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OR-OSHA Mission Statement
To advance and improve workplace safety and health for al workersin Oregon.

Consultative Services

 Offersno-cost on-site safety and health assistance to help Oregon employers recognize and correct safety and health
problems in their workplaces.

* Provides consultationsin the areas of safety, industrial hygiene, ergonomics, occupational safety and health
programs, new-business assistance, the Safety and Health Achievement Recognition Program (SHARP), and the
Voluntary Protection Program (V PP).

Enforcement

» Offers pre-job conferences for mobile employersin industries such as logging and construction.

» Provides abatement assistance to employers who have received citations and provides compliance and technical
assistance by phone.

* Inspects places of employment for occupational safety and health rule violations and investigates workplace safety
and health complaints and accidents.

Appeals, Informal Conferences

* Provides the opportunity for employers to hold informal meetings with OR-OSHA on workplace safety and health
concerns.

* Discusses OR-OSHA' s requirements and clarifies workplace safety or health violations.

» Discusses abatement dates and negotiates settlement agreements to resolve disputed citations.

Standards & Technical Resources

» Develops, interprets, and provides technical advice on safety and health standards.

* Provides copies of all OR-OSHA occupational safety and health standards.

* Publishes booklets, pamphlets, and other materials to assist in the implementation of safety and health standards and
programs.

» Operates a Resource Center containing books, topical files, technical periodicals, avideo and film lending library,
and more than 200 databases.

Public Education & Conferences

» Conducts conferences, seminars, workshops, and rule forums.

» Presents many workshops that introduce managers, supervisors, safety committee members, and others to
occupational safety and health requirements, technical programs, and safety and health management concepts.
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Welcome

The supervisor is the one person who can take immediate, direct action to make sure
that hisor her work areais safe and healthful for al employees. Russell DeReamer,
author of Modern Safety Practices, considers the supervisor the only person who can
control employees, machines, and working conditions on adaily, full-time basis.

In histext, Occupational Safety and Health Management, Thomas Anton relates that the
supervisor bears the greatest responsibility and accountability for implementing the
safety and health program because it is he or she who works most directly with the
employee. It isimportant that the supervisor understand and apply successful
management and leadership principlesto safety and health to make sure employees
enjoy aninjury- and illness-free work environment.

Thisworkshop introduces you to key elements of supervisor responsibility and
accountability: Complying with the law, providing resources and support,conducting
safety training, overseeing the work, and enforcing safety rules.

Through team exercises and discussion, you will gain valuable insight into the role of
the supervisor as a manager of safety and health programs and aleader in safety. Please
participate fully and enjoy the class.

Workshop Goal. Gain a greater awareness of five basic supervisor
safety responsibilities to:

* Provide safety training
* Provide resources and support
 Enforce safety

e Qversee work

 Demonstrate safety leadership

Please Note: This material, or any other material used to inform employers of compliance requirements of Oregon OSHA
standards through simplification of the regulations should not be considered a substitute for any provisions of the Oregon
Safe Employment Act or for any standards issued by Oregon OSHA. The information in this workbook isintended for
classroom use only.
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Provide Effective Safety Training

The supervisor's first responsibility to the employer and obligation to each employee.

437-001-0760(1)(a) The employer shall see that workers are properly instructed
and supervised in the safe operation of any machinery, tools, equipment, process, or

practice which they are authorized to use or apply...

Safety Education and Training Skills %At“wde
What is safety “education?” Education Training

» Generdly, the“why” in safety - describes the consequences of performance.

» Natural consequences = explains the resulting hurt/health that occurs automatically
asaresult of our actions.

» System consequences = explains the organizational punishment/reward that may or
may not occur as aresult of our actions.

Why is it important to always discuss the natural and system consequences
of employee behavior?

What is safety “training?”
* The“how” in safety - performing safe behaviors, practices, procedures.

* Primarily increases specific knowledge and improves skills.

Why should supervisors be involved in training?

How do you know safety training is effective ?

OR-OSHA 112 Safety and the Supervisor 2
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Poor safety performance may not be the
result of a training deficiency

Describe the
Safety Performance
Discrepancy
(The Gap)

Is
There
a deficiency in

Are
Resources
adequate?

No

Employee does know
how to accomplish the
task safely.

knowledge,

the task safely.

Has the
employee
performed task
before?

Training Decision Tree

Are training or non-training
interventions the solution to poor
safety performance in the
workplace?

Employee does not
know how to accomplish

Training
Options

Is the task
accomplished
often?

Yes

No

Conduct orovid
Formal safety Condgct f rchi\l/; ek

training practice eedbac

Non-training
Options

. s Is Yes :
Enforcement Surveillance Leadership C_O@Sld_er
Adequate? Adequate? adequate? Discipline

Provide
Resources

Improve Improve Improve
Accountability Surveillance Safety
System Leadership

Adapted from Robert F. Mager Diagram
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On-the-Job Training

Step 1. Introduction. Tell the learner what you’ re going to train. Emphasize the
importance of the procedure to the success of the production/service goals. Invite
questions. Emphasize natural and system consequences.

Step 2. Trainer show and tell. The trainer demonstrates the process. The trainer first
explains and demonstrates safe work procedures associated with the task. In this step
the learner becomes familiar with each work practice and why it isimportant.

