~ CULTURE CHANGE

BREAKING THE SAFETY BARRIER:
Implementing

Culture Change

of lonmg apo, o revelution
!mkm;inw at the Goneral
Electric (GE)] Wawvy and
Small Engine facility in
Fitchborz, MA—a safety
nmevalhabon, E

Orpanized mito grassioots and leader-
ship tearms, traimed in new skills and
cmpoywered (hoough voluntary parlicpa-
thowy, ernployee trancformed the way safie-
tv was pracliced  ab this pre-Covil War
enanufacturing flit

Once thought 1o be the exclusive
resparsibility of environmental, health
and safety (EHS) professtonals, safety
became the responsibility of every emplav-
v At Ftchburg, everyome was imvolved:
workers manned safety beams; EHS pro-
fessionals provided techmical  guidanmce:
management suppled resounocs; and
ursion leaders offered enthusias Be supsport.

This was, by no means, 2 quict revelu-
Fiom. Al any one Lime. meore than 50 people
wene active members of the {our teams
Ihat met every two weeks. Safcly was dis-
cussed during every start-up meeting: a
sufﬂt_'-' nevwsletier was |.'ru'|1]i:%'|'||,1:|; sty
related wideos wene shown on the shop
N ach weesls safety issues bocame “hot
topics™ planlwide; and sifety awards and
reomition becarne cormmon. Best of all,
the plant’s safety record improved dra-
matically,. The recordable bjury mate
dropped 77 percent, while the lost-work-
dlay cose mte decreased T percent in the
four vears following the indtiative.

It was not always this way, howevwer
Bevedution often arises from the need for
changre—awhen traditional methods and
Alructures are e longer effective. This was
the case at Fitchburg.

EACHEEDUND
Fitchburg, is the quinteasential old New
Ergland] mill town, The GE site ocoupied
the site and some bPuildings of one af the
citw’s largest bistoric mills, The plant’s 625
employvers manufactured small steam fer-
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bines used as compressor systemns m the
pE'l'n'u‘lnr.'rni-:al indusity. The site housed
three major manufachunng areas. The
workforce was skilled, experenced and
slable—on average, the emplovees had
worked al the plant for more than 15 years.
Frrios Lo 1995, the pland bhed one safety com-
muftee comprised of management nepre-
sentatives and EHS profissionals, and a
separate union safefy commiiiee.

The facility had an wmenviable safety
recomd. Some shop arcas had OSHA inei-
gent rates in the H; the plantaverage was
nearly 14, Despite efforts to improve safe-
1¥, these figures had remmained esentially
fat for several vears. Since no effon inany
one area seemed b alber the overall mite,
management decidied iU was Gme for a
naw stralegy:

CHANGINS OF THE GUARS

In lamz 1924, the Elanl manager hinsd a
new EHS officer whose mamdate was Lo
“break through the invisible safety barri-
cr” and improve the plant’s acgdent sta-
fisiis. A prefiminary plan (o elfect cultuere
change was then formolated.

As with any new intervenlion, man-
agement support = crucal. This is partic-
ularly brue with respect to culture change.
A signature amd resouroes ane ot cnough.
T Bk clown barriers and eliminate mis-
trust, managers must e fnvolved with the
satety teamesand lead by example. It & not
enough bo sy safity & the top prionity, one
s S i

Fortunately, safefy was not a “hard
sell™ at OF., For cxample, since 15954, the
firm’s lost-bme mury rales have im-
proved 30 percend; 38 GE siles participale
in OSHA' Volumary Probection Program
(VEI'). Corperale suppost cascades from
e iighest kevele [1 g w'u’Ju|}r oo
that “=afely & good for business"—hat it
returms meney 10 e lottom line, reduces

direct costs (in ferms of workers” compen-
sation), prevents produclion sloppages
and mainiains morale.

Consequently, preenling (he cultune
change medel =0 it would be embraced by
new management—and q-rngﬂu}-u_-j.._w;ﬁs
nod a difficult proposition; in fce it only
required 2 single, coe-day seminar :

ITRODECING CUDIRE CRAMEE

Based on past suomess, it was belicved
the culbume change mode] could be adapt-
ed to this old New England mill. The key
was gaining the suppoct of plant employ-
ees, who would eventhually ke control of
the mitiative, This meant including nearly
evervone becawse cultun: change meguins
an nbegrated approsd with partidpation
by all levels of the organization.

