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“NOT ON MY WATCH!!!”  Safety in Practice

The Language of Hancor Leadership

Action Summary – Key Elements of this Outline

This outline carries with it a call to action for leaders in the organization.  Beginning immediately we will be expecting the following:

· Each Plant will begin measuring and accounting for the following:

· Recordable Injury Incident Rate

· Lost Workday Incident Rate

· Audit Hours Per Associate

· Safe Acts Per Associate

· Each Plant will insure the formation of a Safety Steering Group with the following:

· A Designated On-Site Safety Coordinator

· At least 3 additional associates from multiple levels.

· A designated process for learning and accounting for their responsibilities.

· Each Plant will prepare to apply for VPP (Voluntary Protection Program) with OSHA over the coming months.  

Hancor’s Progress and Success

The 90’s was a decade of growth and improvement for Hancor and Safety has been at the forefront.  Early in the 1990’s we saw increasing accident rates and the corresponding injury rates.  In the last five years the focus on safety, the training and learning from the Dupont School, and the efforts of many organizational leaders have resulted in a significant reduction in overall losses due to accidents across the organization.

Now, as we continue to realign our organization for Operational Excellence, we again turn to our leaders to take another step, in-fact a series of steps toward several goals.  The goals are simply “Zero Injuries” in the workplace, “Zero Losses due to accidents” and “High Involvement” from every associate as we work toward that goal.  

During last weeks meeting of the Manufacturing Council, a Safety Resource and Support Group at the corporate level was formed.  This outline and several materials to follow are the primary responsibility of this group and its current membership is:

· Paul Iwerks – Coordinator 

· Amber Opperman (Secretary, Engineering)

· Kim Simmons (VP People and Organization)

· Ward Harker (Plant Manager)

As a leader, you stand as a watchman on the tower – vigilant and ever ready to identify and correct unsafe conditions or unsafe actions.  Yours is the opportunity to develop that watchful eye in each and every associate so that they see the condition, stop the activity, fix the problem and communicate to everyone so that we can stop injuries before they start.  Our slogan “Not on my watch” is a statement of defiance and readiness.  Let’s make it unacceptable that any associate becomes injured “On Our Watch.”

Measuring Safety at Hancor

There are basically two types of measures around which we will track our involvement and commitment to safety at Hancor, “After the Fact Measures” and “Before the Fact Measures.”  As we move to the future, we plan to measure our progress through both of these sets of measures.  Each plant and region will be measuring their progress with the following four metrics;

· Recordable Injury Incident Rate

· Lost Workday Incident Rate

· Audits per Associate

· Safe Acts per Associate

We are all familiar with the “After the Fact” measures.  When the car has gone over the cliff – all that is left is to count the damage below.  We currently measure two key things as “after the fact:”

· Recordable Injury Incident Rate – The number of Injuries which were OSHA Recordables based on 200,000 hours worked.

· Lost Workday Incident Rate – The number of Injuries resulting in Lost Workdays based on 200,000 hour worked.

These are both comparative measures with which OSHA, other companies, etc. measure the effectiveness of organizations in safety.  After all – statistics show that the companies and organizations which take “before the fact” safety measures – have better “after the fact” results than organization which only worry about the injuries. 

The two metrics for tracking “Before the Fact” activities will start with a key metric in use during the last 2 years, with only a slight change.  In the past, we have measured the “audit hours” at each location, audits being the safety inspections designed with the help of the Dupont Safety training.  In the future, we want to track the number of audits and divide the number of audits by the number of associates at the site.  

· Number of Audits per Associate (for example if a plant has 40 audits in a month, and 80 associates, this measure is 0.5 audits per associate.)
We will also track the number of “safe Acts” per employee at each site.  Safe acts are a little broader than the other metrics.  In general, this does not just mean doing your job or role without an accident.  Instead we are looking to quantify the pro-active activities and actions which associates and leaders take to insure that accidents and injuries do not happen “On Our Watch.”  Safe acts will be “actions” taken in the following categories and reported through a site by site “safe acts” reporting process.  The types of acts which should be considered and counted include (but are not limited to):

· Noting an obstruction on a stairway and removing it – then reporting it.

· Investigate where the obstruction came from, communicate and train the associate responsible on how “not” to leave obstructions on the stairway.

· Observing a vendor or associate in a work area without proper safety equipment, bringing it to their attention and insuring they get the protection before proceeding.

· Observing an associate taking an unsafe action, stopping the activity, and figuring out a safe way of accomplishing it so the work is completed in a safe manner.

· Observing an unguarded pulley on machinery, stopping the operation and replacing the guard.

· After completing a safety audit – insure that conditions found are immediately corrected and reported back to the VPP Coordinator.

· Completing an accident report on a “near miss,” equipment damage, or non-recordable accident, taking precautions for the future and communicating this to associates.

· Completing an accident report on an injury accident – but then insuring that corrective and future preventive action is taken and communicated to associates. 

Actually the list goes on and on.  All of these acts mirror the type of safe –operational thinking which we want to develop within Hancor.  We want to do the job safely – but we want to do the job – so that means finding safe, effective, and useful ideas then sharing them broadly within our site, plant, region and organization as a whole.  This is not about being reprimanded for an unsafe act, rather it’s making sure that unsafe acts are observed, communicated and corrected.