&
LJE"; Trainer: EXPLAINS a step and then PERFORMS a step.

f‘f’ Learner: OBSERVES each step and QUESTIONS the trainer.

Step 3. Trainer ask and show. The learner explains the procedure to the trainer, while
the trainer does it. This givesthe trainer an opportunity to discover whether there were
any misunderstandingsin the previous step. This step also protects the learner because
the trainer still performs the procedure. The learner also responds to trainer questions.

?’ Learner. EXPLAINS each step and RESPONDS to questions.

L/

ff‘{‘,‘} Trainer: PERFORMS each step and QUESTIONS the trainee.

Step 4. Trainee tell and show. Thetrainer hasthetraineedo it. Thelearner carries out
the procedure but remains protected because the learner explains the process before
proceeding to do it

E’ Learner: EXPLAINS, gets PERMISSION and then PERFORMS each step.

g’:} Trainer: Gives PERMISSION, OBSERVES each step and QUESTIONS the trainee.

Step 5. Conclusion. Recognize accomplishment. Reemphasize the importance of the
procedure. How it fitsinto the overall process. Tiethetraining again to
accountability.

Step 6. Document. Effective documentation is more than an attendance sheet. Make
sure you “certify” adequate knowledge and skills have been achieved. (see example)

OR-OSHA 112 Safety and the Supervisor 4
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._-4»4#///‘;{\ If — ‘e * . . . '
e it isn't in writing...it didn't get done!
h_,"/'

Make sure documentation is sufficient. Most safety training teaches employees
how to perform a procedure or practice. Asaresult, employees must demonstrate
adequate knowledge and skillsin the learning environment before exposure to hazards.
Test should be awritten exam and skills demonstration. It'salso agood ideato evaluate
performance in the actual work environment some time after training has been compl eted.

Training Subject Date Location

Trainee certification. | have received on-the-job training on those subjects listed (see other side of
this sheet):

This training has provided me adequate opportunity to ask questions and practice procedures to
determine and correct skill deficiencies. | understand that performing these procedures/practices
safely isacondition of employment. | fully intend to comply with all safety and operational
requirements discussed. | understand that failure to comply with these requirements may result in
progressive discipline (or corrective actions) up to and including termination.

Employee Name Signature Date

Trainer certification. | have conducted orientation/on-the-job training to the employees(s) listed
above. | have explained related procedures, practices and policies. Employees were each given
opportunity to ask questions and practice procedures taught under my supervision. Based on each
student's performance, | have determined that each employee trained has adequate knowledge and
skillsto safely perform these procedures/practices.

Trainer Name Signature Date

Training Validation. On (date) | have observed the above employee(s)
successfully applying the knowledge and skills learned during the training.

Supervisor Name Signature Date

OR-OSHA 112 Safety and the Supervisor 5
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(Page 2 of certification) Sample Hazard Communication Training Outline
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The following information was discussed with students:

Overview of the hazard communication program - purpose of the program

Primary, secondary, portable, and stationary process container labeling requirements
Discussion of the various sections of the MSDS and their location

Emergency and Spill procedures

Discussion of the hazards of the following chemicals to which students will be exposed
Symptoms of overexposure

Use/care of required personal protective equipment used with the above chemicals
Employee accountability

The following procedures were practiced:

Chemical application procedure
Chemical spill procedures
Personal protective equipment use
Emergency first aid procedure

The following (oral/written) test was administered.

(You may want to keep these tests as attachments to the safety training plan and merely reference it here
to keep this document on one sheet of paper. OSHA recommends at least 25 questions for technically
complex training.)

1. What are the labeling requirements of a secondary container? (name of chem. and hazard
warning)

2. When does a container change from a portable to secondary container? (when employee loses
control)

3. What are the symptoms of overexposure to ? (stinging eyes)

4. Whereisthe "Right to Know" station (or MSDS station) located? (in the production plant)

5. What PPE is required when exposed to ? (short answer)

OR-OSHA 112 Safety and the Supervisor 6
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Provide Resources and Support

The supervisor's second responsibility to the employer and obligation to each employee.

ORS 654.010 Employers to furnish safe place of employment.
Every employer shall...

« furnish employment and a place of employment which are safe and healthful for employees
therein, and...

» shall do every other thing reasonably necessary to protect the life, safety and health of such
employees.

Let's take a closer look at some concepts:

What does employment mean? work, occupation

What's the place of employment? The premises, facilities, worksite

What does safe mean? Freefrom therisk of hazards that can cause an injury to
an employee.

What does healthful mean? Freefrom therisk of hazards that affects the physical
and psychological health of an employee.

What does reasonably necessary mean? Fair, just, sensible, not excessive.
What a reasonable person would consider necessary and appropriate to provide
adequate protection to employees. Usually considered common practice within an
industry.

OR-OSHA 112 Safety and the Supervisor 7
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Providing a safe and healthful work environment

What is the supervisor obligated to do to make sure the
physical environment is safe?

What can the supervisor do to make sure the \{
psychological environment is healthful?

OR-OSHA 112 Safety and the Supervisor
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Enforce Safety Policies and Rules

The supervisor's third responsibility to the employer and obligation to each employee.

437-001-0760 Rules for all Workplaces.

