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Chapter 1

What makes a great
safety professional?

Congratulations! You're now in charge of safety. Whether safety is your full-time job or an addition-
al responsibility, you may feel overwhelmed and may not know where to start. However, much about
safety management is training and motivating employees—expertise that you may already have.

In this book, we'll look at the key elements of successful safety programs and show you how to
implement them in your organization. We’ll cover:

® The role of the safety manager

® Setting the stage for safety success

¢ How to identify hazards and neutralize their dangers

¢ How to write policies and a safety handbook

* How to assess training needs and develop and deliver training
¢ How to motivate employees toward safe behavior

* How to perform the many other aspects of safety management, like audits, inspections,
investigations, and so on

Special challenges if safety is an added responsibility

It’s always tricky to do a tough job like safety management as a part-time responsibility. You may
have to devote some attention to drawing boundaries and setting policies that help you to keep con-
trol of your time. Here are some suggestions.

* Spread the load. When safety is a secondary responsibility, you must guard against anyone
thinking you can do a full-time job of it. You need to work hard to clarify responsibilities, and
to make sure that manager and department heads do their share of the safety work

* Rely on your safety committee. Your committee can do much to manage the safety program.
Take advantage of the committee. Make sure it meets regularly and often. Have the other
members involved directly in safety management. For example, have each member agree
to take a turn doing the monthly audits—don’t you try to do every audit every month.
Members can also be involved in training, accident investigations, and so on.

* Bring others into safety business. Perhaps the managers will each take a turn walking
through another manager’s department. Develop detailed policies and procedures. Make
sure that everyone knows what their responsibilities are.

What makes a great safety professional? © BLR®*—Business & Legal Resources -



¢ Use outside resources. Perhaps you will purchase training videos, or hire outside consul-
tants for some safety tasks. Maybe local fire and police can help with disaster preparations or
emergency training.

What is your role as a safety manager?

Of course, every worksite is different, with different hazards and different challenges. But most
safety managers are involved with the following;:

Be an advocate for safety
¢ Get management backing and participation

¢ Develop general safety policies
¢ (larify responsibilities

* Create a safety focus

Identify and control hazards
® Assess workplace hazards

¢ Take steps to eliminate them

Develop and deliver safety training
¢ Orient new employees

* Provide new and review training

¢ Train for new equipment and new processes

Motivate safe behavior

¢ Discipline when necessary

Perform special safety responsibilities
® Support the safety committee

® Perform accident reporting and investigation

* Manage workers’ compensation

How this book will help

We'll give you guidelines for meeting all these responsibilities and point you to sources for addi-
tional materials. Since every workplace is different, however, you'll need to pick and choose which
elements are most important for you and your work situation.

To get started, here’s what we recommend:

1. Skim through this book to get an idea of what safety management is all about.

2. Familiarize yourself with your organization’s current safety status:
* Review policies on safety, and also any other safety materials such as a safety handbook.
* Review safety program activities such as training, incentive programs, etc.

* Review the safety history as found in accident reports, Occupational Safety and Health
Administration (OSHA) 300 logs, and workers” compensation claims.
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¢ Identify safety equipment used, such as fire protection, eyewash, and personal protective
equipment.

¢ Check schedules for training, audits, committees, etc.
¢ Talk to key managers about safety issues in their departments.

3. Work your way through this book, conducting a hazard identification/hazard control pro-
gram, devising a training schedule, and setting up ongoing safety program elements.

4. Chart out how you will approach managing your safety program and improving it. Which
areas need attention (training, compliance, motivation), how badly do they need it, and when
do they need it?

5. Create a safety plan and set goals for your new program.

Next steps

The next chapter discusses some critical steps that you must take before you start the detailed
work of identifying and controlling hazards and developing your safety program.
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Chapter 2

Set the stage
for safety success

To run an effective safety program, you need to be an enthusiastic booster of safety. But enthusi-
asm isn’t enough to win over management—you need to make the business case for safety as well.

Be a cheerleader and a business advocate for safety

Management will readily agree that safety is important, and they know that they have a moral
obligation to maintain a safe workplace. But sometimes it’s hard to get that concern translated into
a budget for safety products, to get people released for safety training, and to get time allocated for
safety committee meetings, inspections, and investigations.