Organizing Ourselves for Safety

Now that we have outlined some measures, we need an infrastructure to keep score, communicate progress and insure that every associate is involved in the safety process.  Below we will discuss organizing Safety at the plant level.  Future discussions will focus on the Regional Sales and Distribution networks and how we can create a similar focus for them.  

This group, in association with the Manufacturing Council has taken on the responsibility of establishing some overall organizational goals and responsibilities for the future.  

First –each Plant needs to have a “Safety Steering Group” in place.  This is not a specific name – call your group whatever you want – but there needs to be a group focused on safety.  You may already have a Safety Committee in place – if it meets the criteria below, great going, you have this part already accomplished.  If it does not meet the criteria, please make some adjustments and let us know.  

· A Designated On-Site Safety Coordinator (will also be designated as the VPP contact for OSHA as our program progresses. This should not be the plant manager.  (The plant manager will always hold overall responsibility for the health and safety of the plant, but should have a key person designated to share the duties and activities which will insure compliance)

· At least 3 additional associates from multiple levels within the organization (hourly, non-exempt, exempt, operations, technical, etc.)

· A designated process for learning and accounting for their responsibilities.

· A Corporate Safety Group has been established to assist you in this process.  By October 1, 2002 they will deliver to you a developmental outline for your Safety Steering Group which will include detail, outlines, frameworks and suggestions for getting things started.  

· Each site should submit the following information on your Safety Steering Group by September 30, 2002 to Paul Iwerks.  (This form is also included as a Word document in a separate attachment.  The attachment includes a sample agenda for the group.)

	Safety Steering Group



	Plant Leader
	
	Date
	

	Plant Site
	
	

	
	
	

	Safety Coordinator
	
	
	

	Safety Associate
	
	Safety Associate
	

	Safety Associate
	
	Safety Associate
	

	Safety Associate
	
	Safety Associate
	

	
	
	
	

	Meeting Schedule

Developmental Plan
	


Second, each plant should look for ways to make Safety Visible, Integral and Communicated in everything we do.  Safety Leadership is a new paradigm, a complete way of thinking.  The table on the next page hits some of the Key elements of Safety Thinking:

	Leading and Thinking Safety



	Leaders in Safety Always:
	Leaders in Safety Never:

	· Integrate doing the job with doing the job the right/safe way

· Communicate directly what is essential for safety

· Confront an unsafe act immediately and directly to insure that the associate changes the behavior and knows why.

· Stop production if necessary to find a safe way to do the job.

· Engage others in finding safe alternatives to acts or conditions which are dangerous

· Report even non-injury accidents to improve the chance of avoiding an accident in the future.

· Are auditing their work area.

· Complete regular/formal audits with the individual involved in the operation

· Look at problems as opportunities to solve.

· Believe that “No one will be hurt on My Watch” and act to make it a reality. 
	· Allow an unsafe condition to exist just to keep running

· Walks by a hazard without taking action to remove it.

· Looks the other way

· Says to themselves “It’s just a few more minutes then I’ll change it”

· Hide an accident to avoid a bad record or an uncomfortable situation

· Allow untrained individuals to “learn while they work” without proper safety training.

· Criticize an associate for reporting an unsafe act or condition

· Hide their findings to protect someone’s ego or record.

· Accept accidents as “normal” – “they just happen”

· Accept excuses for unsafe conditions or acts but instead require solutions.


OSHA and VPP Status

Another key activity we will be working toward is acceptance by OSHA into their “Voluntary Protection Program.”  Organizations which qualify have the opportunity to “partner” with OSHA in creating safe work environments rather than OSHA being the ultimate “SAFETY COP.”  This status is beneficial to us since it allows us to bring OSHA to our site to assist, consult and improve our systems.  Our safety record and our safety management processes will qualify us for that opportunity.  The Corporate Safety Steering Group will coordinate this activity.  A list of commitments and action plans for this Group is included at the end of this document.  

Personal Responsibility -- The Bottom Line
	 SEQ CHAPTER \h \r 1“This is a story about people named Everybody, Somebody, Anybody, and Nobody.  There was an important job to be done and Everybody was sure that Somebody would do it.  Anybody could have done it, but Nobody did it.  Somebody got angry about that because it was Everybody’s job.  Everybody thought Anybody could do it, but Nobody realized that Everybody would not do it.  It ended up that Everybody blamed Somebody when Nobody did what Anybody could have done.”

	


Anonymous


[image: image6.wmf]Over the next months we will be engaging more people organization wide in Safety, in operating, in maintaining, in selling, basically in every aspect of our work.  Everyone must understand that it is not someone else’s fault if our results are not positive – it is Our Responsibility.  In fact it Is My Responsibility – So I must act to do something, to help someone, or to be an influence which can be felt.  

One of the first and most memorable symbols of safety which I remember seeing as a young engineer in my first heavy industry job was a simple mirror on the wall coming our of the locker room.  The mirror had the slogan on it “Meet the person responsible for YOUR Safety!”  

As leaders – let’s personally renew our commitment to safety!!  Let’s each take responsibility for our own safety and for the safety of everyone on our watch.  

Someone may be hurt somewhere – but…

NOT ON MY WATCH!!

