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Abstract:

The Occupational safety and health improvement should not be seen merely as
regulatory compliance or as a cost implication, as these provide a competitive
advantage to the companies that implement it. Establishing a safe working
place leads to a continuous and sustainable improvement in organizational
performance. A central belief in most of the literature is that people perform
better when they are physically and emotionally able to work and want to work,
which in turn leads to higher productiveness, which can lead to higher profits.
It is important to recognize that safer workplaces translate into increased
productivity, more job satisfaction, employee involvement and other
organizational performance parameters. The findings of this case study
indicate that Safety Observations have resulted in in reduction of accidents
and increase in morale of people The culture of safety first has helped people
in imbibing safety as a way of life, beyond work, at their home and wherever
they go. They have helped in transforming the safety culture beyond the
workplace and people have inculcated safety as a way of life. Thus, safety
observations and safety culture can be used as a very powerful tool in changing
the mindset of people with respect to high levels of safety behavior.

Key Words: Safety Observation, Unsafe Act, Unsafe Condition, Safety
Culture, Quality Parameters

INTRODUCTION

THE PARADIGM SHIFT

Many studies have been carried out throughout the
world relating cost of incidents, morale and
productivity with safety. Some of the papers were
studied for research. Michael Behm[1] concluded that
occupational safety and health performance and
management is a significant component of employee
The that

occupational safety and health performance can, and

morale. results also demonstrate
should, play a larger part in enhancing employee
morale as companies seek to move from good to great.
While beyond-compliance safety initiatives are an
important factor in helping organizations improve, it
is the psychological safety initiatives that appear to be
a key component in an organization’s improvement.

This case study supports the improved impact of a
unique safety management system having focus on

“safety

productiveness of the employees in Tata Motors

observations”, on the morale and

Commercial Vehicle Manufacturing Plant at
Lucknow, UP-India.

Then

Before introduction of the new safety management
system, employees including management used to
believe that injuries are unavoidable. The attitude
towards safety was reactive in nature and only major
incidents were reported for taking necessary
The

accountability for safety was mainly delegated to the

preventive action and legal compliance.
safety professionals with line management playing a
minimal role. There was a belief that most injuries
result from design of equipment, unsafe conditions
prevailing at the workplace or behavior of the
employee. The training related to safety was given to
SHE (Safety health and environment) professionals
and line management exposure to safety related
training was limited. There was very little awareness
about safety (the initiatives taken for spreading
awareness was by safety department during national
safety day, by organizing a poster or an essay
competition etc.). SHE was considered as low priority
among line management and SHE professionals were

held responsible for it.
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Oft the job safety was a personal matter and not many
paid attention to it. Also, management focus on
contractors’ safety was limited. There were hardly any
consequences for violation of safety rules. Incident
investigations were carried out by safety professionals
without involvement of line management. Minor
incidences and near misses were a part of life and not
reported. The standard operation procedures (SOPs)
of most processes did not address safety. Safety
standards for critical activities did not exist. Accidents
were a part of workplace and a regular phenomenon.
Now
Dupont [2] was hired as a consultant by Tata Motors
to help improve the safety culture and safety
observation was one of the tool developed with their
help. People were trained in safety observations to
change the safety culture. Tata Motors moved from
compliance to commitment mode with respect to
safety as a result of the engagement with Dupont.
Then, a new safety management system was
introduced with the help of DuPont. One of the main
initiative of the new system was influencing the top
leadership about safety and teaching them the
technique of systematic safety observation at
workplace. The need for this was felt to reduce
accidents and as the company wanted to take care of
the employees safety .
Useful Definitions:
Unsafe Situation is defined as any unsafe act or
condition
Unsafe Act: are activities and/or job performance
which employees are involved in and may include:
Unauthorized use or operation of equipment
Unsafe Condition: A condition in the work place that
is likely to cause property damage or injury.
Unsafe Acts
- Operating equipment without qualification or
authorization
-Lack  of/or
-Operation ~ equipment at  unsafe  speeds

