Special Article

When People Can Get Hurt,
Do the Right Thing (No Exceptions)

In our last two issues, March and June 2013, the Incident and

Injury-Free” (IIF°) safety approach was infroduced, followed by a
further explanation about its creation and evolution. /IF safety is
a commitment-based approach to addressing safety issues
created by JMJ Associates. This approach has been known to
transform work cultures, leading to improved relationships,
improved communication and improved safety performance.

When it comes to safety, doing the right thing may not always
look like doing the thing that is going to lead fo the fastest
production. Sometimes it means taking an action that might seem
counter productive, but could lead to the prevention of injury or,

in some cases, even fatality.

In this issue, the concept of “doing the right thing” when it comes
to safety on the job will be explained.

What the “doing the right thing” concept means
and how it applies to our work?

Within the context of people not getting hurt, when we say “do
the right thing” that could cover a lot of territory. However, in the
interest of fime, we would like fo restrict to “what does it mean
to do the right thing in terms of making sure that people do not
get hurt and people go home every day unhurt or perhaps even
in better shape than when they came in?”

Doing the right thing is not just about making sure people do not
have what are called acute injuries, which are injuries like cutting
your hand or tripping on a hose.

Doing the right thing also has to do with chronic injuries where
people are spending years changing out parts or installing parts
or doing any particular action over and over again; for example
grinding wells on a welded part or fastening steel together with
bolts. Those are repetitive tasks that can also lead to people
getting hurt.

Doing the right thing is also about addressing conditions or
behaviors that might get people hurt. An example of this is
someone using a grinder fo grind a part and we see that person
using the grinder in a way that is not necessarily going to get
them hurt right this minute but if they keep working that way for
years it will eventually cause them to have a longer term kind of
condition. Part of doing the right thing, too, is stopping the
person and making sure they are taking their rest breaks and they
are doing things that will keep them from getting hurt either right
in the moment or over a long period of time.

When you’re talking about doing the right thing, it
sounds like the sort of thing where someone might
say, “of course we should do the right thing, but
| can’t make sure everyone does the right thing,
can 1? How do | make sure everybody does the
right thing?” How does a manager ensure that their
culture is going to work like that?

In terms of doing it the right way, it's a person seeing that the
way they currently do it is going to lead them down a path that
is going fo potentially affect them and those they care about
and their family and their work life and their outside work life.
They see it's not worth it anymore and they begin looking for
doing it the correct way, doing it the right way, and that can
happen very quickly; that can happen in almost an instant.

But then, for us to have enough people engaged in action and
practices in the workplace where even people who have not
had that fransformation are drawn to doing it the right way, that
is the culture shift. So when we ask how do you do that and how
long is it going to take, that culture shift, can’t give an easy
answer; it could take some time.

It depends on where we are starting and who we are working
with. If the whole workforce has been taking shortcuts and has
always been following production goals and has never stopped
work or paused work in order to address unsafe conditions or
unsafe acts or unsafe situations, then it is going fo take some work
to have them see that managers really mean it when they say
safety is their core value and really mean it when they say “we
do not want you fo get hurt and we want you to do it the right way.”

It is important to recognize that stopping work has
a lot of value and it’s important to see stopping
work as being a productive and necessary part of
the process? Do you ever encounter skepticism to
this idea that it is valuable to halt work? If so, how
do you respond to this skepticism?

There is skepticism such as, “Yeah, that is what is coming out of
your mouth, Mr. Manager or Mr. Person in Position of Authority,
but | know what you really want and | know that if we have
layoffs or a downturn in the work, the guys you are going to keep
here are the ones that are going to produce the most - even if
occasionally someone is hurt.”
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That thinking is very difficult to change because people have
been exposed to a culture of production for years. So, to combat
that skepticism is a matter of people in positions of authority (not
only them, but starting with them) demonstrating that they mean
it, by modeling it in front of people.