	 SEQ CHAPTER \h \r 1Simple Teams – Profound Principles



Every week across this country, young men and women get together, form teams, play to win, value the competition, learn better skills, and have fun without the “benefit” of being “trained” to be part of a team.  At the same time, managers are having meetings upon endless meetings trying to figure out how to get their employees to “team,” to work together, to compete in today’s fast-paced and highly competitive world.   What in the world got lost from the 11 year olds to the 35 year olds??  
Saturday Morning Football


The sun is up, the temperature a crisp 50 degrees.  Thirteen rough and ready “kids” have gathered at the park to participate in an American Tradition, Saturday Morning Football.  


At first there is no “organization” just running, random blocking, passing and receiving, and “positioning” among the peers on the field.  Team leaders are picked, they are the best players, the known “experts” who will be given the chance to lead “this week.”

    
Next the teams are picked.  Everyone has been waiting to know “what team am I on, who do I play with, what skills do my peers have and can I be valued in that group.”  Then the “goals” are identified.  “Your goal is between that tree and that rock!”  “Ours is between the fire hydrant and my Dad’ car – and DON’T HIT MY DAD’S CAR!!!”


Then the boundaries, what is “in-bounds” – the playing field, and what is “out of bounds.”  What are the “rules” and it is usually amazing how few rules actually have to be established?

Now to the huddle.  Everyone on the team meets for the huddle.  They don’t send representatives to the huddle, or a huddle “task team,”  They huddle to: pick roles and assignments, clarify the plays, evaluate the other team, and “pump each other up” with the sureness of success.


Now to the play.  The kick-off, the run, the tackle.  Back to the huddle, who will do what, what is the play, what must I do better, where did you mess up, and so on.  The huddle is quick, focused, direct, anxious.  Everyone knows that you don’t win the game in the huddle.  But the huddle is where you put your heads together so you execute the right play, in the right way, together on the field.  


Now to the next play, and the next.  “How far did we get, how close to a 1st down???”  “What is the score, what do we need to win??”  After every single play, every player knows their results, their goals for the next play, the overall score, and has feedback on themselves and their team, and it only takes seconds.


Teamwork at 11 is pretty simple.  No politics; no hierarchy; a clear organization; clear goals; rules and boundaries; known roles and responsibilities; cross functioning and role sharing; results focused; clear information on the score, the results, the plan; brainstorming and trying new ideas: short meetings (huddles); no “experts” who are not players; just results, fun and true growth.  


The question is: ‘Can we get a Saturday Morning Football team mentality and culture in a real business, with real “winnings and losings” and real but “mature” people??”  The answer is clearly YES!!  The methodology is fairly simple, but requires a return to the focus, directness and action orientation of a bunch of Kids, playing the most important game of their life – until NOW!!!

	Quick-Starting a Team

Moving Principles to Practice to get into the game



Teams are basic to Lean Manufacturing and Organizational Effectiveness.  Safety programs have relied on high involvement coordination teams for the last two decades.  Quick Starting a Team follows the same basic outline intuitively used by the Saturday Morning Football team.

· Identify Leadership & Clarify who is on which Team
· Clarify the Goals/Boundaries/Rules
· Clarify Team member Roles/Responsibilities/Processes
· Huddle – review/plan/assign/execute
· Play the Game – Keep the Score – Action by Action Visibility
· Account and Project --Pause/Assess results/Prepare for the next game.

What follows is an exploration of each of these principles and some simple frameworks for applying them quickly.  This is not a comprehensive/ultimate list.  We will be continuously adding to it as teams show us new and unique ways to apply the principles.  What we have provided are “tried and true” frameworks, most of which are so universally used by effective organizations that they can almost be thought of as the “norm” in team development.  Still we find that only effective organizations expend the effort, shift the thinking, and have the tenacity to make these principles part of the everyday plant culture.

	IDENTIFY LEADERSHIP &

CLARIFY WHO IS ON WHICH TEAM



We often talk about “Self Directed Teams” or “Self Managed Teams” and seem to infer that teams exist without leadership.  Regularly organizations identify a team, tell the members “you are now a team” and wait to see what happens.  Most of the time NOTHING HAPPENS!!!  


 
We are not trying to suggest that management must lead the teams, or that a team leader must be selected by management, or a supervisor be named to coach the team.  But what is certain – high performance teams get that way (high performance that is) because of “LEADERSHIP.”  This leadership can come from management, from a “team leader,” from a member of the team who possesses those skills and takes on the leadership of the team, even from a resource identified outside of the team who mentors and coaches the team.  But leadership exists, and it is identified at the onset of building the team.  


Just as the Saturday morning football group picked “captains,” these teams need to know who will be responsible for:
· Helping them get together and get focused
· Clarifying the roles, boundaries, and facilitating our agreement to work as a team
· Insuring that metrics, communications, and other processes are started immediately.
· Getting us ready to play, score, and grow together.
In building safety teams, the plant or site manager should always be part of the direction and vision of the team. At the same time a Site Safety Coordinator, other than the site leader should be selected from within the team to share leadership and provide day to day, activity to activity coordination. 
	Our Team

	Plant or Site Manager:
	

	 Site Safety Coordinator:
	

	Team Members:
	
	
	

	
	
	
	

	
	
	
	

	CLARIFY GOALS/BOUNDARIES/RULES



Effective teams are clear on what they do, why they do it, how they do it, how well or effectively they do it, and how their customers feel about their performance.  In the past, team members were asked to just “do their job” and let management worry about the numbers, the customer and the results.  Ok, we know better than that, but we need to gain the clarity to take out understanding and get the teams focused on the right things.  The following should be known by the teams and the information can come from a multitude of sources.  It does not take a lot of time – but without getting clear, the team cannot become effective.  

