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A Foreman's Needs m Safety Promotion

By JAMES GRAY
. Cam"er Corp., Syracuse, N. Y.

Shop For

Why shruld a foreman be interested in
afety? He it a busy perwn with a produce
tion «chedule tn meet which takes up his
me. And every minute comnte.

Dees aafety produce anythinz® \Would it
Lelp to ediminate a haeklog on the schedule?

Let's take a fouk at the {ofemun’s jub
ad assume for awbile thit sou are a fore-
RIEHE

anzatioar whose

1 n proft, You
ateriads and  men

s anl vy oare

Yoms spe u paart of an e
evistence depetnds on mak
re uiven machinery,
with which 1 pre«tuce
eapevtad 1o use than efficiently anel without
waste, The minchines and  ouipment i
srur depariments usoally eomt numy the
ands i deliars. You are, perhaps, sunning
s S30000 annual gries lausiness,  Being
aware of thewe facts, you are always alert
s prevent breakdiams whick wonld inter-
fere with preduction, "

If & mackine fails, ot see that no dme
vowasted inogetting it going aguin.

In the muintenimce o equipment yor are
siven the servives neadal e keep them oper-
ating, thus preventing muchine failures and
material waste, . .

Materiuls are cheched iand Broadled eare-
fully o prevent waste and intersmuption of
production soliedules. Materinls are clisely
auarded against damige or sgadlage during
ncessing. Yo revegmize the value of the

terials  yeu provess and act quickly 1
COPTECt any wiste Vot aldeamter.

While machinery and nucerinly am awi-
cusly by comtrolled aou have quite o dider-
pecdden: b camtend with in cemtrolling
the actiimi of jevple.  Furthermore, you
¢ teed Tor assistance in omirelling 2
very different e of waste cused by hu-
nun failures, such as the fuilure in sieni-
Acinz ~afety for apparent speed. Familiarity
breede centempt for dunger and you will
wmetime~ Aind caution being threwn to the
winds by people whe scem driven by the
urge 1o ke a chance.

You know jeuple why seem 1o derive
~me satisfaction from going mast a stop

«ign, apparently aware that the penalty may
e death.

: You will find many conditions that inter-
fere with your plans for production which
cun be overcame by your rwn efforts. Mi-
terials may arrive late on the line, and tocls
may somctimes be defective. The most diffi-
cult condition to comtend with, however, 3¢
that perpetual tughear—the losi-time ucci-
dent.

The loss of the rpht jnan on the right
job will introduce an extremely dithicult
problem—replacement. With & new man en
duty, the job will need closer supetvision.
The rate of production will go down, and
ihe chances of making defective pans will
te greater.

In the cvent i an accident, peuple luse
time not only in curing for the injured per.
“wn, but alze in investigating and reporting
the accident. The turiodity of these in the
vicinity iz a separate satety hazard in itseli.
 During the revent Laber Dy week-end,
W omeck accident was set up on a busy high-
way A& 3 warmnmg te jassing  motorists,
When one curicus driver slowed Jdown 1w
wipe at the wrecked cars and dummies, fuvur

s following him crashed into his car and
cach raher.

Although accidents are difficult te. cyntend
with they normally: happen one at a time.
However, (e accilent can demoralize your
whole operation: in your case, x $30,000
tusiness.

What can vear, the forenum, o alean
conelitions such us those just mentioned?
Yeou will discover that except for the in.
jured persar, you are the «ne in the shop.
whe is most affected and in the hest posi-
tiam tuoact in preventing a recurrence.
Questions will presem themselves :

. What twols are availubile?

2. What sct up 1o make?

3. What procedure 10 follow ?

~ You will find the most efiicient ool 10 be
the educatien of the workers.

Here we sce a need ifor study. The fore-
nan must begin with himself. He must
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chieek up on his vwn wtitudes and make any
necessary corrections. He must examine his
knowledge of accident prevention. He must
be sure of the subject he is about to teach.
He must look at the tools he is going to use
and anderstand their function and applica-
tion. He must follow 2 plan of action that
fits into the safety program of the organi-
zation. He must attack the problen vigor-
ously and efficiently just as he does in cost
reductivn, efficiency, and quality em a day
to day basis.

A great safety minded industrialist e
ubserved that fety must le achieved in
the mind: of men” We will never be safe
unless we want :nd try 1o be safe.

Saiety, bcuu__ a stite of mind, G best
e created in un cmployee when he is new
and anxious td impress his supervisor. The
feraman, due to his cluse contact with him,
i in the best position to use this tonl of
education. Instruction of the new employer
is excellent insurance against accidents. Then,
education chould be a continuing process if
safety it 1o be constantly in the minds of
men. :

The set up used will depend «n the safety
program of the organization. The deprec
uf interest that exists in the high levels of
management will be reflected in the pro-
gram. \Where the interest is high the pro-
gram will be an active one. Types of pro-
grams vary but their success depends on
the amount of interest and enthusiasm shown
by all levels of supervision.

At Carrier Corporation, where 1 have
"teen a forman for many vears, vou find
syourseli in an ideal position tn promote
safety. You are a foreman with a voice in
hiring, rcprim:mding. and discharging. You
take garnt in establishing company trolicies
and receive all pos Slblc SUPIOTT NECESsArY in
the promotion of safety from the presiden:.
and his executive safety committee camsist-
mg of : The vice presidents of manuiactur-
mg, the vice president of produciion serv-
ices, the vice president of personnel.

The safety director, reporting directly
the vice president of manufacturing services,
is very effective in getting promm action,
and right down the line, The training de-
pariment assists the safety program by con-
ducting a series of meetings with superin-
tendents and foreman on safety and accident
prevention.  In additicn, safety is always
streszed as 4 Key point in all trades training

programs.  The training department ale,
conducts an orientation program includin:
safety instruction for new employces.