A very clear example of this:

There were parts that had come in to a manufacturing facility
and the parts were anodized using chemicals. Some of those
parts had a color that was different from other parts, and, because
of past experiences, there was a concem that some of those
parts had been treated with chemicals that are toxic and are no
longer used.

It would have been easy fo just keep manufacturing and keep
using the parts, but instead the person went ahead and told
management, “I’'m concerned about these parts being a foxic
hazard.” Management immediately quarantined off those parts
and immediately paused the work until they were able to determine

which parts were okay to use and which parts were nof.

There was a real possibility that they would not meet their
delivery schedule when they said that. When you do something
like that, it sends a message that, “We really mean it; working on
these parts, if they were chemically improperly treated, it is not
safe and that’s not right. So we are not going fo work on them,

even if it might affect delivery fo subsequent customers.”
That's one way you fight skepticism; and there are others.

If the culture is set up in a way that supports “doing
the right thing,” people will do it whether they are
supervised or not; is that right?

Workers work safely without supervisors because they have learned
what is acceptable and unacceptable in terms of keeping
themselves and others safe. Said too simply, culture is code for
what is acceptable and unacceptable within a particular group.
We often find the worker being blamed for not doing the right
thing without considering that the culture has massive influence
on individual and group action.

How does having that kind of culture happen?

It's more complicated than this, but simply said, if we choose to
say we are commifted to the elimination of worker injury, then
this is part of what it takes to begin shaping a culture in a
different direction.

However, we have to demonstrate commitment with repeated
actions or practices by people in positions of authority and by
people that are not in positions of authority. They start following new
practices that shape the culture and send the message that it's
okay, that it is acceptable to work the safe way in the future and
that it is not acceptable fo do it differently from that in the future.

With fime, diligence and commitment, all it takes is allowing one
person to take a short cut, for example. It only takes one person
being observed acting contrary to what is the acceptable way
for other people to conclude that, oh, it must be okay to do it in
this contrary way.

It takes the work of managers over and over again pointing out
when people are doing things the right way, the safe way and
pointing out when people are not doing it the safe way and then
having it corrected over and over until people have an
understanding that what is acceptable here is the safe thing
rather than something else.

q' va aa o ﬂl QA v o
AN laLNIsANLRLNAMUITaLUN JTRATUAN UL aaASEN
= | . . ® % = a
\T8ININ Incident and Injury-Free (IF%) TR UNUNALLAY
mmﬂu 2556 mLauﬂLiaqmsfﬁiwumﬂguma 'nrmmm‘mm
//FmLﬂuLmeqmuwuﬁammmamummmmawmmmaﬂuﬁm
‘ummmﬂaamnﬂ 1AE3EN JMJ Associates LLuamquLﬂuwmum
LﬂumiﬂiuLﬂaﬂmmuﬁsiumi‘wN’]uamqmﬂuwmlﬂami
Usnlgauaz WL AN LdURUSTUNN9YiN9u maaamii nInafu

X
LAy zmmmmmimLuumumummﬂaammmmmu

LMBW@OQL?@WVJ’]MUH@@QE ﬂﬂi‘ﬂ’]ﬂ\mﬂﬂﬁl’ﬂ\‘i m‘viummuﬂmw
mmm"uﬂﬂammammammwamama ‘]_I’NﬂNﬂMlJ’mO\‘lﬂ’]i
N7 WWW@’]’Q@LMM@U’Q ﬂasLMLﬂﬂNﬂmNﬂu‘]ﬂll LLﬁlﬂ'llI’]‘iﬂu’]vLﬂﬂ
ﬂ’]i‘ﬂﬂ\iﬂuﬂ’]‘iﬂ’]ﬂL"V‘LIW;“’?]LLJJLLW]J@\muﬂ’]i‘LﬂWH'Jm‘lﬂ