improper use of PPE

-Failure to warn
-Bypass or  removal of safety  devices
- Using defective equipment
Unsafe Conditions
- Defective tools, equipment or supplies
- Inadequate supports or guards
- Congestion in the workplace
- Inadequate warning systems
- Fire and explosion hazards
- Poor housekeeping & Hazardous atmospheric
conditions Safeopedia [3] explains Behavior-
Based Observation

collection and analysis of at-risk behavior in the
workplace. At a higher level, it attempts to
determine the cause of at-risk behavior. In a more
basic sense, it involves using simple but effective
observation techniques whereby co-workers
observe each other and give constructive one-on-
one feedback to reinforce safe work behaviors and
discourage at-risk behaviors. This can help
strengthen workplace safety culture.
THE SAFETY OBSERVATION (Du Pont)
Safety observation is a structured and planned pro-
active two-way safety conversation with people at
their work place to achieve positive change in
people’s behavior towards safety in order to:

o Recognize and reinforce positive safety

behavior
o Identify and correct behavior at risk
o Engages in conversation regarding safety
concerns or issues

The process
Safety Observations focus on all behaviors that
have the potential for injuries. Results from
previous injury investigations, from previous near
miss  investigations, and from previous
observations are used to focus the effort.
The following observation categories have been
developed to assist in the identification of
unsafe acts and behaviors. Safety Observations
are conducted using these categories to
stimulate thought about the different types of
safe/unsafe behaviors present in the area.

J Reactions of people (RP) - Are
people modifying their behavior
(unsafe to safe) when they see a
Leader/Manager in the area?
Employees may sometimes react to
being observed and change their body
position, adjust their PPE, switch to
the correct tool, grab the handrails,
wind up a loose hose, put seatbelt on
etc. This generally indicates the
employee is aware of the correct/safe
work practice which, for some reason,
they were not using prior to being
observed.

o Positions of people (PP) - Are
people positioning their body in a
way that reduces the potential for
injury? This includes Ergonomics in
office and operating/maintenance
environments
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o Personal protective equipment
(PPE) - Are people utilizing the
appropriate PPE, using it correctly,
and is it in good condition?

o Tools and equipment (TE) — Are the
proper tools being used? Are they
being used correctly? Are they in
good condition? Are “homemade
tools” being used?

. Procedures (PRO) - Are adequate

Are they

understood and being followed?

procedures in place?
o Orderliness Standards or
Housekeeping (HK) - Is the work
area orderly?

For the last few years, the following safety
observations were obtained with respect to
the above categories:

Exhibit 1:
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Category wise trend from March 2012 to March 2015.

All observed unsafe acts, behaviors, and
conditions in any area or location are addressed
and acted on immediately.
All leadership model the safe behaviors that
they expect from their employees. This is in line
with the proverb “You get the level of safety
that you demonstrate you want”.
Safety Observation: The Six Step Process [4]
1. Observe, decide how to approach the
employee, stop the unsafe act (safety)
2. Comment on safe
acts/behavior.
3. Discuss any unsafe/at risk
behavior observed.

e Discuss consequences (possible

injury) of the unsafe act/behavior.

e Encourage the employee
to discuss safer ways to do
the job.
4. Get agreement to work safely.
5. Invite the employee to discuss
other safety issues in the work
place.
6. Thank the employee.
a. Initially, some leaders were trained on how to
carry out the safety observation using the 6 step
process. The training was called Leading Safety
Efforts (LSE). When leaders from various
departments started taking a round of safety
observation every week, a strong message was
percolated down through all levels reemphasizing
the importance of safety. Leadership commitment
was shown across all wverticals, both for
manufacturing as well as non-manufacturing areas
and thus started the paradigm shift in safety
culture.
b. Gradually the practice was extended to next level
of managerial grade. The senior management and
subsequently middle and junior management were
given training on  Safety = Management
Fundamentals (SMF), teaching them the
technique of safety observation. Handholding
sessions were planned by pairing the safety
observers in groups of 2. Every group of 2
observers started taking a safety observation round
every week and started correcting unsafe situations
at work. Short term and long term plans were
made to cover the whole workplace during safety
observations. Unsafe situations requiring budget
provisions were covered under long term plans.
c. This practice got extended to the blue collars as
well by the introduction of the Actions Employees
Can Take (AECT) programme. In this, blue collars
are required to perform safety observations and
note down the unsafe situations in the registers
maintained at all divisions. Thus, the practice of

safety observation is done at all levels.