(1) Employers’ Responsibilities... (b) The employer shal take all reasonable meanstoreguire
employeesto...

(A) Towork and act in asafe and healthful manner;

(B) To conduct their work in compliance with all applicable safety and health rules,

(C) To use al meansand methods, including but not limited to, ladders, scaffolds, guardrails,
machine guards, safety belts and lifelines, that are necessary to safely accomplish al work
where employees areexposed to a hazard; and

(D) Not to remove, displace, damage, destroy or carry off any safety device, guard, notice or
warning provided for use in any employment or place of employment while such useis required by
applicable safety and health rules.

(2) Employees’ Responsibilities

(a) Employees shall conduct their work in compliance with the safety rules contained in this
code.

(b) All injuriesshall bereported immediately to the person in charge or other responsible
representative of the employer.

II\

>3,

! (S

Accountability = Performance + Evaluation =Conseguences

I

The "Chain of Accountability"

The employer is accountable to and obligated to
to carry out their safety responsibilities.

The employee is accountabl e to the and obligated to
to carry out their safety responsibilities.

OR-OSHA 112 Safety and the Supervisor
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C=7)
= Discipline must be fair, justified, based on facts

What's the difference between a rule and a guideline?

Rulesare . They must be followed. We have no option.

Guidelinesare . They may be followed. We have options.

What happens to employer liability when a supervisor allows employees to
"get away with it?"

Once the supervisor determines discipline is justified, it becomes a matter of leadership
to disciplinein away that is perceived asfactual and fair. When carried out
appropriately, discipline results in the desired outcomes:

» To be effective, employee behavior must change as desired, and

» Theworking relationship between the employee and supervisor improves.

Keys to appropriate, disciplineis ...
» for misbehavior, not having an accident
» based on fact, not feeling
» consistent throughout the organization: top to bottom and laterally
» applied only after it's determined management has met obligations to employee

» appropriate to the severity of the infraction and impact on the organization

OR-OSHA 112 Safety and the Supervisor 10
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For discipline to be justified, those in control should fulfill their obligations to the
employee first. To make sure obligations are fulfilled, conduct a self-evaluation.

L
What five basic questions need to be answered by
the supervisor before administering discipline?

» Have | provided adequate safety ?

 Have | provided adequate ?

* Have | effectively safety rules?

* Have | provided adequate safety ?

* Have | personally demonstrated safety ?

If you can honestly answer yes to all five questions, it's a good chance disciplineis
justified, but you may want to also check with the safety manager or other qualified

person firgt, just to make sure.

What are the two appropriate responses when the supervisor observes a
worker violating safety rules?

1.
2.

Motivation is key to effective discipline. The supervisor's motivation can make the
difference between success and failure when disciplining. If the motivation reflects a
tough-controlling or, worse yet, atough-coercive leadership style, disciplineis not likely
to be successful.

Which statement below reflects tough-caring approach that is more likely
perceived as leadership by the employee?

____"I'mdisciplining you because | haveto...it'spolicy. If | don't | might getin
trouble."

____"I'mdisciplining you because | don't want you to get hurt. | want to make sure
you understand | insist on safe performance.”

OR-OSHA 112 Safety and the Supervisor 11



This material is for training use only

Provide Adequate Supervision

The supervisor's fourth responsibility to the employer and obligation to each employee.

437-001-0760(1)(a) The employer shall see that workers are properly instructed
and supervised in the safe operation of any machinery, tools, equipment, process,
or practice which they are authorized to use or apply...

(c) Every employer shall be responsible for providing the health hazard control measures
necessary to protect the employees health from harmful or hazardous conditions and for maintaining
such control measures in good working order and in use.

(d) Every employer shall inform the employees regarding the known health hazards to which
they are exposed, themeasures which have been taken for the prevention and control of such
hazards, and the proper methods for utilizing such control measures.

The supervisor must | and C hazards before

they cause | or | to an employee.

The key to safety supervision is super...vision |

What does the supervisor do to make sure he or she can meet
the requirements discussed above?

OR-OSHA 112 Safety and the Supervisor
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Four important procedures supervisors can use to identify and
correct hazards

437-001-0760(7)(a)  All places of employment shall beinspected by aqualified person or persons
as often as the type of operation or the character of the equipment requires. Defective equipment or

unsafe conditions found by these inspections shall be replaced or repaired or remedied promptly.

1. The Safety Inspection

The safety inspection is an important activity that helps supervisors discover hazardous
conditions in the workplace. The more qualified people involved in the safety
inspection, the better. When accomplished regularly by trained supervisors, employees
and safety committees, inspections can go far to make sure hazardous conditions are
identified and corrected before they cause an injury or iliness. However, thereisone
major weakness inherent in the inspection process: it doesn't identify the causes of
most accidents!

Why doesn't the safety inspection identify the causes of most accidents?

5 2. Observation — continual surveillance.

Supervisors can overcome the weaknesses of the walkaround inspection by regularly
observing employee performance. Informal observation provides an effective method
to identify and correct hazardous conditions and unsafe behaviors before they result in
an accident.

» Informal observation is conducted continually by employees and supervisors.
» Formal observation processes can be developed as an analysis tool to assist
safety staff in determining safety related trends. A safety committee observation

process and Job hazard analysis are forms of formal observation.

