraction has on the company?

5. Evaluation of the accountability system. Thiselement isessential in continually improving
the accountability system.

— Isthe safety committee evaluating the accountability system on a periodic/continuous
schedule?

— Areall processes within each of the accountability system elements evaluated?
— Does the safety committee submit the evaluation results to management?

— Does the safety committee devel op and submit recommendations to improve the
accountability system?

— Does management respond to and implement safety committee recommendations?
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Continue the overview of the checklist.
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Once you’'ve determined a change is needed...

The Deming 4-Step Improvement Process

W. Edwards Deming was an internationally renowned consultant whose work led
Japanese industry into principles of management and revolutionized their quality
and productivity. Heisauthor of Out of The Crisis(MIT/CAES Pub, ISBN 0-
911379-01-0) and many other books and articles.

1. Planit! —Design the change or test

* Purpose: Take time to thoroughly plan the proposed change before it’ s implemented.
* Pinpoint specific conditions, behaviors, results you expect to see as aresult of the change.
* Plan to ensure successful transition as well as change.

2. Do it! - Carry out the change or test

* Purpose: Implement the change or test it on asmall scale.
 Educate, train, communicate the change...help everyone transition.
» Keep the change small to better measure variable.

3. Study it! — Examine the results of the change or test

* Purpose: To determine what was learned: what went right or wrong.
o Statistical process analysis, surveys, questionnaires, interviews
* |t'scritical to understand why the positive and negative effects occurred

4. Acton it! — Adopt, abandon, or repeat the cycle

e Purpose: Incorporate what works into the system.

» Ask not only if we're doing the right things, but also ask if we're doing things right.

* |f the result was not as intended, abandon the change or begin the cycle again with the new
knowledge gained.
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Discuss W. Edward Deming’s PDSA cycle. The Deming Cycle provides us with a systematic
approach to achieving continuous improvement. It is represented graphically as a circle or
wheel because it involves repeating the steps over and over in a continuous effort to improve
your processes. The circle has four quadrants: PLAN, DO, STUDY and ACT.

Plan. Begin by assessing the current situation. Look at the organization’s reasons for deciding
to do what they do. Study the facts that drive the need for this change.

Do. Implement the plan. If possible, try it out on a small scale first (one or two departments or
facilities). Ensure that data is collected systematically in a way that facilitates measurement
and evaluation (i.e., checksheets or surveys).

Study. Evaluate the data collected during the evaluation and implementation. Check the
results to see if there is a good fit between the original goals and what was actually achieved.

Act. Depending on the results of the previous evaluation, take further actions. If successful,
adopt the change and replicate the process in other departments or other areas. If
unsuccessful, abandon the changes or run through the cycle again under revised conditions,
such as offering additional choices or investigating other options.
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/g?}\ Let's Review

\/j

1. Accountability =R +E =2 C
2. When someone is assigned , or the power to act, they have a to
act, and effective ensures their actions result in consequences.

(accountability, authority, responsibility)

w

The transition from positive stress to negative distress occurs when:

4. According to the text, three basic employee responsibilities are:

(62

. Scheduling a reasonable workload is a demonstration of providing an adequate

environment. (physical, psychosocial)

6. True/False. The safety committee isrequired by OR-OSHA law to analyze the employer's safety
accountability system.

7. True/False. Employees should be disciplined immediately after the unsafe behavior occurs.

8. To be effective, consequences must the frequency of desired behaviors.

9. Beforedisciplining, it is appropriate for the supervisor to ask al of the following questions except?
a. Havel provided the necessary resources?
b. Hasthe employee been properly trained?
c. Hasthe employee used common sense?
d. Doesthe employee know | will discipline?
e. Am | adequately overseeing work?

10. True/False. When implementing a change, limit the potential damage by testing on a small scale.
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1. Accountability = Responsibility + Evaluation = Consequences

2. When someone is assigned authority, or the power to act, they have aresponsibility to act, and
effective accountability ensures their actions result in consequences. (accountability, authority,
responsibility)

3. Thetransition from positive stress to negative distress occurs when: the employee does not think he
or she has control... the ability to meet expectations no matter what they do.

4. According to the text, three basic employee responsibilities are:
1. Comply with safety rules
2. Report injuries
3. Report hazards

5. Scheduling areasonable workload is a demonstration of providing an adequate psychosocial
environment. (physical, psychosocial)

6. True. The safety committeeisrequired by OR-OSHA law to analyze the employer's safety
accountability system.

7. False. Employees should be disciplined immediately after the unsafe behavior occurs.

8. To be effective, consequences must increase the frequency of desired behaviors.

9. Beforedisciplining, it is appropriate for the supervisor to ask all of the following questions except?
a. Havel provided the necessary resources?
b. Hasthe employee been properly trained?

c. Has the employee used common sense?

d. Doesthe employee know | will discipline?
e. Am | adequately overseeing work?

10. True. When implementing a change, limit the potential damage by testing on asmall scale.
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