Safety Observations

Exhibit 2:

|
|

a. LSE Training for
Top Leaders

|
b. SMF Training for c. AECT Training for
Managers (White
Blue Collars

Collars)
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The initiative which started with training few
leaders has now reached a stage where all
employees of the plant are trained in performing
safety observation rounds. The plant has almost
reached 100% compliance stage in terms of
number of safety observations as per plan.
BENEFITS OF SAFETY OBSERVATION
SYSTEM:

As the system started with leaders performing the
observations, it demonstrated leadership
commitment towards safety and encouraged
employees to participate in the same. Employees
safe acts were recognized and they were
encouraged to discuss unsafe situations in their
area. The system required all the white collar
employees to be trained in the safety standards
which were developed with the help of DuPont.
This ultimately raised safety awareness to a great
extent inside the workplace. The standards were
established and  their

understanding was tested during

compliance  and
safety
observation rounds. The safety observation system
helped to identify the strengths as well as
weaknesses in the system as it was mandatory to
note down ‘safe situations’ as well. To help people
improve their observation skills with respect to the
safety standards, all the employees were trained in
the safety standards.

Align your Observation Checklists and Safety
Ph.D[5] ,A
checklist provides a metric of the norms

Committees Terry McSween,
established by the workgroup. While leadership
sets the policy and enforces the rules related to
lockout/tagout, the workers in the group are the
ones who establish the norms for practice within
their group. Thus a platform for this alignment
may be through the Safety Portal.

THE SAFETY PORTAL:

The safety portal is an online system developed
initially where all trained people can log and view
their observations. A theme is generally displayed
while filling the safety observation. As soon as
employees log their observations, a mail is sent by
the system to the line manager responsible for the
situation in the particular area. The line manager
then has the responsibility to close the observation
if it is left open. All the open observations are then
tracked by the system and a mailer is sent to as
reminder next week with a copy to the boss. The
Observations are entered into 3 categories : Fatal,
Serious and Minor. Every fatal observation is
closed on the spot immediately by the observer

and a mail is sent to plant head by the system. For
other observations, system sends the mail to the
line manager responsible for closure. Exhibit 4
(next page)
MEASURES
Injury or illness [5]. An injury or illness is an
abnormal condition or disorder. Injuries include cases
such as, but not limited to, a cut, fracture, sprain, or
amputation. Illness includes both acute and chronic
illnesses, such as, but not limited to, a skin disease,
respiratory disorder, or poisoning.
MTC- Medical Treatment Case is a work related
injury in which the employee resumes his duties
within next 24 hrs from the day of the accident and is
able to perform his assigned activities.
RWC- Restricted Work Case is a work related injury
in which the employee resumes his duties within next
24 hrs from the day of the accident but is unable to
perform his assigned activities
LTI Lost Time Injury (Injured person is not able to
come back to work in his/her next schedule shift)
LTIFR- Lost Time Injury Frequency Rate=
Calculation of LTI-FR == No. of (LTI) X
1,000,000/Man-hours Worked
TRC-Total Recordable Cases = (Fatality+ LTI
+RWC+MTC), TRC-FR - Total Recordable Cases
Frequency Rate, Calculation of TRC-FR = No. of
(TRC) X 1,000,000/Manhours
Closure of Safety Observation:
The plant has reached a stage where more than 99% of
the observations are closed on time. In many cases,
there are observations where budget approval is
required to close the observation due to which they are
not closed on time. The whole tracking and
monitoring is done through online portal. A snapshot
of the portal from April 2015 to October 2015 is shown
below. It shows that more than 99.43% of the
observations for the year till date have been closed
which is a remarkable number.