	Our Goals

	 Our Mission – What Safety means to us, to our plant and what out commitment to safety is.  
	

	Our Vision – the specific Targets of performance in 1 year/5 years
	Recordable Injuries:
	

	
	Lost Time Injuries:
	

	
	Safety Audits per Associate
	

	
	Safe Acts per Associate:
	

	
	Near Misses or Near Accidents:
	

	
	Other:
	


	External Demands:
	
	Who they are
	What specifically they demand

	
	Customers
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	Higher Management
	
	

	
	
	
	

	
	
	
	

	
	Regulatory Agencies:
	
	

	
	
	
	

	
	
	
	

	
	Other:
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Short Term Goals, Objectives, Actions to be taken:
	Action or Objective
	Lead
	Target Date

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	Our Boundaries – What are we responsible and accountable for:

	Training Responsibilities
	Specific Activities, Actions, and Results we Account For

	
	

	
	

	
	

	
	

	
	

	Record Keeping Responsibilities
	

	
	

	
	

	
	

	
	

	Safety Audits
	

	
	

	
	

	
	

	Confronting/ Coaching Unsafe Acts:
	

	
	

	
	

	Performance Improvement::
	

	
	

	
	

	To whom do we account, when and how.
	

	
	

	
	


	THERE IS A CHOICE

Thinking about what we do and 
it’s connection to our Mission and Vision

	A cartoon shows two workers talking outside the factory gates.  Caption:
 “What do we make here, anyway?”  
“Beats me, I’ve only had this job six months.”

Here’s another one:  A stranger happens upon a construction site.  Curious, he asks the first worker he meets, “What are you doing here?”  

“I’m laying bricks,” he says.

The stranger asks the next man, “What are you doing here?”

“I’m building a wall.”

Finally, a third workman is asked the same question, “What are you doing here?”

“We’re raising a cathedral,” says the last man proudly.




	CLARIFY TEAM MEMBERSHIP ROLES/RESPONSIBILITIES/PROCESSES



For the Safety Team to be effective, team members will also share organizational responsibilities.  They are responsible for the full results of the team and, therefore, must share some of the responsibilities and roles.  They create processes to meet, to plan, to schedule, to accomplish, to cover for each other to assure results.
	Possible Organizational Roles

	Team Member Name
	Site Safety Coordinator
	Metrics Coordinator
	Meeting    Minutes
	Audit  Coordinator
	Accident Investigation Coordinator
	5 S’s Coordinator
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


	
POSSIBLE ROLES DESCRIPTIONS

	Organizational Role
	(The team will need to work with functional resources to identify and clarify these duties and responsibilities.)
Key Responsibilities
	Team Member
	Period of Responsibility

from (date) 

to (date)

	Site Safety Coordinator
	
	
	

	Metrics

Coordinator
	
	
	

	Meeting Minutes
	
	
	

	Safety Audit Coordinator
	
	
	

	Accident Investigation Coordinator.
	
	
	

	5 S’s Coordinator
	
	
	

	
	
	
	


	
STARTING TOGETHER

An Exercise for Understanding the Group

This is an optional activity which can be used to put hopes or expectations as well as fears and concerns of team members “on the table” and get ready to deal with them together.  

Instructions: Discuss within the group and identify the following:



	What excites us about this new team – and opportunity?



	What concerns us?



	What strong skills do we individually bring to the group?




	SAFETY HUDDLE

REVIEW/PLAN/ASSIGN/EXECUTE



Effective teams value their meeting time and relate it to the Huddle time used by the Saturday Morning football team.  There is no doubt that many meetings are a waste of time.  And meetings which are held to provide general information without the interaction available in a huddle are first on our list of activities to drop.  Instead, we have to have the right meetings, the right people, and the focus so that the meeting actually catapults our performance during the next operating period.  The Safety Huddle is an igniter and promoter of a successful production run, rather than a time waster – if we do it right.


The Huddle occurs often, not just a monthly review.  When problems are occurring, we may meet daily, or weekly depending on the urgency.  Some of the key elements of an effective Safety huddle are:

C 
COORDINATION – There is a Coordinator charged with pulling the huddle together and moving down the key elements.

C 
TIME MONITORED – You may have a Time-keeper to help keep focus and account for the time used.

C 
LOCATION – Huddle occur close to real work, where issues can be seen and not just discussed.  Safety Metrics are visible as are initiatives and their progress. 
C 
AGENDA – There should be an agenda.  It is not important that the agenda be printed and distributed, only that the information is readily available, visible, and that we stay on track.

C 
ACTION FOCUSED – Little time should be spent explaining why we did not make get the results or what went wrong.  Most of the time should be spent identifying what we need to do to do better today and beyond.  What needs to be prepared ahead, who needs to do what, and when it needs to be completed.