Why is daily observation more effective in reducing accidents?

OR-OSHA 112 Safety and the Supervisor 13
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3. Job Hazard Analysis (JHA)

A Job Hazard Analysis, also called ajob safety analysis, isan organized approach that
involves the worker and supervisor observing atask, breaking it down into steps,
analyzing each step for safety and operational needs, and providing recommendations
for procedures that will meet those needs. Effective use of JHAswill do the following:

* Provide the supervisor with a clear understanding of what the employee does
and does not know about the task

» Recognize needed changes in the equipment or procedures

* Provide away to increase employee involvement.

SAMPLE JOB HAZARD ANALYSIS WORKSHEET

Job Description: Loading an empty trailer with pallets of product.

Basic Job Step

Hazards Present

Safe Job Procedure

1.Ensure that trailer
is correctly spotted.

1. Worker could be caught
between backing trailer and
dock Worker could fall from
the dock.

1. Stay clear of the doorway while thetrailer is
being backed onto the dock. Keep others away
from the area. Remove awareness chain or bar
from the front of the dock door oncethetrailer is
properly spotted.

2. Chock whedls;
place jacks under
trailer nose.

2. Worker could fall on stairs
going to dock well. Head

could be struck against trailer.

Worker could slip onice or
Snow.

2. If the truck driver has not chocked the wheels,
go down tile ramp/stairs to the dock well and
chock the wheels. Use caution when walking on
snow or ice. Hold onto hand rails; use ice-melt
chemical if needed. When placing the chock,
avoid bumping the head on the underside of the
trailer. Place jacks under the nose of the trailer.
If the dock is equipped with an automatic trailer
restraint, push the button to activate the device.

Why is it smart business for the supervisor to conduct a JHA with his or her

workers?

Sample JHA from: Job Hazard Analysis, by George Swartz, CSP, Government I nstitutes Pub.

OR-OSHA 112 Safety and the Supervisor
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Accident investigagon
4. Incident/Accident Analysis 's fact-finding QB\
4 p 2N

not fault-finding

437-01-0760(3) Investigation of Injuries

(a) Each employer shall investigate or cause to be investigated every lost-time injury that
workers suffer in connection with their employment, to determine the means that should be taken
to prevent recurrence. The employer shall promptly install any safeguard to take any corrective
measure indicated or found advisable.

What is the purpose of a proactive incident/accident analysis?

Although the rule above uses the term, “investigation,” it may be important for you to
promote the idea that this processis an “anaysis,” not an investigation. In an effective
incident/accident analysis, the analyst will determine what happened to primarily uncover
the root causes (system failures) contributing to hazardous conditions and unsafe
behaviors. For the process to work, discipline should considered and occur only after it
can be demonstrated (proven) that root causes did not somehow contribute to the
hazardous conditions and/or unsafe behaviors that directly caused the incident/accident.
There are so many variables (thousands) inherent in any safety management system, it’s
safe to assume the system somehow contributed to an incident or accident.

What is the primary purpose of investigation process?

Fault-finding. If you're conducting accident investigations primarily to determine;
* what happened
» if theemployer violated safety rules

Fact-finding. Accident investigation isfar more helpful when the employer performs
an accident analysis primarily to determine:

» what happened

» if safety management system design or performance factors contributed to the
conditions/behaviors that directly caused the accident.

What should be the primary assumption when conducting the accident
investigation?

OR-OSHA 112 Safety and the Supervisor 15
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What to accidents cost?

2004 Average Cost For TheTop Ten
Disabling Claims By Event or Exposure

Event or Exposure CLAIMS AVERAGE
Leadingto Injury (Partial list) CLOSED COST (%)
. Lifting objects B 2,611 12,697
. Bodily reaction, other ~ &” j | '(I;I;;to? all? t?tid 2,307 11,638
. Fall to floor, walkway Z’\ g i Sa‘;ﬁng i 2,190 12,545
. Repetitive motion . ' 2,178 15,658
. Overexertion, all other ﬁjﬂ?{‘g‘t‘c')f; sy | 1235 13,913
. Pulling, pushing objects of all closed 1,107 13,728
. Caught in equipment or objects | disabling claims! 961 14,347
«  Struck by falling object V810 13481
. Holding, carrying, wielding objects 667 16,515
. Loss of balance 607 13,269

22.627 total clams

Why is it smart to analyze incidents as well as accidents?

What are the benefits to the employer when employees report

incidents and injuries immediately?

Why is it important to thank employees who report injuries

immediately?

OR-OSHA 112 Safety and the Supervisor

16



This material is for training use only

Conditions

Weed out the causes of injuries and illness

Left Side Right Side

Behaviors

Cause 3% of all accidents

r

Primary
Surface Causes
A

Contributing
Surface Causes
N

N

Design
Root Causes
Al

~

’v
Creates a hazard

Training isinconsistent

Cause 95% of all accidents

Why?

Why?

Why?

Why?

Why?