TaifubeznantauuAn “nnevinadi anAas” Mfeadesiualy
aansdelunnsyineu

HuoAM “msma\mnnma\)” nu1eAdwIe:ls na:
awnsntufdivonuvenisiliedols

‘1umummmimwm‘1mNﬂgummiuimmmmﬁuﬁu \iaisy
N CAWATIQNARY AZATELAUULIANUAALNLNE athals
finy Lwaiﬁlﬁﬂ'ammwmqm zsiAu lauradninAnumingres
msmmmﬂmmmmaaﬂi Aeluilad immﬂgummuimu
mmwuLLa'“mmmnaumu“l,mamoﬂaamﬂﬂ‘wmu Vi3aLN471919
eH mu’]iﬂmﬂwwmLmaﬂ’Luamwmmmﬂmauwmmmmumﬂaﬂ

ma‘mmmnmm“l,u“l,mﬂul,wamﬂLa‘ammimﬂmﬁ 9z liillpg
ﬂsvamummmsmmiamﬁ NFUNARLILULIAELNGL 11U LNALNS
fiRnannefnLNATiTevEenIsas APANE hose

mimmwg]ﬂmmmmumLi@wmmaﬂmnumimmmenmm
nsvieunUimiulsy maﬂmaamnm ALy ﬂimmwunmum
podldaniutl e wmumaﬂuﬂjumuw?aﬂimamumu w3809
mmummmﬂuamw dudatan msmmumwumumm
mumaumamﬂuuamLLaiuawmummmﬂumummmLLm
F1an FeannsarinliniinaulasnmE U Feuiu

m’iﬁﬁqﬁmrﬁmﬁqLﬁmﬁ’uﬁﬁﬂLnma”aw?awqamiﬁqawﬁﬂﬁ
winaewlfEnaEY ey uwumﬂuwmaﬂwuwmmmum
Fuau wazisfivesi Tz es sl fsnady



Tunouil LLﬁiﬁwwﬁmmﬁNwﬂué’ﬂum ﬁl,ﬂunmmu wiuaudn
Nz mimmuwmuaﬂummﬂummemwﬂmmmmimmu
“Lm’Lu‘wam ﬂwmmmmmaﬂumuwuma ma’meunmummWﬂ
uaz mu%mmﬂm”lmumswnmauua maqmmwm‘lwmﬂﬂa
nmslasinnain i iueslusseren

iewniioiSevnisrirdoignsiew Tasuwaueo:yalu
rMuavdn “utiusu lsmosme'mnnnma\) sl
uifosn nnnumaunnnmauwsalu? na:drwidro:udlo
Thegnulssnnauldrindoionfon” dusniso:tulola
am\ﬂs:mmusssueunns’[ramluuTU“[unﬂm\)uu
Li@\ﬂ]’ﬂ\?ﬂﬁ‘ﬂﬁﬁﬂiﬂ‘ﬂ%ﬁﬂﬂﬂmﬂﬂu‘u‘\) Lﬂm‘]]u\lﬂ LMﬂNﬂumu’)’]'Dﬁﬂ’]i
Vlmmmm@al‘luﬁ‘wuuumwmﬂuiﬂlmammwm% ?NNﬂ
N7 VILIG]@W']ﬂL‘]ﬁ ﬂUT’ﬂU‘]ﬂﬂVIW?ﬂL‘]ﬁWNsLEI ?’llJVNﬂi"f]‘Llﬂi"] ‘mm
ﬂ”]iﬁ/'ﬂﬂ’]u e mmuaﬂ‘wmmu ‘W’JﬂL‘]J'W L‘Illllﬂ\‘iﬂﬁ’lﬁﬂj;]llmw
tmm’m WUNZAU LLaleﬁ’]ll’]'a‘ﬂLﬂﬂ‘ﬂu\lﬂﬂﬁlqﬁ")mi? LAChNUS
mm*uu“l,mwuw

mmumimmﬂmwﬂuumumuLLavﬂgumea‘lmmmmimmw
gnaastu falatidunisans: mmmmmuﬁﬁumimmumﬂm
MNaUIA mmmamqi@uaw‘lmmmumﬁlmuu Avlianunen
IiFnmaulddetin neilAaunlasiseddina