	Safety Huddle (Sample)

	Plant Leader
	
	Date
	

	Plant Site
	
	

	
	
	

	Safety Coordinator
	
	
	

	Safety Associate
	
	Safety Associate
	

	Safety Associate
	
	Safety Associate
	

	Safety Associate
	
	Safety Associate
	

	
	
	
	

	Meeting Schedule
	

	Key Agenda Items/Planner

	Measures
	Topic
	Actual
	Discussion – Key Actions Planned

	
	RIIR
	
	

	
	LWIR
	
	

	
	Audits/Assoc.
	
	

	
	SA/Assoc.
	
	

	

	Concerns
	

	
	

	
	

	
	

	

	Communications
	

	
	

	
	

	
	

	

	Actions Planned
	Responsible
	Target Date
	Comments

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Next Meeting________________________________________________
	PLAY THE GAME – KEEP SCORE
Action by Action Visibility



The team is together, the roles and responsibilities have been outlined, the game plan has been established, let’s produce.  If the team design is lean and effective, the members possess the knowledge, skills and understanding to do the work and to make the decisions which drive the work.  But they have to be crystal clear on the processes, the checks, the variances, and the expected outcomes – and agree to follow that template.  In order to measure their performance, they need to clearly understand what it expected in each of these areas.  
· Injuries and the Accident Investigation Process

· Audit Process
· Safe Acts Promotion and Recognition

Injuries and the 

Accident Investigation Process

The first two safety measures depend on OSHA Recordable injuries and Lost Workday Injuries.  These are both “after the fact” measures.  They are an indication of how well we are working with associates to prevent injuries, but there is not much we can do after an accident happens. 

As a Safety Team you need to understand the following: (These are described in other Hancor Safety Policy Outlines)

· What is a “recordable Injury

· What is a “lost workday” Injury

· What is the Accident investigation process 

· Who should be involved and take action.

· How is the incident rate calculated (the number of injuries per 200,000 worked hours on a 12 month rolling average)

The good news here is that even though an accident has occurred, we can learn and take preventative actions to reduce the chance of a reoccurrence.  These “safe acts” which we can take to remove risk will actually be counted for us in the safe acts section below.  

Remember, Accident investigation is just about who messed up.  It’s about what did we do wrong, what did we not understand, what physical conditions contributed to the situation, and, most importantly, how can we make certain that the situation never occurs again.  

Safety Audit Process
Each Site has the responsibility to Audit both the physical facilities and the operating practices for safety compliance.  A “target” number of audits per associate per month should have been developed.  That number must be at least 1 audit per supervisor or manager at the site each week, and can be more than that.  
As with the accidents, finding problems or fixing blame is now what we are trying to accomplish with our audits.  The main purpose is the elimination and correction of problems.  Each of these “corrections” also counts toward the next measure – the Safe Acts.  
Safe Acts – 

A New Measure of Effectiveness

A new measure has been proposed for tracking safety performance at each site.  We are calling this “Safe Acts” and this is the most pro-active, preemptive measure we could think of.  We suggest that each committee develop a “reporting” process for tracking Safe Acts so that there is some paper or electronic record of the act, the person or team responsible for the act, and a way to communicate the actions to other associates and plants.  

What “counts” as a “Safe Act?”  We really want each site to establish some final criteria around this category, but here are some basic guidelines.  Safe Acts include:

· Removing a hazard from the work area
· Finding and cleaning up a material spill

· Removing clutter from a stairway or walkway

· Completing a 5 S assessment and organizing a work area.

· Refitting a “solid guard” with a visible guard so that checks can be made without removing the guard.

· Reviewing an accident and training associates in safer practices following the incident.

· Reporting a “near accident” and taking preventive action to keep it from happening again. 

· Setting up a visual tracking area for safety communications and procedures.

· Stopping an associate involved in an unsafe act and retraining them in the proper process.

· Suggesting a change to a safe procedure and then following it through with appropriate equipment or process changes.
	SAFETY SCORE CARD

	Actuals in Green – above target                  Actuals in Red – Below Target

	
	2002
	{month}
	{month}
	{month}
	{month}
	{month}
	{month}
	{month}

	Date
	Target
	Actual
	Actual
	Actual
	Actual
	Target
	Actual
	Target

	Recordables
	
	
	
	
	
	
	
	

	Lost Work Day
	
	
	
	
	
	
	
	

	Safety Audits
	
	
	
	
	
	
	
	

	Safe Acts
	
	
	
	
	
	
	
	

	# Employees
	
	
	
	
	
	
	
	

	Hours Worked
	
	
	
	
	
	
	
	


	Action Tracking Board – Do Doing Done

	
	Do
	Doing
	Done

	#
	Description
	Assigned
	Target
	Date/Comment
	Date/Comment

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	7
	
	
	
	
	

	8
	
	
	
	
	

	9
	
	
	
	
	

	10
	
	
	
	
	


	5 S’s – Organizing the Best Plays


The concept of 5 S’s is a key pillar of Lean Manufacturing.  In fact, if we return to our football field, we would find that a crooked field, littered with debris, and a random ordering of equipment and obstructions certainly makes playing the game tough and dangerous.  A key responsibility of the team is to know the area it works in, its specific area of “focus” and then to insure that the organization, layout, orderliness and cleanliness support high performance.  Following the 5 S’s will get them the best playing field for the best plays.