Surface Causes of the Accident

others

and/or unsafe actions
» Directly produce or indirectly contribute to procedures, practices
Created and exist prior to surface causes
Result in common or repeated hazards

the accident

» Exist/occur at any time and at any placein
the organization

* Involve the actions of the victim and/or

Root Causes of the Accident

Under control of management

»  Specific/unique hazardous conditions » Failureto effectively design or perform
safety policies, programs, plans, processes,

Failure can occur anytime, anywhere

OR-OSHA 112 Safety and the Supervisor
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The Effective Incident/Accident Analysis Process - Three
Phases with Six Steps

Gather the information

Step 1 - Secure the scene. It'simportant to secure the accident scene to make
sure material evidenceis not moved or lost. If OR-OSHA inspects the accident
scene it must be secured and all material evidence must be marked or tagged.

Step 2 - Collect facts about what happened. Some of the techniques used to
collect facts include:

» photographs  initia statements
o sketches » personal observations
* Mmeasurements * videotaping

Analyze the facts

Step 3 - Develop the sequence of events. With the information gathered,
develop the events that precede and include the injury event. Y ou may also want to
include events occurring immediately after the injury event to evaluate the
employer’ s response to a serious accident.

Step 4 - Determine the surface and root causes for the accident. What
were the (1) direct surface causes, (2) contributing surface causes, (3) design root
causes, and (4) performance root causes? (see the next page)

Develop solutions

Step 5 - Recommend corrective actions and management solutions.
Recommend corrective actions to eliminate or at |east reduce specific unsafe
conditions and behaviors. Recommend changes to improve the design and
performance of your safety management system.

Step 6 - Write the report. Include background information, a description of the
accident (not aone-liner), your findings describing surface and root causes,
recommendations, those responsible for taking action, and review/approval.

OR-OSHA 112 Safety and the Supervisor
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Controlling the hazards you identify

437-001-0760(6) Extraordinary Hazards. When conditions arise that cause unusual or
extraordinary hazards to workers, additional means and precautions shall be taken to protect workers or

to control hazardous exposure. If the operation cannot be made reasonably safe, regular work shall be
discontinued while such abnormal conditions exist, or until adequate safety of workersis ensured.

1. Engineering Controls - eliminate or reduce the hazard

These controls focus on the source of the hazard, unlike other types of controls that
generally focus on the employee exposed to the hazard. The basic concept behind
engineering controlsisthat, to the extent feasible, the work environment and the job itself
should be designed to eliminate hazards or reduce exposure to hazards.

Engineering controls are based on the following broad principles:

Design. If feasible, design the facility, equipment, or process to remove the hazard
and/or substitute something that is not hazardous or is less hazardous.

» Redesigning, changing, or substituting equipment to remove the source of excessive
temperatures, noise, or pressure;

» Redesigning a process to use less toxic chemicals,

» Redesigning awork station to relieve physical stress and remove ergonomic hazards,
or

» Designing genera ventilation with sufficient fresh outdoor air to improve indoor air
quality and generally to provide a safe, healthful atmosphere.

OR-OSHA 112 Safety and the Supervisor 19
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Enclosure. If removal isnot feasible, enclose the hazard to prevent exposurein
normal operations.

» Complete enclosure of moving parts of machinery;
o Complete containment of toxic liquids or gases;

» Glove box operations to enclose work with dangerous microorganisms,
radioisotopes, or toxic substances; and

» Complete containment of noise, heat, or pressure-producing processes.

Barriers. Where complete enclosureis not feasible, establish barriers reduce
exposure to the hazard in normal operations. Examplesinclude:

* Machine guarding, including electronic barriers;

 |solation of aprocessin an area away from workers, except for maintenance
work;

» Baffles used as noise-absorbing barriers

Ventilation. Local ventilation to reduce exposure to the hazard in normal operations.
» Ventilation hoods in laboratory work;

* Fans and blowers

What might be a suitable engineering control for the following?
120 dBA noise level

Slippery floor
Toxic chemical

OR-OSHA 112 Safety and the Supervisor
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2. Management Controls - eliminate or reduce
exposure

By following established safe work practices for accomplishing atask safely (and using
PPE in many cases), your employees can further reduce their exposure to hazard.
Management controls attempt to change surface and root cause behaviors.

Work practices. Some of these general practices are very general in their applicability.
They include housekeeping activities such as:

* Removal of tripping, blocking, and slipping hazards;
» Removal of accumulated toxic dust on surfaces; and
» Wetting down surfaces to keep toxic dust out of the air.

Procedures. Other safe work practices apply to specific jobs in the workplace and
involve specific procedures for accomplishing ajob. To develop these procedures, you
conduct ajob hazard analysis.

Schedules. While controlling work practices and procedures can help reduce exposure
to hazards, other measures such as changing work schedules can aso be quite effective.
Such measures include:

* Lengthened rest breaks,

 Additional relief workers,

» Exercise breaks to vary body motions, and
* Rotation of workers through different jobs

What might be a suitable management control for the following?
120 dBA noise level

Slippery floor
Highly Toxic chemical

OR-OSHA 112 Safety and the Supervisor 21
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3. Personal Protective Equipment (PPE)

When exposure to hazards cannot be engineered completely out of normal operations or
maintenance work, and when other management controls cannot provide sufficient

additional protection from exposure, personal protective clothing and/or equipment may
be required. Examples of PPE include:

respirators ear plugs face shields

gloves boots helmets

4. Interim Measures

When a hazard is recognized, the preferred correction or control cannot always be
accomplished immediately. However, in virtualy all situations, temporary measures can
be taken to eliminate or reduce worker risk. These can range from taping down wires
that pose atripping hazard to actually shutting down an operation temporarily.