Exhibit 3:
Category Distribution Act Type Distribution
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Exhibit 4

Category Wise Cumulative Graph
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Quality of safety observations:
After reaching a compliance level of 100% per week of
safety observations, the focus shifted on the quality of
observations as there were too many observations of
‘minor’ nature. The observations were more focused
on unsafe conditions than on unsafe acts and hence
some quality parameters were defined. Not all people
did observations based on the theme of the month and
the name of the line manager, with whom the
discussion/contact was done, was not mentioned in
the portal. There were few observations on contractual
workers and in silent hours. So these things were given
weightage while defining the quality parameters.
After defining the quality parameters, people were
communicated the criteria and this lead to a slight
increase in quality of observations.
In few years, a stage was reached where most of the
population was trained in all the safety standards and
they could effectively do safety observations with
respect to all the standards.

Exhibit 6:
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observations, so the pool of safety observers kept
increasing over the years and has reached a stage where
only new joinees are required to be provided the Safety
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following graph shows the increase in no. of safety
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The following graph shows the past few years journey
in the compliance of safety observation schedule
which is released every week. Over the years, the
organization has reached a level of 100% compliance
in terms of no. of safety observations per week.
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People felt empowered, motivated and responsible for safety of themselves and their colleagues. This not only

helped in prevention of injuries, but also raised the morale and productiveness of the workforce.

The next challenge that lies with the plant is to raise the quality of safety observations. A method of determining
quality score has been developed the observations are now rated based on the quality score.

Safety Observation Quality Parameters:-

Sr. No.

Parameters

1

Name of Accompanying Person/Line in charge is specified in the Log.

2

Theme based observation is added in the Log.

No. of SA/SC added per contact in the Log in between 1 and 5 and is logged under any of the below
Categories:

RP- Reaction of People PPE- Personal Protective Equipment PP- Position of People TE- Tools and Equipment PRO-
Procedure HK - Housekeeping

(Exclude Occurrence)

No. of UA/UC added per contact in the in between 2 and 8 and is logged under any of the below Categories:

RP- Reaction of People PPE- Personal Protective Equipment PP- Position of People TE- Tools and Equipment PRO-
Procedure HK - Housekeeping

(Consider Occurrence)

No. of contacts added in the Log is between 3 and 6.

One or more contacts added for Contractor Employees.

Maximum No. of occurrence added for an observation is between 1 and 3.

[e=N IENE e W 1]

One or more Observation added under Procedure with Standards.

Atleast one Observation is added under each one of the selected Category below:

TE- Tools and Equipment &  PRO- Procedure

The quality score is now being tracked at all divisions and recommendations are made for continuous

improvement.
Focus on
improving Training of all
quality of employees on
Safety standards
observations
f
People 5a e.ty
observations by
empowerment
. employees to
and increased .
test compliance
morale and
roductiveness and
P understanding
SCHEDULE

The schedule for safety observation is prepared so as to cover the entire area of the plant. All the trained employees

are mapped against a particular high risk area and they perform the safety observations per week as per the master

schedule. The schedule may be prepared on monthly basis and can be modified based on risk assessment and the

various other factors. Further, employees are given themes of the month based on incident trend analysis in

various areas. Exhibit7
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FLOW CHART

Responsibility

Follow Example format (Appendix D-3)

Prepare Observation Schedule as per Guide

line

Factory Head with Divisional Safety Coordinator

B

Use Guidelines for team selection

Identify Team Mem&rs as per Guide line |

Bay owner & CX Owner

Inform Team MembeE One Day In Advance

About Location Of Observation

Observer

B

Observe Reactions,PEsitions,Area for first 5
mins.from distance

Approach area / emplzyee along with team. |

Stop his/hel work safely |

Appreciate him/her for good things he is doing

N B

Donot make notes during visit.

Discuss with him/her the consequences of the
unsafe act and safer ways to do the job.

N B

Get the employee’s ag_reement to work safely
in the future.

B

Discuss other safe_Tx issues of the job. |

i .

Thank thémployee. |

Assemble in the fact-ory office / assembly
room along with team.

.