	5 S’s Planner and Action Sheet

	5 S Category
	Specific actions needed within work area.
	Lead Person
	Target Date

	Sort (Seiri)

Separate Items

Eliminate unnecessary Items

 (When in doubt, throw it out)
	
	
	

	
	
	
	

	
	
	
	

	Straighten (Seiton)
Align necessary items – Mark and Identify clearly the items and their location 

(A place for everything and everything in its place)
	
	
	

	
	
	
	

	
	
	
	

	Scrub (Seiso)

Deep Clean machinery, floors, walls, etc.

(The White Glove Test)
	
	
	

	
	
	
	

	
	
	
	

	Systematize (Seiketsu)

Create a regular, periodic process for cleaning and organizing materials, equipment, facilities.

(Practice makes permanent)
	
	
	

	
	
	
	

	
	
	
	

	Sustain (Shitsuke)

Commit to sustain and continually improve.

(Perfect Practice makes perfect.)
	
	
	

	
	
	
	

	
	
	
	


	ACCOUNT AND PROJECT
Pause/Assess results/Prepare for the Next Game



At half time, at the end of each season game, and continuously as we continue to play and improve, we must pause to take an overall account of our performance, learn what others are doing, and focus our efforts on improvements for the future.  For this accounting to be effective, it needs to be:  

C 
Open and Interactive with other teams and groups in the system

C 
Focused on what we need to do to play a better game rather than what went wrong.

C 
Be inquiring and interested in the innovations, successes and growth of the other teams.


We suggest that performance be based against the Goals and Boundaries which we established earlier.  That feedback from the customers and other external stakeholders is highly important and that the next set of goals come out of this activity.


Along with a Basic Accounting Report, we have included a brainstorming activity, a Teaming Skills assessment and some discussion on Learning and Accountability.

	Our Goals–Report – 

we need to work on this form -- ……..

	
	
	Goal (Rate)
	Raw Number
	
	IR / 200,000 Hours or per associate

	
	Recordable Injuries:
	
	
	
	

	
	Lost Time Injuries:
	
	
	
	

	
	Safety Audits per Associate
	
	
	
	

	
	Safe Acts per Associate:
	
	
	
	

	
	Near Misses or Near Accidents:
	
	
	
	

	
	Other:
	
	
	
	


TEAMING SKILLS – Self Assessment
Personal Skill Promoting Group Effectiveness

	MEETING

EFFECTIVENESS

Self Rating

1     2     3     4     5
	My ability to help a group come together, focus on the issues or purpose, establish meaningful roles and ground rules, use time effectively, involve and engage each member, measure their results, and meet their objectives.

	BRAINSTORMING

Self Rating

1     2     3     4     5
	My ability to help the group listen to all ideas openly, seek unusual possibilities, be creative, refrain from judging the merits of the ideas, build onto previous ideas, and think beyond previous boundaries and constraints.

	PROBLEM SOLVING

Self Rating

1     2     3     4     5
	My ability to work within the group to identify and clarify the problem, investigate root causes, analyze possible alternatives, weigh benefits and costs, compare against the stated objectives, collect meaningful data, and agree on solutions.

	PLANNING/

ORGANIZING
Self Rating

1     2     3     4     5
	My ability to help identify what needs to be done, establish priorities, set a timetable for accomplishing the tasks, make assignments, review progress, and follow through to meet the objectives.

	DECISION MAKING

Self Rating

1     2     3     4     5
	My ability to work with the group to review all pertinent information, listen to clearly understand each point of view, openly share biases and concerns, value personal and group needs, decide together and fully support that decision.

	ASSESSING RESULTS

Self Rating

1     2     3     4     5
	My ability to help get clear on what has to be accomplished, set goals that are both objective and subjective, establish a scale for measurement, benchmark their current state, regularly review results and progress.

	CONFLICT

RESOLUTION

Self Rating

1     2     3     4     5
	My ability to help sort through differences that are getting in the way of the group’s ability to accomplish tasks synergistically and collaboratively.

	GIVING FEEDBACK

Self Rating

1     2     3     4     5
	My ability to provide straightforward, honest, and helpful feedback to other members of the group in a respectful and developmental manner and to confront difficult issues with integrity and share responsibility for results.

	RECEIVING

FEEDBACK

Self Rating

1     2     3     4     5
	My ability to hear and receive feedback from members of the group openly and non-defensively, seek to understand the key elements of the feedback, and respond to the feedback through responsible actions and commitments.

	DECISIVENESS

Self Rating

1     2     3     4     5
	My ability to take action and help the group move forward by listening to itself, agreeing on key elements, selecting a path, deciding and moving on.  Helping to avoid waffling, false starts, and gridlock while allowing for constant field adjustments.



BRAINSTORMING

Just for fun!!!

You and your group are in the room with the following objects:

C 
100' of clothesline

C 
a carpenter’s hammer

C 
a box of Wheaties

C 
a chisel

C 
a file

C 
a wire coat hanger

C 
a monkey wrench

C 
a light bulb

In 5 minutes, list as many ways as you can think of to get the ball out of the pipe without damaging the ball, pipe, or floor.  Select a recorder from the group to write down group members’ suggestions.

[image: image1.wmf]
A

 steel pipe (shown in cross section below) is embedded in the concrete floor of a bare room.  The inside diameter of the pipe is .06" larger than the diameter of a ping-pong ball (1.50") that is resting at the bottom of the pipe.

BRAINSTORMING GUIDELINES

1. 
Don’t critique ideas.

Don’t take time to evaluate ideas; it interrupts the flow of ideas.  Evaluating ideas is another, later step in the process.