A one-day seminar was developed to
introduce safely culhune change using the
Simen Open System (S.0.5) Cultune
Change Model (Figurs 1) The 33 atlen-
does epresented o cross-sectiom of plant
ernployes—management, imion leadess,
supervisers and line employvers. For near-
Iy everyone, it was ihe first comact with
safedy culture change.

A ploralishic  approach was  used.
Participants were invibed Lo examine swhas
safety program options wene available
The seminar started with an overview of
the fiald, OSHA amd the evolution of acd-
dhemt provention. Various approacies wens
described, and “brainstorming™ ideas
about ways to improve e ste's lacklester
safety reoord were shared.

It was noted that tradibiomal reliance on
safety engineering and identification of
human emor had reached the limits of its
effectiveness: at the plant, 1t was time for
something mew. Dased on expenionce at
wlher Faclitios, the move o colhome-hased
safety was recommended. Rather than
mpdzfy a fow behaviers, procedures and
repulations, through this strategy, the
plant would seek to change people’s fun-
damental perceptions of realrty:
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Such a tachic was nevessary because 90
percent of cultune—the norms, values and
assumphions—les below the surface. The
cultural approach helps people realize
that indiadual actions spring net only
from individual trajts, but also from group
noome. Odten, one wears for does mot
wear) salety gear based on the words and
aclions of others in the group rther than
on any objective set of facts.

Al Fitchburg, talk of chamge and dhang-
ing perceptions was met with a typical
amaunt of skepticiso. The reconding seone-
tary of the local umiom (and a self-described
“professional skephic™) recalls that union
leaders had doubds, vel could find oo
downsice o alempling the now initiative,
“Wee thousht it mielil Buen ook fo be anoth-
ur 'ﬂalﬂmﬁi U1:11L'§]wnl:h.' but we couldn't
seg how B ocould hurt us,” he explaiss.
“This trurth &, we were ready to Ty any-
thing that promised to help protect our
people and send thim home in one picoe.”

The union voted o participate in the
process, Management also decided to
commit significant  resouwrces—S50,000
was budgeted the first year—io support
the initiative. L was determined Uak pas-

ticipation on safety teams (by employees)
would require four to five hours per
manth. Some managers would be disectly
invelved as well. The bao “sides”™ shoo
hangds across the table, marking the begin-
ningy of & genwine collaboration.

THE PERCEFTION SUAVEY

The initial survey—desiened o ide
a view of employes ﬁwmmr
safety culture—indicated that the site had
much work ahend. The survey (the 2015,
Safety Culture Perceplion  Survew), a
research-based, valdated sunvey mstu-
ment, was administerod o many of the
plant’s 625 employeess (from all levelsk

Tocus were hen wsad to venty
and expand wpon data gathered.
ment did nod participate in (hese infoeemal
groups, and emplovess wene cncoumged
to speak freely. Participants discussed
issucs openly, cearly excited by the
opportmity o speak their minds, Mose
than once, EHS mepreentatives were
asked to pariiapate.

Participant remarks and surncey resulfs
revealed o large trust pap belween labor
and manapement. Waorkers questioned
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management s commiiment bo safety, and
mamagement suspocied sabotage of van-
ous safely mmovations and questioned e
validity of emplovees” injury claims.

Hweves, mesulls abso indseated meason
for hope. For starters, management and
Il agreed (o am umprocedenbed degres)
about conditions at the plant. Both groups
asseszed e conditions honestly and crits-
cilly. scoring closcly on st cabepomics
and survey questions. Apparently, no one
was hiding his /her head in the sand.