Use STD observation format (Appendix-F )

Note down your observations after coming
back

Hand over observations to Divisional Safety
Coordinator

Observer

5

- Standard for giving unique Identification No is (Name
of Factory/Bay No./Cx Name/Month/Year/4 digit
Srl.No.)(Eg.Gear/C8/GBA/Oct/2011-12/0001)

Generation of unique identification no.

Divisional Safety Coordinator

5

- Record retention period - For hard hard copies 1 year|
after completion of actions. Soft copies for 5 years.

- Responsibility of maintaining record - Divisional
safety coordinator

Keep a observer wise, section wise record of
received observations & will update
Observation schedule & tracking of plan vs
actuals.

Divisional Safety Coordinator

i .

Hand over observations to Bay Owner / Area
safety coordinator

Divisional Safety Coordinator

Study the observations and workout

- Responsibility of maintaining record - Bay owner /
Area safety coordinator.

Alternates with Supervisors/ Cx Owner, Bay owner
X
- Record retention period - For hard hard copies 1 year|
atter complepon of ac_tlonls.lSoft copies for 5 years. Prepare action plan based on above study. Bay owner
- Responsibility of maintaining record - Bay owner /
Area safety coordinator.
i B
[__Ensure Implementation of action plan. | | Bay owner
i B
- Record retention period - For hard hard copies 1 year
after completion of actions. Soft copies for 5 years. Send compliance status to Observer and Bay owner

Divisional Safety Coordinator once in 15 days

Source: Standard Training Material developed with the help of DuPont

© Asian Journal of Management Sciences, 2016.
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CHANGE IN MIND-SET:

Martijn Frijters, Erik Deen, Arne Gillert and Jurry Swart -Safety & Mindset [6]Core to the way of working is
to make employees mindset about safety explicit and reflect on it. We believe that people will merely tolerate the
conclusions of others, but they will only act and adapt their mindsets based on their own conclusions.

Apart from reducing the incident rate, the safety observations have played a powerful role in bringing a change
in mindset of the people with respect to safety. This has brought a paradigm shift in terms of the following:

1 Injuries are unavoidable All injuries can be prevented

2 Safety Audit done by Safety officer Safety observation is done by all management staff

3 No practice of formulating standards Cross location team forms Safety high risk standards

4 Contractors can follow their own standards Contractor SHE = Employee SHE (contractor related safety
observations to be performed regularly)

5 Safety was safety officer’s responsibility Safety is Line management responsibility

6 Safety was not mentioned in the PMS system Safety is part of PMS for all management staff

7 Safety Training was delivered by Safety officer A pool of trained line managers have been developed to impart
training to all employees, TTT

8 Safety officer was responsible for establishingand Line management is responsible for establishing and enforcing

enforcing Safety rules safety rules

9 Standard operating procedures (SOP) were not
having safety requirements

SOPs are having safety requirements integrated into the procedure

Thus, safety observations have made people realize that safety is their own responsibility and they need to own it.
The safety excellence journey can be well understood from the following graph:

Exhibit 8:
[External Motivation : Compliance ] [Internal Motivation : Commitment ]
Injuries <
A N

Supervision Self Responsibility | Team Culture

* Lack of managel
involvement

« Management = Personal knowledge « Team Building
commitment commitment, and + Team Commitment
« Condition of standards * Developmentin Team

employment
+ Use of discipline/ fear
= Enforcementof rules
Supervisory control
\ning

* Internalized, personal

* Care for self
« Practice, habits
* _Individual recognition

value for safety

* Help Others Conform
* Value for Each Other
+ Team Goals

» Organizational pride,

\

\

>
Reactive Dependent i ..o Independent Interdependent
| don’t care So |l Don’t So | Don’t So No one
Get Caught Get Hurt Gets Hurt
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STAGES IN SAFETY CULTURE

a. Reactive : where safety is the responsibility of safety officer and management is least involved

b. Dependent: where management commitment is there for safety and it uses discipline/fear to enforce safety

c. Independent: where each person is responsible for his own safety

d. Interdependent: where team commitment is there and every person cares not only for his own safety, but also
for his colleagues

SAFETY BEYOND WORKPLACE

The culture of safety first has helped people in imbibing safety as a way of life, beyond work, at their home and
wherever they go. They have helped in transforming the safety culture beyond the workplace and people have
inculcated safety as a way of life.