Don’t kill or discourage contributions with judgmental remarks such as:

That is ridiculous! or

We’ve already tried that! or

Who ever heard of that?

2. 
Use freewheeling imagination.

Let your mind work freely.  Don’t prevent ideas from emerging by rigidly adhering to logical thinking.  Don’t feel bound by budget, time, staff, or other resource constraints.  Share mental images, synonyms, plays-on-words, free associations, farfetched ideas.

3. 
Build on others’ ideas.

Combine, expand, hitchhike, piggyback.

4. 
Aim for quantity.

The more ideas you can bring out, the better.  Don’t worry about duplicates.  You are not aiming for quality at this point, only quantity.

5. 
Record each idea.

Record each idea on flipchart paper exactly as it is presented.  Try to keep it brief, but faithful to the wording of the presenter.
THE ABC’S OF ACCOUNTABILITY
Ability/Barriers Consequences
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A Systems Approach to 

Understanding And 

Building System-Wide
 Stewardships
	
Accountability

“This is a story about people named Everybody, Somebody, Anybody, and Nobody.  There was an important job to be done and Everybody was sure that Somebody would do it.  Anybody could have done it, but Nobody did it.  Somebody got angry about that because it was Everybody’s job.  Everybody thought Anybody could do it, but Nobody realized that Everybody would not do it.  It ended up that Everybody blamed Somebody when Nobody did what Anybody could have done.”



Anonymous


A

nd so it goes in our organizations, nobody doing what anybody could have done and somebody being blamed by everyone.  In fact, being accountable has often been interchanged for “blamed” or “blamable.”  When the question is asked—who is accountable for such and such—it tends to mean, who will be blamed if the results are poor or something goes wrong.  

But there is another paradigm for accountability.  It’s not really new because it has its roots deeply in the past, but, as noted by Peter Block in the book Stewardship, we have built most current systems on a model of governance rather than stewardship, on hierarchy rather than purpose, on self-interest rather than service to the system in which we live and work.

System-wide accountability frees everybody to do what nobody did in the past.  Now anybody can measure and recognize somebody and together they can account for their results and build high performance through making and keeping commitments with each other.

	“Stewardship is the willingness to be accountable for the well-being of the larger organization by operating on service, rather than control of those around us. ...It is accountability without control or compliance.”











Peter Block


	“The joy of this quest is not in triumph over others, but in the search for the qualities we share with them and for our uniqueness, which raises us above all competition.”

Theodore Roszak



Abilities
W

e’ve had some fun with Nobody and Everybody, etc.  But it is important to understand that to build a system which has a stewardship-based accountability system, there are some basic abilities which individuals must possess.  This may sound like a play on words, but the concepts are extremely important to our understanding.  The paradigm has shifted from Control to Commitment—a major change in thinking.


The Ability to Respond
If you change the word “responsibility” into the “ability to respond” you create a new way of thinking.  “Who’s responsible” has all the ear-markings of a blame ambush.  It is normally tied to the hierarchy and denotes a limited set of objectives, people, resources, etc., which a “manager” must oversee.  Those “serfs” who are “overseen” are often asked which one of them is “responsible.”  The real answer is always “Nobody.”

If we think instead, “am I able to respond” to changes, problems, schedules, etc., it shifts the emphasis.  “Who’s responsible” would mean, who has the power to change the schedule, to order a new part, or to shut down the equipment in light of a problem.  It is truly an indicator of empowerment.  Do I really have the power, authority, and skills to effectively respond to the needs of my area, role, and “responsibility?”  This is a critical element; people cannot be accountable if they have to ask permission to respond.  The person with the power, knowledge, and skills to act can be, and usually is, accountable.

	“As the basketball team joined hands at the center of their huddle, the coach once again reminded them, “the score is tight and so is their defense.  We have to make every shot count.”



The Ability to Account
A

 sports team knows how to account for their major results.  The scoreboard shows it.  In addition, a set of statistics is kept on each player which notes errors, scores, assists, defensive actions, and so forth.  This is how they individually account for their performance.  

In our organizations, there are also lots of numbers.  However, most of the “players” are not really able to account for their performance or the performance of their team.  But they can watch the clock.  Most employees inherently want to “measure” their progress, and, in the absence of productivity measures, the time they have been on the job becomes the measure of choice or convenience.  

If the employees have the “ability” to account for their results and/or the results of the team, a shift takes place.  Now they may be able to see that they have made a difference, impacted the quantity, quality, or cost of their output.  They can compare themselves with the performance of others and question the results.  If they learn and understand the activities which “count,” they can follow the lead of the basketball players and make their activities “count.” 


Abilities We Need to Develop 


so We are Able to Respond or Account

To Define that for which we are responsible and to whom


To Trust and be open


To Envision options/choices for the future


To Observe the present to understand our current processes


To Anticipate the consequences, both pluses and minuses


To Communicate freely through questions as well as responses 


To Feel comfortable and self-confident


To Learn from every experience and every person


To Connect activity to purpose with integrity
	“Those who succeed and do not push on to greater failure are the spiritual middle classers.  Their stopping at success is the proof of their compromising insignificance.  How petty their dreams must have been!... Only through the unattainable does man achieve a hope worth living and dying for—and so attain himself.”