I 11 of 12 cafely culiure scales, man-
agement perceived the plant almest exact-
Iy as labor did (Fgure 3). Clearky:
managers were realistic and understood
the challenges thal awaited them, The
only major difference appeared on the
rowards seale; management belioved that
the noward / recogniion system was mone
effective than did Tabos

Smength wns mdicated by the fact that
74 percent of mana tand 74 percent
aof labar helieved that “accidents were pre-
ventable”™ Another hopeful sgn: il
percent of labor and 5 percenl of man-
agement believed that “safely goalks wens
achievable.” Since plant labor and man-
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agers had the same viewpoint. & solid
foundation was in place for ackdeving thie
chesined ontcome.

O the downside, the plant had very
lonw ratings. While few perception gaps
existed bebwem emenl and Lsbor,
the low soones warnsd of 2 high potential
for future incmeses i aoddent/incident
ratez, Interestingly. management gave
itsalf lower ratings than did labor. For
exzmiple, only 41 percent of labor and 42
pencent of mangement fielt it was dear
st “hisscs: put’ safely. concems fiest™;
only 24 percent of management Gand 46
pereent of labor) believed that “work was
assigned with safehy i mind.”

Even bovrer results wene noded in mone-
demonstrable cnlegories. Fur examphe,
ety 14 percent of Lsbor and & percent of
maftagement felt (hat “mana rovid-
id hﬁ feedback onl m&%%pfﬂfmn-
ance, both peosdtivie and comective ™ Onlly 5
percen! of both: lzbor and - mamagement
befieved the plant had 0 “onsistent sys-
lern of mswimds for safe behavioe”

Follow-up forus groops - questionsd
mamagement’s concemn [oe safebhy—and
extended that sentiment o incdude the
new safety initiative. “This survey i just
for showe,” mamy said, “Nothing will come
of " Some interviswes said miLitiple
programs bad begun and ended, with
very few (known) resulls.

Results of e survey and Enoms growps
were detailed in 8 32-page report thit was
made available o :ﬁm]:l[uym Tt was
olwious o everyone—on bath sides of the
tabde—that much work memained,  For-
tusnately, both sides agroed on (e bype of
work that was requined.

THE TERM LFPROMH

Asd result of the report. a proposal was
made o elimirate the old ssfcty commit-
tes= aned neplace it vwith a Iwirbened et aof
teams that would have much broades
participation. This would include (hpee
"prassroots beams” (empowersd salfety
feams), one for each manufacloring ans;
oo ergonormies leam that incduded all
areas of engincering: and 3 leadership
team, & mnkless commiller comprised of
uron lesclers, shevands, supervisors and
sebct plant managers. This team was facil-
itated by EHS staff,

Dospite carfier skepticeemn, the plan
received - tremendous - buv-in, Comse-
quently, it was dificult to keep leams
small, Anideal size is eight fo 10 members;
this. gives evenyime: the chance 1o partki-
pate. At Pilchbarg, some prassioots leams
fad 15 o 20 members: the leadership team
had 20 members. In 1otal, about 10 percot
ol Faclory sonnd were pant of the
teams. In addition, the unicn makvkiined
ils own | ate] safely committoe.

To devedop the full potentinl of prass-
roets beame, members received raming on
how by enadust meetings and improve
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FIGURE 1
Simen Open System (5.0.5.1 Culture Change Made!
A Whole-Systems Made! for Cultural Realignment
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communications, They were also trained
o relevint safery regulations, Team mems
ben: wore encouraged ' use company
PESOUNES, A SUPSTVISOT Was assigred b
support civch tenm—E imtercede, a5 neves—
=Ty, with management. Afler that, kems
were “free” 10 pursae their agendas, Each
Eean vk 1bs o mission statennent and
actoally defined feedf,

A key team funclion B o nepnesent
shoplloor employess and act as a conduit
forr thesir idheas, People who o uncomfors-
abbe @King o supendsws or EHS staff
aften commiumicate’ casify with co-works
ers, The grassmits feams tke up co-work-
er's: fugmretions, as woll as their own
amems, and “ren with them,” Cften,
they research isesees and expedite matters.