The intent of OR-OSHA law requires the employer to first attempt

engineering controls. Why are engineering controls considered superior
to management controls?

OR-OSHA 112 Safety and the Supervisor 22
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%“;ﬁj Read the following OR-OSHA accident synopsis and answer the
' V questions:

Just another day at work

Accident Synopsis

Thisis an after-the-fact narrative of the facts and circumstances as they relate to the
serious injury John Smith received on 6/24/04 while employed as a machine attendant
for XY Z of Portland, Oregon 97232.

Specific overall work being done:

The lead worker, machine operator, and victim were involved in the process of grading,
sorting, cutting, packaging, wrapping, and inventorying poultry products.

Specific work being done by the victim:

At the time of the accident, the victim was attending to the #2 processing machine on
the economy tray pack production line. Hisjob wasto ensurethat if therewasa
problem with the machine he wasto fix it. Also, if the machine was to plug up with
poultry, the victim was to shut off the line, lockout/tagout the machine and unplug and
then return it to service.

Description of the accident:

The lead worker for the work area had just stopped the production line to see if there
was a problem with the product. The operator and lead worker had initiated their safety
plan, line of sight communications, and all machinery was shut off. At this point the
victim immediately stepped over therailing, went to the front of the machine, and
began the usual procedure of cleaning out the machine that was beginning to plug up
with poultry parts. The victim could not be seen by the machine operator while he was
in front cleaning out the machine. The lead worker, upon finding no problem and using
the line of sight communications, gave the hand signal to the machine operator that
everything was clear and to start the machine and production line again.

The machine operator stepped forward and started the machine and production line,
unaware that the victim had his arm in the machine unplugging it. Asthe machine
started, the cutting blades severed the victim’s little finger and ring finger at the palm of
his hand, at which point he began to scream to shut the machine off.
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Post accident activity:

The machine was immediately shut off and the victim removed hishand. Thevictim
was then given first aid and 911 was called. The first responders then ordered the
victim to be transported to Sacred Heart Hospital where the victim was attended to,
spent afew days recuperating and then was rel eased.

What conditions and/or behaviors directly caused the accident?

What supervisor/employer actions are appropriate to make sure this
accident does not happen again?
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Demonstrate safety leadership

The supervisor's fifth responsibility to the employer and obligation to each employee.

ORS 654.022 Duty to comply with safety and health orders, decisions and rules. Every
employer, owner, employee and other person shall...

 obey and comply with every requirement of every order, decision, direction, standard, rule or
regulation ...

« do everything necessary or proper in order to secure compliance with and observance of every
such order, decision, direction, standard, rule or regulation.

What is the employer's primary responsibility stated above?

What does "secure compliance"” mean in the rule?

Why does the employer have greater responsibility than the employee?

OAR 437-01-0760(3)(c) Any supervisors or personsin charge of work are held to be the
agents of the employer in the discharge of their authorized duties, and are at all times responsible
for:

(A) The execution in a safe manner of the work under their supervision; and

(B) Thesafe conduct of their crew while under their supervision; and

(C) Thesafety of all workersunder their supervision.

Since the supervisor is an "agent of the employer,” what's the legal impact
If a supervisor violates a safety rule or ignores employees when they violate
safety rules?
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The nature of leadership

To figure out what leadership is, let’s first discuss what it is not.

Leadership is not power -

» The capacity to bring about desired outcomes and prevent those not desired.
(Gardner)

Derived from status, position, money, expertise, charisma, ability to harm, access
to media, control of assets, communications skills, physical strength.

L eaders aways have power, but the powerful are not always leaders.

Thug who sticks agun in your back has “power” but not leadership
|s self-centered, ethically neutral (can be used for good or bad), amoral

Leadership is not status -

 Status or position may enhance the opportunity for leadership (and
accountability)

« Some may have status or position, yet haven't aclue how to lead

 Position isassigned from above...leadership is conferred from below.

Leadership is not authority -
» Person may have subordinates, but not followers
» Peoplewill follow...confer leadership... only if person acts like a leader

OR-OSHA 112 Safety and the Supervisor

26



This material is for training use only

Leadership is not management -

» Management isthe process of controlling systems through planning, organizing,
and supervising.

e Managers organize system inputs - processes, policies, plans, procedures,
programs.

* Managing is an planned activity. Leadership is more spontaneous than planned.
» Managersdo thingsright. Leadersdo theright things.

We know what leadership isn't, now let's talk about what it is

?,,).: Think of supervisor (or someone else) who you have considered a
i

Sy

'7 leader and discuss the attributes they have displayed.

List the attributes you and others in the group discussed.

The people are fashioned according to the example of their king; and edicts are of less power than

thelife (example) of theruler. Qaudian, c. 365. Egyptian epic poet.
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Leadership Styles: Some Work, Some Don't

“Aswe near the end of the twentieth century, we are beginning to see that traditional autocratic and
hierarchical modes of leadership are slowly yielding to a newer model — one that attempts to
simultaneously enhance the personal growth of workers and improve the quality and caring of our many
institutions through a combination of teamwork and community, personal involvement in decision
making, and ethical and caring behavior. Thisemerging approach to leadership and serviceiscalled
servant-leadership.” (Larry Spears- The Robert K. Greenleaf Center for Servant-L eadership)

®

M Are you a Tough - Caring Leader?