Bottom line

While you want to be an enthusiastic cheerleader, remember that management tends to be influ-
enced most by impact to the bottom line. So enthusiasm and moral arguments aren’t enough. You
need to be able to justify safety program elements as cost-saving and productivity enhancing. Here’s
help for explaining to your management how safety is good for its own sake, and for productivity
and profit.

The most important factor is a simple one: An unsafe workplace is unproductive and unprofitable.

Safety a necessity

Here are some more specific reasons for safety programs.

* Injuries and illnesses drop productivity dramatically. Safety problems—accidents, injuries,
illnesses—can shut down production lines for repairs or for investigations. Further, lost-time
accidents mean the loss of skilled workers—substitutes just can’t keep productivity up.

* Fines and sanctions for noncompliance with safety rules can be stiff. Organizations have a
legal obligation to keep employees safe. The Occupational Safety and Health Administration
(OSHA) requires organizations to provide a safe workplace.

¢ In spite of workers’ compensation laws, lawsuits lurk. Even more expensive and time-
consuming than OSHA sanctions are lawsuits that are likely when there’s even a hint of
negligence. And don’t think juries are going to side with you when an injured employee takes
the stand.

* Morale suffers when safety suffers. “I told them about the hazard, but they just don’t care.”
That attitude isn’t going to make for eager, productive workers.
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¢  When morale suffers, retention suffers. When employees don’t feel secure where they work,
and don’t think that management cares about their safety, they are much more likely to look
for other work. That’s another expensive problem—Ilost productivity while you hire and train
new workers—if you can find them.

Yes, there is a modest investment for safety programs, but the return on that investment can be
dramatic.

Insist on top management support and participation

As with most any organizational project, the first step is to gain management support. And expe-
rienced safety people know that management can’t just be supportive—they have to show it. They
have to let everyone in the organization know that safety comes before productivity. If top manage-
ment won’t support that premise, then you'll never get anyone else to support it.

Support includes resources, access, and participation.

* Resources for safety. This means reasonable budget allocations for safety training materials,
safety signs, posters, lockout equipment, etc. It also means commitment to time for investiga-
tions, safety meetings, and so on.

® Access to the top for safety. In addition, safety personnel need to have access to upper man-
agement so that safety concerns can be aired at high levels in the structure.

* Frequent and enthusiastic participation. Management must be present at safety awards, at
training, and must take an active role.

OSHA says “In an effective program, management regards worker safety and health as a funda-
mental value of the organization and applies its commitment to safety and health protection with as
much vigor to other organizational goals.”

Clarify responsibilities: Yours, management’s, employees’

One problem that can easily sidetrack the best safety efforts is lack of clarity about responsibility.
Lay out the safety responsibilities for the following groups:

¢ Top management

* Safety officer

¢ Safety committee members

* Managers and supervisors

* Employees with special responsibilities such as first aid, firefighting, or emergency shutdown
¢ All employees

In each case, try to be specific. Spell out who performs each major safety task and how and where
they get the resources to accomplish it.

Encourage employee involvement

Most experts believe that for a safety program to work, employees must be involved. There are
two important aspects to this.
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Build in employee involvement. When planning how to structure and operate your safe-
ty program, and when making decisions that affect employee safety and health, build in
employee participation every step of the way.

Insist that participating employees be supported. Managers and supervisors must be truly
supportive. They do this actively by encouraging participation, but also by their attitudes.
For example, they can’t act annoyed when an employee needs time off to attend a safety meet-
ing. You can’t have employees thinking, “Being on this safety committee is going to hurt my
career chances.”

Create a safety culture

It’s not enough to have a policy and a program. Safety managers need to think in terms of devel-
oping a safety culture—a workplace in which safety is part of the landscape, a routine presence in
every employee’s work habits. Here are some of the things that will help:

Publicize your commitment. Make sure safety is mentioned at all employee meetings, gather-
ings, training sessions, etc.

Involve employees. As mentioned above, the more employees feel they have had a hand in
creating the program, the more committed they will be to carrying it out.

Have an active safety committee. Safety committees are discussed in more detail in Chapter 9.

Develop a complaint system. Make sure employees know where to go, and make sure to
investigate, take action, and get back to the employee.

Next steps

Now that you have a feel for your safety role, it’s time to become familiar with OSHA, the federal
agency that governs safety regulation and enforces safety rules.
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