To describe how Tata Motors took the safety initiative beyond work we can discuss the Defensive Driving
Campaign .In order to create awareness and ensure safe driving behavior of the drivers — The Company launched
a campaign ‘i-drive safe’ - A Tata Motors initiative on building a safe driving culture. This campaign was a
structured approach to create awareness on safe driving, thus enhancing the Defensive Driving skills of all those
who drive to and from work or on account of it. The endeavour was to build ‘I-drive safe’ as one of the personal
ethics of our employees.

Since the inception of the campaign in September 2011, 8,135 employees and associates (contractors) have been
trained on Defensive Driving through 410 sessions across our operations (that includes plants, offices, warehouses
and workshops).

Also Employees have taken the basic safety principles / standers at home as well. For example, assuming a machine
has been powered off and verifying this before starting a repair (lock-out/tag-out protocol)

People often operate on autopilot, especially under time pressures; it's unlikely they'll lift weight / material one
way at work and differently at home. So it's important that workers develop habits that will still protect them, even
when safety's not in the forefront of their minds or when they are at home.

Highlighting at-home safety can provide a sustaining boost of energy and performance in overall behavior and
culture

CONCLUSION

As a result of 3 year engagement with Dupont, Employees have begun inculcating safety as a value in life and
started practicing safety beyond workplace and wherever they go.

We can say that the company’s culture has transformed from dependent towards interdependent stage. This
paradigm shift has led to reduction in incident frequency rate as well as many other benefits to the organization.
Reduction in Lost Time Injury (LTI) and its frequency rate (LTIFR) is evident from the following graph:

5 - 0.6
4

3 - 04
: - 0.2
1

0 0 -0

2012-13 2013-14 2014-15 2015-16
]| ——]|]FR =ee=- Target
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Not only LTI, there has been a continuous reduction in TRC as well as TRCFR :

35 -3
30 - 2.5
25

-2
20

L 15
12 1.17 .
10 -
. - 0.5
0 L o

2012-13 2013-14 2014-15 2015-16 (Till Sept.)
| m— TRC TRCFR  ====- Target |

Increasing Morale

A

Apart from the above paradigm shifts, we observed that
there has been an improvement in the morale and
productiveness of the employees performing safety
observation. Employees feel empowered and are more
willing to work for safety from within and without any
external motivation. A survey was conducted to verify

© Asian Journal of Management Sciences, 2016.
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the above statement. The following questions were
used in the survey:

Occupational safety and health performance can, and
should, play a larger part in enhancing employee
morale as companies seek to move from good to great.
W ASSE Foundation Research ASSE Foundation
Research Employee Morale Examining the link to
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occupational safety and health By Michael Behm
[7LWORKPLACES WITH ACTIVE, VISIBLE
SAFETY leadership have fewer injuries, are often rated
as better places to work, and have more satisfied, more
productive employees who are less likely to change jobs
(OSHA, 2002). ASSE (2002) has taken the position that
safety and health management programs improve a
company’s bottom line, including productivity and
employee morale

It has been observed that:

1. Safety observations have resulted in increase in
morale of people

2. The culture of safety first has helped people in
imbibing safety as a way of life, beyond work, at their
home and wherever they go.

3. They have helped in transforming the safety culture
beyond the workplace and people have inculcated
safety as a value in life.

Thus, safety observations and safety contact can be
used as a very powerful tool in changing the mindset of
people with respect to safety.

This gives further scope for study of behavioral changes
and perspective change on safety by the employees over
the transformation process.

Safety performance is divided into two aspects: safety
program elements
(Erickson, 2006)[8]. The program elements deal with
basic safety functioning:

and safety process elements

regulations, legislation,
training audits and related items. These elements are
considered hard skills and are under control of the
safety professional. The process elements are the
underlying factors within an organization that either
help or hinder the safety effort. These soft skills are
indicators of the corporate culture, and they are not
under the safety professional’s control (Erickson,
1994).
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