Y ou're tough (insist on safety) because you care about your employees,

Y our approach isthat of a“ servant leader:” Y ou support and serve those whom
you lead.

Relationships are horizontal: Every employee isimportant and has inherent value.
Y ou view employees asinterna customers. Y ou are the supplier.
You'reinterested in every employe€ s success.

Y ou exhibit high trust and give the credit to your “team.”

Y ou' re confident and exhibit high self-esteem.

[}
'5 oY, Are you a Tough - Controlling Leader?

Y ou're tough (insist on safety) to keep yourself out of trouble with the boss.
Y ou're approach isto control and to be served. It'sall about you.
Y ou’ re concerned more about your own success than that of your “ subordinates.”

Relationships are vertical: Superior-subordinate, value is not inherent, but depends
on position and performance. (see graphic for example)

Because lack trust and take all the credit for any team success.

You lack confidence and are fearful. That’ swhy you must control everything.
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Critical Decision Point:
Understanding the impact of a decision

Y ou are abusy first line supervisor. On Monday
morning, John Smith, aworker in the packaging
department, walksinto your office with a concerned
look on hisface. Hetellsyou that hislower back is
experiencing pain every time heliftsabox. You're
busy and must quickly decide how to handle the
situation:

You thank John and tell him to get back to work;
you will handle the problem as soon as you can.
After he leaves you just shake your head and get
back to the things you think “you get paid to do.”
Tuesday afternoon, John suffers a severe injury to his back and must be admitted to
the hospital for possible surgery. It is determined that he has sustained a permanent
partial disability to his lower back which results in continual pain, and very limited
range of motion.

What are these people thinking and feeling about themselves and you as
a result of the accident?

John Smith

John’s family*

*Wife & three
children

John’s
Co-workers

You, the
Supervisor

The
Company
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Leaders Understand Cause and Effect

Every effect has a cause. The effective leader understands that everything he or
she says and does affects what employees think and do. What the leader says and does
represents the direct or contributing cause of employee performance. The wise leader
thinks carefully about what might be the cause of substandard employee performance
and is not quick to judge, accuse or blame the employee.

You cannot not teach. Everything aleader says or doesin the workplace teaches
employees something about the leader. It also creates a story that someone may talk
about. It'strue that we cannot not teach and that we are all teachers and learners at the
sametime.

What you give, you get. Theleader naturally sets the tone of the safety culture and
that has adirect effect on morale and performance. Whatever the leader givesto the
group will be given back. For example:

» |If aleader wants employees who care about their work, he or she must
demonstrate care for employees.

» |If aleader desires honest and fair employee behavior, he or she must treat
employees with honesty and fairness.

Exercise: What's the Cause?
Discuss what might be the cause for each of the following "effects’ in the workplace.
Effect: Employeesregularly bypass lockout/tagout procedures.

Possible cause:

Effect: Employeesfrequently submit suggestions directly to their supervisor.

Possible cause:

Effect: A supervisor constantly pressures employeesto work faster.

Possible cause:
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Best Practice: Recognize Good Performance

A very important supervisor leadership responsibility.

If you make it a point to regularly recognize and reward employees whenever they
impress you, you'll rarely have to reprimand because employees will want to do the
right thing.

The 5 "secrets" of effective recognition:

* It occurs soon - immediately after the performance occurs so that the employee
more firmly "links" the performance with the recognition .

* The employee is sure - Employees must know you will recognize them... it's
not agame. They must aso know the exact behavior for which they are being
recognized.

 Recognition is perceived as significant - Recognition must be important. Thisis
defined by those that receive the recognition/reward.

 Recognition should be simple — Informal recognition is usually more effective

» Must besincere - Yourealy meanit. Donefor the right reasons: To keep people
safe, not just because it's policy. It's heart-driven, not just policy-driven.

What are appropriate safety behaviors to recognize?

What's the most common safety behavior actually rewarded?

Remember the "5-R Principle”

Regularly Recognize and Reward and
you'll Rarely have to Reprimand!
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E

1. What are the five key safety responsibilities of the supervisor?

Let's review

o Makesureal employeesare before exposed to hazards

* Provide adequate

» Ensure compliance by safety rules

o Supervise by and hazards before
the cause an injury

» Demonstrate leadership by with policies and rules.

2. When does the real safety "education™ occur?

a. during training
b. after training has been completed

3. All of thefollowing are a“must do” when training hazardous procedures and
practices, except?

a. test employee knowledge

b. test employee skills

¢. document with an attendance roster

d. conduct training before exposure

4. Most workplace accidents are caused by:
a. conditions
b. behaviors
c. attitudes
d. beliefs

5. Before disciplining an employee, the supervisor should always.
a. retrain the employee
b. review disciplinary policy
c. evaluate own performance
d. discipline the same day
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6. According to the text, management is an organizational skill and leadershipisa
skill:

a. scheduling

b. attitudinal

c. administrative
d. relationship

7. The most effective leader ultimately wants to develop
a. clones
b. followers
C. self-leaders
d. Subordinates

8. Indicate the leadership style being demonstrated bel ow:

1. Tough-caring ______a Involvesemployeesin planning

2. Tough-controlling ______b. Plays one employee against another
. Disciplinesregularly, praisesrarely
e Ingstson safety to protect employees
______d. Concedlsinformation from employees