Por cxample, at Fichburg, the site
experienced some delay in obtaining keck-
ing portable staies. Ohbe beame member
mesearched various products and prices,
2nd oblained approval fo order the
staits—in a matter of days, nod wecks,

Ancther emplovee worked to find a
befler air nozele for oompossor hoses
Although those b used wene safe, they
wiart: not suimble 10 the wark being por-
formed, temping employecs o dofeat (he
reffef-valve fenme. The woskee found a
nogEie thal was both safe and suitable,
promsed it among co-workers, U sald
i fo fhe Ieadershep feam. Had manage-
menl selected ::l:fmzzje and imposaed. i
on workers, problems may well have

ensued, The simple trulle Empowenod
employess ane likely bo find the fght solu-
tivmr andd grvie it their full support

When workers swanted toshow maining
vides: om thae shopfloor, they first Bafked s
vendors, reviewed products and selected a
seres of five-mimute sfcly videos (some
jobrspedific, olhers rofated o nif-the-job
safety) The plan was to show one viden
cach week during  toodbox meelings.
Margement purchased the entine serices,
which sent a powerful messape: "W can
ihamst yonar wetlare and s welfne of vour
Fmily, no e ber whene you are,”

Management: respondied favorably fo
most prassrools nilistives, funding miost
GF theon. The survey had revealed Libor's
perceptiong that manageient wiss not will-
s B “put its money whese [t mouth
was" and fund safelty programs. The
prassmots program oncouaged workens
W mequest Tesodrces, and the posilive
response dramatically altered this em-

ployes percepimn.
In pddition. marapemenl allowed
feam members the lime to participate and

the resources to pridase. producs and
services, Whenever 3 problem arese, eam
represantatives could attend the bi-weekly
leadership team mwcting, Swoch face-to-
face coommunication mot only Faciliaged
thiz process, it climinatet] misunderstand-
ings. Even if o nequest was dended (a rar-
ty), the explanation was reasmabie—and
oould be debited,
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FIGURE 2
A Historical Path from Safety Engineering to Culture Change
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{E1)
Enginecring

[CC} Culture
Change

{E2) [BB) Behavier-Based
Entorcement
PEOPLE REIKE THE PROGEAM shy aboul speaking up, Before, people

VWhal did employess havee o <y abou
e Ftuorm:' ".H.hu a Forklift driver who
had worked at the site for 20 yem, pob
vilved righl away, She became interess-
el upon -il':'.::murin-r-, thinl "Ll anad
managenedet wene patt that far apart. They
savy it same problems.”

Svlvin was aka rncglmi becaise he
Fl|'!11l' MARBEET WS an acthve parbopant
T sher wias sor grmg-hio, Drvamied (o be part
of 1.7 =he says Feoin there, plant condi-
toms changed: damatically, “Bafore, these
were many accidents, bub people wenen't
aware af whal was happening, After, i
=nmithing did happen, U there was m
accident, we knew' cverything . about it
right awae What happoned, how aid
what was being, done aboat 77

Tism moembers. were tained i skalls
MOCESEAEY i cwecube thedr near ths &=
wene frontline safety feprismentrtives.
Trabming bewan with a bvo-day seminar
Tesm members received neardy 30 hours
of CSHA tmaming, a5 well a5 caining in
commumnication skills, Sorme o mem-
bers atbended a VP mecling. After thnee
visars, beam membsers becamme well-verssd
iy e cual e changy: process in-particular,
anvd hwalth and safety i genceeal,

Each week, a safely st was conduct
vl by twio team mietabers, a fotemaen and
a steward. “When | walked through the
Budldimgs, 1 knew what T was ook at,”
Svivia oxplains. "Thiz conkd be almost
anyftang that needied 1o be Bued. Then we
issuesd mamirnance requesls. The follow-
ng woek, the audilos ducked o soe
whether e had boen completed. After
we vears, most magor problems had been
cauehil and conrecded

The bipgest danpe, howevor, was a
change of altitnde. Case in point Use of
silety plisses, “Treviomsly” Svlvia: says,
“people had them bt weonldn't use theim
Then, everyone got wise o the dargers
and started wsing them And, thene was

plemty of peer pressure. People were

might make fun of von for doing things
safely, then il tuened alf the way arnmd.”

