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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
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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!!

Corporate Safety Steering Group

Action Plan

Committed to September 5, 2002

Next Accounting – October 3, 2002

Membership:

Paul Iwerks

Amber Opperman

Ward Harker

Kim Simmons

	Action
	Who 1
	Who 2 (facilitator)
	Time Frame

	
	
	
	

	Action plan for SP/VT/NY based on injuries to date
	Dave M., Jason S., Jeff G.
	Paul I
	9/16/02

	Safety letter to all Plant Managers & Regional Leaders
	Kim S.
	Paul I.
	9/13/02

	Plant Manager to designate Safety Coordinator & team at each location
	All Plant Mgrs.
	Paul I., Kim S., Ward H., Amber O.
	9/30/02

	Safety group orientation framework & detail handbook
	Kim S., Ward H., Jeff G.
	Paul I., Plant Mgrs.
	10/01/02

	Apply for VPP at all locations
	Amber O.
	Paul I., Kim S., Ward H., Amber O.
	10/31/02

	ID corporate safety coordination people/plant (interim is Deb Montgomery)
	Kim S., Paul I.
	Paul I., Plant Mgr.
	9/30/02
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