Limu%uaﬂﬂmﬁ mm‘umumwm‘lm uay ﬂﬂmwmmmuma i
‘wmmmmumiquqﬁu‘imﬂimaﬁam mwmwﬂﬂmmmmwma
NINARLALD LLawimmwammmu Ve iene=sAneiy
amwumaamﬂuﬂaamﬂa nansziliilaense videaniunnas
Alianade LSW:rf]aqma;limmmmmﬂmmnmnmmﬁ
dusmstianuasedaiieyatasasanutlaensieinuesiaundn
189M19¥9u waz i lldaanslivinulaiuuaay uazis
oans Tl YR luuuansimnzay”

I[WudvdrAryndalilunisns: nuandINISngAvLIU
lua\)mnmmwaTunsa\)ua\JnmUUaaﬂnalUua\Junmm
U ua-ua\):nmswaﬂmuuuuUudouwunua\Jmswam
na:ondufuns: uoumsUgummu naulpgaudenu
nmunnumseﬂum n'lsmam)'luwua\)nunmm fndu
sudu rinuo: mauuaa\)e‘rauuaa'nﬂs

mamwamﬂﬂ Lﬂ]u “'1511 umﬂumwmwaanmmnﬂ’mmaqmmma
mammﬂumwumLﬂumumuw LLﬁ]‘]J’]WL"«J’]ﬁ“J’]"‘Ji\i‘] Lmeu
mmmiavh LA ﬂnwmammmumiﬂamwuﬂmumaﬁa‘maﬂ‘lu
ﬂﬂ’]‘Wﬂ’]LLﬂ ﬂu‘wmm mﬂmmmuwuma mamuwmmuimmﬂ
chm LLJ,J‘i_I’Nﬂ‘i\i’i):JJﬂuim‘iu‘]_l’]mL’%‘]_Iﬂﬁﬂll

FuFasennunniieziasuulaspnuanii Lﬁawgﬂwﬁ:ﬂmuiﬁ
duladuimusssurasnssamiiunaunuiidl fwiu ielifa
mmm%mmwumamamaﬂu ﬁmLﬂuwaqmmmmahmmmw
aRITes) (fmmmwmmmmmmmu) meﬂwmum Wi
ANUANALYTLEDITATT 9 TmﬂLLamuﬂmmuamﬂmaumu

s I dl < Yo <~
fatviulaTAlRuLINAD

m]umumEJ"Lumumummammwumuuumwﬂmummauu V]‘IJ?N
N9t ﬂ’)ﬂﬂﬂi‘i‘ﬁﬂ’ﬁmm UWQH’JUM@V]LLW\ mamn*ﬁumuau 9

Special Article ‘T-%

% sl | =< o =] | C
LLEZﬂqﬂﬂ?zﬁUﬂq?mV}Nquﬂq AUAIMUNIIAI TUAIULUATUUL

v A @ A @ I v v
ﬂqT‘Lﬂ]aqﬁ\Lﬂ1.]LﬂuWHLLa:ﬁ@@uu\lmuﬂqﬁﬂ‘mlﬁfl

U1 LﬂumimaLWMLLﬂmLuummammaLLa mm‘twumuuu
palll Lmum mwumﬂumu“l,ﬂuaﬂmmmim “mwmmamﬂ‘nu
mummumfauaumwmﬂmsﬂmﬂaummmaLmJ" ot
mmmifw‘mmimmmumummuuaanwuma m‘LWEJmmimmu
‘vuﬂimqmﬂmnaWma‘mvmﬂmumummuuﬂaamﬂmm‘umﬂ‘n
Ny u,auﬂmmﬂmmmmmimwu‘lmLLa fudailaitluanunsa iy