Teams alsa kept members achively
engaged, assigning them m fodlow up on
varons immues A5 one beam member
remarks, “The guickest way to ged (hings
done was fodo it vourself as the yrass-
pooks leam. Any bime yonr invodved Ay~
bedy clse, il look longer, Agrassrools team
coubd amomphsh . somwthing ina week
that mizht take management fhne
month, If Vo by contrsl ard act, Vi
can make a diffesence”

Price to culture cheange, the site did nol
Tave o stmoay safety prgram—at Teast sot
ome that lbar was awaee of, * There was a
safety oommittee, of managemenl and
union leaders,” another: employee. ox-
(lams, “penple who mel afl the e any-
way Mebody o the fHoor knew whal was
g o With cul lure chanpe, safiely was
evirywhere—in meslings  0n signs, in
puoblications and especally on the fone”

Anpther . sanificant change was - tho
el of figrer pointing. “IE wsed to be that
an aocident was always the fanlkt of thoso
of the floir, Later, cveryone became nter-
cetid i finding the moot caase and fixing
it, radher thin mssigming blame.”

Dhespite the emphasis on reporting all
arridents and near misses, e dhange m
injurry and iflnes rate: supports the argu-
ek that cullere change prosles safely.
I 1954, before cultsme change. was inan-
gursted, the plant’s recondable mabe was
150, By 1957, it hid dropped 48 percent o
FIT12.7 im 1995 7.8 n 1990)

[hiring the fourth year, follawing a
plant-closing  annmmeoement, accident
rates plimped 55 pesoent 032 This resalt
defies industry nomes and commem-serse
cxpectabons, With fhe uncerlaznty, anger
and disaffectson Ut often scoompany
dimsrsidrg, one would expect an upwand
trened of accidents: and accidenl roposts,
Apparently, the safoly oulture wis in-
grained enowgh b withatand the tuomel,
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In ﬂl.fdjl!mﬂ,. 1he '|||ﬁtm'|wkr.|..1j.' casr Tale
=hiwed o trpical cullure chage progmes-
st starhrg :1||::r|.1'|.}" i EAINEE MEn-
tum. T 195, the pland lud a lost-Hme nale
aof 64 This rsbe mear to B3 m 19495, then
sivadily. decreased to 4.8 in B 34 b
1547 aned 153 40 19982 four-yeir decline
of 76 percent,

O umdon nificial Bwisse the union
coled no mights. "We sl maintain the
union safoty comemitioe. We sl file griey-
ances if wisew something that's not right,”
e encplaims. TS just with the grassonts
feams, that’s a rare oomarrenees. They fake
cane of mest problens amd we rerely have
fon et imvnbved.”

GE also has a Six Sgma program [or
qualiy improvement. Acconlng o em-
plovess invalved in both clorts, the e
programs ane compatible—edfeetive quali-
by rud mafely efforts bodh focus on employ-
e invalvement and feguine smilar skills

Through Six Skema, emnployees leam
how to apply - statistical - mothods: o
pertormance improvement. “When the
change in accident rmbes is analyzed from
a Six Sigma perspective, the reduction in
tofal recordable and losi-lime injuries
sinee ncepteon of the culbune change was
statzstically significant at greater thas 0471
fevel of confidence,” a Sax Sipma member
svs " Thal means thepe s less than oo
chance in 03 hal our improvement
cocurmnd by happesstance.”

Adds one union official, & Thme was no
goings bick, Safety becams part of the cul-
fure. We were no langer willing o acoept
..m[}J practioz or ool that was less-than-

. The culture would simply nok allos
things to be dose wong.™

COMBUNICIBON &5 THE KEY

Prior 1o the cultione ch:mEu- miEahye,
ther §3hiumg site had experenced some
safely sticcesses, bub these accomplish-
ments had never been adeguately come
murdcaked. As Furl ol e cagliuse du_nge
process; A new sel of cormmunkation
forums deviolal fo sy wensdeveloped, In
addibon, safety wis often a subdst of
start-upy and foolbox meetings

A salidy communicaions cenfer was
aeated. It housed everything from copics
of redevant negulations and safety manuals
o minutes of bearm mestings: from =ty
relatedd posters o chatts an accident rabes.
The cenler was located an the shop floog
=01 pmwen e conild stop by and bearm sbout
regulations and beam activilies,

