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Safety: Over Managed and Under Led

JMJ Associates

In the last article, we offered tips and advice for reinforcing and
refining Incident and Injury-Free™ (lIF™) leadership in meetings.
In this issue, we will explore how Safety Leadership is distinct from
Safety Management.

Safety Leadership is distinct from Safety Management and must
be executed explicitly and with as much commitment as we
execute Safety Management.

Most of us are conversant regarding Safety Leadership: “We must
model good behavior. We must walk the talk. We must be visible.
We must set the culfure. We need to be accountable,” and
so on. This is definitely on the right track. But few have taken
on Safety Leadership distinct from Safety Management.

In a recent high-level leadership meeting, an incident was
discussed:

A fire destroyed an operating unit in a downstream petrochemical
plant. Some months prior to the incident, a worker had taken
matters into his own hands, re-working a leaky line with
unapproved technique and material and, sure enough, it failed
later.

Root Cause Analysis revealed broken procedures, poor
management of change, inadequate supervision, and that there
were “Golden Rule”, “Cardinal Rule”, and “Tenet” violations.
Problem solved, right? Managers in the meeting were satisfied
that their safety system, philosophy and consequences were
justly applied through the findings of Root Cause Analysis.

The discussion was closed until spoke up, pointing out the
opening sentence in the case: “A faulty pump, known to have
chronically leaked for years...” We also pointed to the fact that
no one in that meeting would ever be put in a position to have
to resort fo fixing a leaky pump in the face of other important
commitments.

We then asked, “So what is the leaming for you as leaders? WHY
did the worker fix that chronic leak the way he did? Because he
was not paying attention, making a ‘bad’ choice? Really?”

Certainly his act triggered the accident. But what was that
trigger connected to? We assert that focusing on the behavior
of and pronouncing judgment on the worker prevented the
critical leaming for the people at the genuine root cause:

Leadership at multiple levels of the organization. People in
positions of authority and expertise create the operating structure,
context and conditions in which people behave. They have the
duty and responsibility to practice both excellent Safety
Management and exceptional Safety Leadership.

Why was a chronic leak tolerated? Perhaps it never made the
“Safety Critical” list or the priority maintenance list on a site or in
a company that has faced constant “value-adding” initiatives.
Managers assert “Safety is a Value,” yet are blind to chronic leaks
or minor spills. They then blame worker behavior. Incidents like this
one call for more from leaders at levels.

When “something we accept” (aleaky line) becomes “acceptable”
(i.e., “that’s the way it is around here”), this is a failure of Safety
Leadership.

Some principles for evolving beyond behaviorism and managing

“Safety Differently” are:

e People are not the problem, they are the solution.

e Safety is not just the absence of harm, it is fostered by the
presence of elements that add capability.

e Safety Leadership is distinct from Safety Management and
must be as executed as explicitly and committedly as Safety

Management.

Currently, when it comes to safety, most companies and sites
over-manage and under-lead. The emphasis on Safety
Management has paid performance dividends in the past, but
needs to evolve.

We are imposing Management approaches and language on
people. This simply isn‘t working.

More prediction and control — Management — will not break
the flat-line results we are experiencing globally in most of our
companies.

We are afraid fo give up prediction and control out of fear of
incidents. In too many cases, safety management is unduly
influenced by fear of compliance, rather than a commitment to
achieve greater safety performance.

Safety Management is critical. We are not aftacking it or saying
it is not needed — most of us are simply not applying it correctly.
We believe Safety Management can be summarized as
Prediction and Control.



Prediction includes: Control includes:

- Assessment - Elimination

- Preparation - Substitution

- Planning - Prevention

- Analysis - Mitigation

- Identification - Measurement
And the commensurate - Reporting

systems, resourcing, processes - Response
and procedures for each And the commensurate
systems, resourcing, processe
and procedures for each

All of these words are readily and appropriately applied to
managing processes, systems and organizations. (recognize this
is an incomplete list but believe it is useful to then present Safety

Leadership as a counterpoint.)

Not one of the words in the table above is an effective way to
lead people.

Leadership is described in many ways, but for this purpose will say
that Safety Leadership can be summarized as Perspective and
Catalyst.

Perspective includes: Catalyst includes:

- Context - Committed

- Vision - Passionate

- Meaning - Stand

- Urgency - Model; Inspire
- Framing - Champion

- Awareness - Change Agent

- Direction-setting
- Developing
- Transforming

All of these words are very useful in leading and inspiring people
fo act.

Safety Management is critical. Management brings credibility to
Leadership, but Management without Leadership is bureaucratic
and static, leading to stifling and wasteful execution.

Companies that have enjoyed great safety progress and are
operating in largely safe condlitions will not keep more people
safe and prevent more incidents through more Safety
Management alone. Safety and, more specifically, safety
improvement needs Leadership commensurate with (and as) an

organizing precedent towards Safety Management.
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