fanuilullsrasnuiuauin W’mmeﬁ)“‘lﬂmmiadqmumu
Tainan wmwumml,mmmmﬂummmumuuu usileviuria
uwmmmmﬂuawmu‘lmnmmu%‘q Lﬂummﬁmﬂmmum 197
Tmmmmmmmnmamu mamwuﬂmumuwmmi‘lmmﬂmuwlu
mmm Lﬂumwiuﬂaamm;lu,auimnmm Fatfy 13z lihidudau
wntunlHen ulienaszdesanssnuisensdaananulin
anAsenalifisu

nI/ | aa 4J VvV o o aa as
duilisnislunisnavdaasde wazdslanvaneis

ﬂ'lUﬂ'lSﬂ']TVIIﬂﬂDﬂJUSSSUlUlElaUUaUU “msma\)n
nnma\)” UJLIﬂ\'J']UﬂO Uf_]Uﬂ IUO']O Uﬂ']SE[\)TVIlUOﬂIU"I
UnuAngelifiniu gnAeviyiny

wuﬂmummuamqﬂaamm‘[mwmmuﬂmaqmummu,a
Lummﬂwqmwsauafn aﬂ,mwmmmﬂamﬂéﬂummmu uaz
aﬂmwiummmaamuim LWﬂ‘mmuLmLLa mauﬂaamm nan7
N A Sansssuifluddirmunuas uwmavhmmmﬂamu
16 uay awiiiummmmmﬂmmﬁiuﬂauLawqw vatasaiismy
mﬂumummmwmﬂiuﬂgumiummnmm Inelunansunln
SAUARLIN JAUEITULANENAREIUINABNITNTZVNURIUARSY

yanauazlngdusy

smusssuluanunuzmonanaduo:iindulfegnols
LﬂuL‘iﬂmfﬁusﬁﬂum%’u LLmﬁ’]ﬂJW?ﬂﬂﬁU"lﬁ‘lmﬂﬂq\?\ﬂﬂﬂ ')’] ﬂ’]lﬁ']
L'ﬁﬂﬂVW W“yﬁ']q Limmmmmum@ W’liwm'z‘mmwumamumu
me\lﬂ mmﬂumuwuwawmLiumuelum‘iamwwuﬁi‘iﬂuwmm
V][?]’Nﬂu

atinalsfiny mmamam‘twmummmuu Tmﬂwaﬂiuml,mum
fidwna s “Lmamaaﬂmam mmawnwu%mumﬂ
mawmq mau,uLmeMu”LmaﬂsLumLmuwumuwuuﬂmm
Wum'\umumuﬂgummmﬂmu q fifunsai1eTamessuuas Vi
awmeﬂmmummwﬂgumuummaq ﬂammﬁmsmmum
Uaansi "lummwmmiﬂgum‘Lum‘wLmeN@“‘lmﬂumamu

MEAN ATINENEY UAS AT mmmu | azyiliflpsaunils
mmmﬂgum‘lummnmaﬂmiwamauau faeaai Wil
mumuqmaammmma‘ﬂa‘vmmmﬂﬂuﬂmJ,mmﬁmauﬂamu Lwamﬂ
AT Lﬂummmmmaiﬁlumsﬂgumwmqnwﬁmu

Lﬂuwu"}mamusm?m LUUEI’]SL‘WWUTN’]LLWLLEUG] LMUﬂ\W]lI
E\Iﬂi‘wV]’Vr]EI’Nﬂﬂm’rNLLﬂuﬂa’r]ﬂﬂEI e Luumslmmuumiuumsﬂgum
D’l’]lJ’JﬁV]ﬂﬁﬂﬂﬂﬂ has D’lﬂ\iﬂ’]LHUﬂ’]‘i‘LLﬂ\l‘]JsﬁWLLﬂ’FHWLﬂ’Wuﬂ’J’]
‘WLlﬂQ’]‘Ll’i) JJﬂ'NlJLSJJ’]sL’%'ﬂ miﬂgumiummLﬂuwaammmmm
ﬂaammuumﬂmmnmmﬂm ®