A omyriad of communication tools
emzrged from this program, Many expect-
ed Lhat minst requests would invelve new
equipment: inslead, the  prsfominant
climim was better commumication, dsciis-
st amnd diakogrog

Many preblems were fved in he prroe-
ess5 at FII‘I:HJI.II‘S, Bew safety 1-1.||.|:|"u'm1'|l:
was purchased (incdoding mails, stairs and
anti-fatigue mals), and the ventilation sys-
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WHAT 15 THE SAFETY CULTURE CHANGE MODEL AND WH&T IsN‘T IT?

ul o is both evihsonany
and revolitionary. In' the history of
the safoty prrrfmm!l:se»ﬂubm
ity following a progom=eion from fhe theee . cha
Es—emprinermg enfomcoment and sdoc-
tioge=—Doyond befavior-based programs to

a M—a}pﬂeﬁmh}ﬂmﬁmtﬁﬁi}u—

Al any one plant, m ok imp
tion, cultisre changr can be revolubionary.
cumpletely bn e way =afaty i
perceived and practived, Al ik besk; this
change is controlléd by grassobts safory
teams, comprisad primarily of shopfloor
workers invesled willi primary Tesponsk-
bility for e ow well-being. Manage-
nent leads by ‘example and inspiration,
eathers {liin Fut :

As nne manager said, “Caltune
irvotvies nothing less than changing
bisic tions about the way
Took at the world ™ .l'!l.'l.‘IﬂJLtII:I.E. bt gy
tal, since =0 many actiony sl decisions
made at werk sns influenced by hidden
BRI DTS a.udexpu:ln[hm
| After an initil semimar one man
said, 1 ke this cultoee change = ul?r
want it In by Monday.” Ch, that it were so
et Unfortunately, cubfure shangr is nod
something one buys: mther it 5 some
thing created. Packaped programs oflen
help with short-term noede—bed iy
cannot provide the Emd:mmh!.
torm trarsformation that s the goal
culture changn appmjx h.'u:ul:l.:p.

Ome popllar oiconception i that
cultune chanpe is at odds with lechaolos
ical proprams. Nething tould be further

tem was overhauled, Withoot employes
buy-in, however, (hese actions would
have meant les Improving bechmluge
imby goes =0 fan To advance, (e opman-
iz thoral culkbane must change

BENGNTRN

O mafor discrapancy’ coswemed the
mecopnilion of emploves comimibutions
o saluly. "-']arl.!gt_mm'\t Epgrssively
acldressad this Bsee, initiating several
wiull-publicieed meoognitian peograms, For
example, the comgany offered dinnee-for-
bvospod anards for employees who made
significant conlnbutions. Success. stories,
accoanpanied by pholes. of the parlici-
pants; appeared on balletin boards and in
the: EHS neweslelter.

PROGRESS REPORT
Safety cullure change truly works. At
Filchbuary, accident statistics improved
dramatically, and pemoeptions became
miee positive,. Labor began fo see that
mitnagernent did, i Fict come about safely.
A fallow-up survey supported thise
obgervations. Administersd two vears
after the iniial smvey, fhe sequel renvealed
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Ces amd

fromn the trii. At ils best and mist e
tive, safety culbere change is a socio-flech-

rnr'al dﬂ'::tt;lmem that combines the

:ﬁhﬂrem@hnn and e

mllﬁma-

mbsu.uu.e o uuumi on
Al rrnamg&m.mﬂ ACcoun
increases their ulileation

mlﬂmlsl

plant aq:_npmml,.-um mandger with an
enpinpering. background
mently with a siirvey fmding that labor

befieved mmagoment did nog coe about
aﬁzr_',- He rivissend the point.