9 All of the following behaviors demonstrate leadership, except?
a. Insisting employees comply with safety rules
b. Disciplining employees for violating safety rules
c. Ignoring employees who take short cuts to make production goals
d. Recognizing employees when they meet expectations

10. Inthe “servant-leader” model of leadership, we those we lead.
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Leadership Traits

Over the past several years, one of the most important contributions psychology has made to the field of
business has been in determining the key traits of acknowledged leaders. Psychological tests have been
used to determine what characteristics are most commonly noted among successful leaders. Thislist of
characteristics can be used for developmental purposes to help managers gain insight and develop their
leadership skills.

The increasing rate of change in the business environment is amajor factor in this new emphasis on
leadership. Whereas in the past, managers were expected to maintain the status quo in order to move
ahead, new forces in the marketplace have made it necessary to expand this narrow focus. The new
leaders of tomorrow are visionary. They are both learners and teachers. Not only do they foresee
paradigm changes in society, but they also have a strong sense of ethics and work to build integrity in
their organizations.

Raymond Cattell, a pioneer in the field of personality assessment, developed the L eadership Potential
eguation in 1954. This equation, which was based on a study of military leaders, is used today to
determine the traits which characterize an effective leader. The traits of an effective leader include the
following:

» Emotional stability. Good leaders must be able to tolerate frustration and stress. Overall, they must
be well-adjusted and have the psychological maturity to deal with anything they are required to
face.

» Dominance. Leaders are often times competitive and decisive and usually enjoy overcoming
obstacles. Overall, they are assertive in their thinking style as well astheir attitude in dealing with
others.

» Enthusiasm. Leaders are usually seen as active, expressive, and energetic. They are often very
optimistic and open to change. Overall, they are generally quick and alert and tend to be
uninhibited.

» Conscientiousness. L eaders are often dominated by a sense of duty and tend to be very exacting in
character. They usually have avery high standard of excellence and an inward desire to do one's
best. They also have aneed for order and tend to be very self-disciplined.

» Social boldness. Leaders tend to be spontaneous risk-takers. They are usually socially aggressive
and generally thick-skinned. Overall, they are responsive to others and tend to be high in emotional
stamina.

*  Tough-mindedness. Good leaders are practical, logical, and to-the-point. They tend to be low in
sentimental attachments and comfortable with criticism. They are usually insensitive to hardship
and overall, are very poised.

» Self-assurance. Self-confidence and resiliency are common traits among leaders. They tend to be
free of guilt and have little or no need for approval. They are generally secure and free from guilt
and are usually unaffected by prior mistakes or failures.

» Compulsiveness. Leaders were found to be controlled and very precise in their social interactions.
Overall, they were very protective of their integrity and reputation and consequently tended to be
socially aware and careful, abundant in foresight, and very careful when making decisions or
determining specific actions.
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Beyond these basic traits, leaders of today must also possess traits which will help them motivate others
and lead them in new directions. Leaders of the future must be able to envision the future and convince
othersthat their vision is worth following. To do this, they must have the following personality traits:

High energy. Long hours and some travel are usually a prerequisite for leadership positions, especially
as your company grows. Remaining alert and staying focused are two of the greatest obstacles you will
have to face as aleader.

Intuitiveness. Rapid changes in the world today combined with information overload result in an

inability to "know" everything. In other words, reasoning and logic will not get you through all situations.
In fact, more and more leaders are learning to the value of using their intuition and trusting their "gut"
when making decisions.

e Maturity. To be agood leader, personal power and recognition must be secondary to the
development of your employees. In other words, maturity is based on recognizing that more can be
accomplished by empowering others than can be by ruling others.

» Team orientation. Business |leaders today put a strong emphasis on team work. Instead of
promoting an adult/child relationship with their employees, leaders create an adult/adult
relationship which fosters team cohesiveness.

» Empathy. Being able to "put yourself in the other person's shoes' is akey trait of leaders today.
Without empathy, you can't build trust. And without trust, you will never be able to get the best
effort from your employees.

e Charisma. People usually perceive leaders as larger than life. Charisma plays alarge part in this
perception. Leaders who have charisma are able to arouse strong emotions in their employees by
defining a vision which unites and captivates them. Using this vision, leaders motivate employees
to reach toward a future goal by tying the goal to substantial personal rewards and values.

* Overdl, leaders are larger than life in many ways. Personal traits play a major role in determining
who will and who will not be comfortable leading others. However, it's important to remember that
people are forever learning and changing.

Leaders arerarely (if ever) born. Circumstances and persistence are major componentsin the
developmental process of any leader. So if your goal isto become aleader, work on developing those
areas of your personality that you feel are not "up to par". For instance, if you have all of the basic traits
but do not consider yourself very much of a"people" person, try taking classes or reading books on
empathy. On the other end, if relating to others has always come naturally to you, but you have trouble
making logical decisions, try learning about tough-mindedness and how to develop more psychological
resistance. Just remember, anyone can do anything they set their mind to...

SOURCE: Small Business Administration
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