Eugene O’Neill



Barriers
T
he early stages of building system-wide accountability processes are fraught with  barriers or obstacles sure to frustrate, antagonize, or just get in the way.  Most are smoke-screens or old paradigms that blur our vision.  The good news (and possibly the bad news as well) is that these barriers are mostly based on our past successes, on victories which another battle could discredit, on our own feelings and fears about the role accountability, blame, and risk will play in our future.  The world loves the victor, and the barriers we build to protect that victor from the past prevent great new victories in the future. 

For example, no one wants to report to the stakeholders that the numbers are bad.  A failed project might transfer as a failed person.  Those to whom we provide the accounting wanted results and we let them down, or if we didn’t let them down, we still are the messenger of doom (and some of those messengers got shot anyway).  And besides, “these accounting meetings take up too much time,” “all we do is waste time talking about what we did—I need the time to do something,” “it’s just another fluffy, feel-good meeting; what a waste.”

These barriers are difficult, if not impossible, to overcome without changing the system to see accountability from a different perspective.  System-wide accountability is not another way to evaluate or value each other, but a way to value (assess) our results and target the next opportunity for improvement.  It becomes a way to share a clear picture of our results in a variety of areas: satisfying customers, stakeholders, teams, individuals; meeting commitments to each other; upholding our values; reaching our purpose; and planning for the future.  System-wide accountability allows us the opportunity to account for our stewardships, broaden our understanding of the rest of the system, and demonstrate real commitment to each other and to our mutual success.

	
The Shifts
Overcoming barriers to accountability requires several shifts in what we do and the roles we think we are in.  Below are some of the shifts which are critical for us to make.

	Where We’ve Been
	Where We Need to Go

	Being held accountable by someone “higher-up”
	Account for your performance to each other and your environment

	Blaming poor results on individuals or groups
	Analyzing poor performance together 

	Boss/Subordinate
	Partnerships between people

	Boss determined consequences
	Natural—real consequences

	Single point accountability
	All account together to the team, to each other, to other teams (360o)

	Private feedback
	Public feedback

	External control
	Internal commitment

	Compliance
	Willingness

	Participatory dictatorship
	Democracy

	Centralized control
	Control at the point of effect

	Accounts to....
	Accounts for....

	Dependent
	Interdependent

	Self-Interest
	Service

	Leaders and subordinates
	Shared leadership

	Job, position, and behavior as the drivers for extrinsic (monetary) reward systems
	Results (organizational, team, personal) as basis for intrinsic and extrinsic rewards

	Functions, levels, and hierarchy
	Knowledge, skill, ability, and need based

	Some accountable
	All accountable

	Narrowly defined jobs & doing 

whatever you’re told
	Roles and the desire to do whatever 

needs to get done for the team

	Thinking of self
	Thinking of others and self

	Performance appraisals
	Performance feedback




	“My role is to continually keep people in touch with the economic realities of the business we are in.”


Ralph Stayer



Consequences
F

or individuals and organizations to become stewards who truly account, they must also have the opportunity to face and deal with the consequences of their results.  The word “consequences” immediately leads us to think blame, when really it is neither positive nor negative.  From physics, we learn that for every action, there is an equal and opposite reaction.  Still, in the organization, we often “buffer” people from the real consequences or “fabricate” consequences and impose them.  

As we build our system, it is important to confront individuals and teams with the  natural consequences and allow them to respond to or be rewarded for the results which created the consequence.


Rewards and Recognition
As the basketball team accounts to the audience and the other team by way of their scoreboard, they receive immediate recognition for outstanding plays, on-target passes, that long three-pointer.  When most employees score in the plant, few ever notice, let alone receive recognition.  Even reward may be slow in coming.

When we are truly accountable, we understand the economic principles and realities of what it takes for the business to thrive and for us to earn more.  We understand the impact of our decisions,  our contribution to the business, and begin to gain a sense of the fairness of rewards.  This can seem dangerous, and is dangerous in a system which takes advantage of the worker.  But in a system based on stewardship, we learn to reach beyond self-interest and serve each other toward our mutual success and reward.


Building A Process
Critical Elements for Building Accountability Systems

Require public accounting between:


-
Individuals to each other and to the team


-
Teams to each other and to the larger system


-
The larger system to the environment


Design for wholeness so that the knowledge, skills, and abilities necessary for the team to fulfill its purpose reside within the team.


Build information systems that are “team friendly” and provide real-time information from both the internal and external environments (safety, quality, quantity, cost, timeliness...).


Connect natural consequences to rewards and recognition.


Revisit support systems so they are congruent with this accountability.


Re-define roles and responsibilities.


Current Leadership’s Role

Require the system to account, as opposed to holding people accountable.


Become part of the system, rather than “in charge” of the system.


Be willing to be held accountable by others around you.


Be active and involved, as opposed to passive or hands-off.


Encourage, facilitate, enable, and support the groups as they account.


Connect to a long-term vision while allowing others to fill in the blanks.


Coordinate and integrate—help individuals understand their interdependence.


Continue to push and challenge the envelope.


Be willing to do what’s right, as opposed to what’s popular.


Communicate more through questions than responses—require everyone to think.

	“Leadership is the ability to establish a creative climate where people are self-motivated toward the accomplishment of long term constructive goals in an atmosphere of mutual respect compatible with personal values.”


Mike Vance
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