It is mot enough for manasement o fix
mmmicate what il is doing and involve o
many
fiximpg bechng
sur: D squinenent i used properly. That
meariaper receivied some technical benefits,
but no social benefits, from his pro-safety
behavioe. His actions and company’s

imvestment ﬁnﬂhﬁfﬂ&mng:ﬁwm-_
ereptions of the woarkfone
niot belseve in the COmparT 5

Labor
commitment or the polential For progress,
Culture and  technology: actuall
hanel in hand. One must addnaes Bo llﬁz
hard side and the soft de. Technical
Mda:d:puatmﬂmram]&ﬁllh&hm

‘2 safe culhive, which suvks o idontify and-

eusrect prolilemis, At this paint In'the safi-
b evolation, however, mure potendtial
payol exisis on e culure side seee beck-

nical changes have been implemented o7

much greater diree.

that eardier aress of strength (i, acddent
preventshilily) had gained more suppost,
Ini addition, new aness of strength
appeaned, particulary in the area of com-
mmication. A lear majoriny of both man-
agement and bbor agreed thet “safesy
imirmation is kept up-to-date” and “infoc-
mathon neseded o ugmralcsa.]’-ﬂg. i rracly
ivailable to erployess.”’ Peopli were now
“mncouraged o remind cach other to work
safely And, the company “lhis symbols

FIGURE 3
The Safety Cufture Survey Scales
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improving safety B CER Do
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fixing either technology or the behavioral
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The impetus for culiure change ca
come from several different sotrees: 11.1]1
down from management; hotlom up
froan comoemod workers: front a hyhrid
nfmm’a,imeupq-mmd EHS pro-
fessiomals; oras the result of sorme nng-
icant emoticnal event, such a5 3 major
accident. Hopefully, ar:ﬂ?am.znmncan
proempt the last form: ideally, chan-
el chfity concems nfmtEIE!Ed partics
at all levels. To be most effective, this
must bie 2 joint effort that eventually
mvilves (M
Whercas it used to be that “the safety

did safety,” leaving mn:ﬂ:mml free
E-L}J;dm.*\fc ather goals, in By e et
change, management’s support and par-
ticipatiom &= essonlinl In fack, safeby col-
fure change process i antithetical to
Mgt abdication. This does nnt
mean ik sl he allcoesyuming o even
very conduiming. But it does call for Tead-

ership. Leaders’ establish valiés, emaoti-

ke b everyome o commurtcate how
safety i= important to e organization.”

Although  some onses showed
marked improvement from the first sur-
vey, ey '|.|5'.1]E'1-E'E|].E|:|.,.1I'I.1I.11DJ'§L awiden-
r.nL,pen. oo gap. In these cases, both
Laboe and management noted im
mieTil, 1'lut labor I::Ugrui behind manage-
el in |I&mﬁlhw mesponse; For example;
while 72 petcent of management agreed
that ﬁ:!ol".' procedures and policies. ars
clear and available,” cnly 56 percent of
labor agresd (up from 46 percent’ bwe
venrs earlier).

In anoiher cawe, 53 pencent of labos pre-
viously aoreed st they were “not akod
fo perfuem unsale operations™: that num-
ber increased to 69 peroent in the second
survew Labor's approval of sonior mim-
agument’s- efforls 0 foas attention’ on
safety prograrms increased 50 pencent
{frugm 30 percent m[-l-“}dpw:ent]; Ent man-
a t's apprinva iE5 - o -
rl%?rln:cmm thi= amea Incresed 30 ﬁml
during the same perind—irom 23 percent
by 73 peToemit

These results mdeate that, despite pos-
ifve improvements noted  scross the
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Ared of Optimamn Satety Performance i whene
soolal and tachnical systoms fenetion equally
wreli ond support anch olfer,

boand, management was willing o declare
vim:_v in some aress whene labor felt
additonal wark was needed,

CONCLUSEN

Changing safety culture s Hioe growing
an apple e It i 2 long-term pmeess.
Typically, it bakes theee to five years 1o
develop devp roots and vield fruit- At that
puint, the tree (oulture] can stand on ils
o Yet, it & ok stundy enowgh o sesist
e vagnries of nakure.

As the Filchburg experssncd shows,
culture change efforks may vield pesitive,
measurable gains, evenin the early, imma-
ture stage. Only when a pesitive safory
cuiliueme i5 0 pa b part of the crvirom-
mM—MWMTH aealors and
ablivious to changes in personne], pro-
ucts and [artunes—con i be said to have
suctveded, o
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