The Carrier Couricr, our monthly maga-
zine, features articles on safety and health.

Our medical director, a doctor who has
specialized in industrial medicine, devotes hi.
full time to the promotion of health and
accident prevention.

Scheduled safety ings are held by the
superintendent with his foremen, safety per
sumnel, and employees who might have !
accidemts during the month. At this m
ing accidents and near accidems are di--
cussed with a um to preventing a fecur-
tence. S and rece ions are
made, shop safety men are cunsulted, an
follow up is checked.

National Safety Council nuterials un
uther literature is issued to all line supervi
siun and is used by the foremen in thei:
talks with the employees either individuali
or in groups. We find that the Five Minu:
Safety Talks for Foremen and job instru:
tiom cards are particularly valuable.

Filed records of these talks are recorded
and kept available.

1 am reminded «f an instance where the
value of these records was forcibly il
truted: An emplmee seeking compens.
tim inr injuries incurred as @ result of G
accident. made a statement in count to the
effect that ne instruction had teen given hir
in prevention of this type of accident. The
foreman, hailed to court, produced evidence
from the file proving what the claimant ha!
tleen given ample instructiom in the preven-
tion af such an accident.

Bulletins are issued on cuntest ratings.
cur position- natiemally, l<ally, and plant-
wise are included.

Weekly inspections are conducted by the
good housckeeping committee which con
sists of management and line supervisiu:.
Our insurance company rejorts the nndm"-
of their trained personnel. The services rf
a specialist .in haygiene are made availablc
for the study of health hazards which in-
clude smoke. fumes, gases, noise levels an!
many other factors which may affect the
safety and health of employees.

This manifold program comtritutes muci.
t making Carricr a safe place to work.

Many foremen are not so fortunate in
having such a program behind them, b

&<y raer ity
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:his does not change their needs in the field
i safety. What the foremen need most
weuld be hard 10 define in this technological
e becatse his needs are two numercus to

We all know that unless the wurker is
well truined in working <afely, accidents
will happen more frequently. The root from
which most accidents stem in indusiry is
ek of proper instruction.  Approximately
~tgeer cent of them are due to unsaie acts
a1 the part of emplovees. Unsafe acts come-
itted because the employee wus net in-
<ructed properly or he fnored the instruc-
«wms. The remaining 20 per cent are caused

ly pnor hausekeeping, faulty machinery and,

impreoger safeguards,

Rtatistice like these are strntling tan they
will dv no gixd rn the safery director's
desk. The foreman needs 10 be told. He is
<he une whe is responsibie for the conduct
i his men, for accident prevention, house-
sm-mg cte. He knows thiz; it is part of his
He docs nat hesitate 10 go out of the
v 10 work for the Blood Bank, Commu-
m\ Chest Fund. Deiense Bond: and many
-ahier activities for the oommean gond. He is
«ld en them, but it yvou have failed 10 sell
“im eon safety. he will not go aut of his
way 10 sell it 1o his men.

Tn gt almg well with peaple you must
teople, We' foremen like aur men:
ve us something to sell that is good for
ar penple and we will preve this. Our job
v getting people te do things we want dune.
We de it in preduction: we can do it in
~afety.

In preduction we are prenvided with many
services tn help accomplich the desired re-
lts, Likewice, ta prewfuce results in acei-
lent preventinn, assistance is neerded.

T wham sheuld we bk for ascistance®
We ean laok up, away up to the head of
*he company where authority is. The interest
:o] enthusiasin at the higher levels will te
reflected at the lower levels. We need sin-
cere and continuous interest in accident pre-
vention from executive management. En-
cor io feel good when
vommended from above for having a good
safely record. We have pride in accom-
phishment. Qur mon alw arc commended
.nd encouraged in trying 10 do better,

Fxamples are important too. \We usually
iear ahout it when management enters a

restricted area without protection. 1 recall
hearing a remark to the efiect that the dust
douesn't know who is boss. Good examples
help the foreman by proving to the men that
the higher levels of management are als.,
<afety conscious and it gives them assurance
that production will not be insisted upon
at the expense of safety. .

We ook to you, Mr. Safcty Director,
for much of the material assistance in acci-
dent prevention \We luok upon the safety
directer as a consultant, a specialist, =«
highly trained inan in the feld of saiety
who can ussist o tremendously in the pre-
venting of accidenis. We depend on him to
keep us informed and up to date. Let us
know what is happening. We need him to
keep us supplied with teaching material and
to help us in locating wnd climinating safety
hazards in cur departments,

We need solid, concrete things to build
wdety with, just as we need the correct
material in our production program. Every-
thing in the safety program should be sce-
endary to having us foremen fully equipped
to instruct and reinstruct cur people in the
right way tn do things and in checking to
<ee that instructions are leing followed We,
100, need instructions in the proper safe
way to do things so that we can pass them
o 10 our people. “See Us Oftey.” You
are welcome. Mr. Safety Direcior. let’s look
it over tngether. \We may have just the idea
vou are looking - for and vice-versa.

Your presence in the Jdepartment will help
to show the men that the company has a
real interest in making our shep a safe
place in which to wark.

But don’t undermine the fnreman by com-
tacting the men directly when v abserve
something unsafe, or likely to he sn.

Get the foreman. He knows his peuple
best.  They may resent your appreach and
vou may damage the good attitudes that
have been huilt up in them regarding safety.
A man may have troubles at home. like a
very sick child in the hoxpital, and you would
not help his distracted mind. The foreman
would know these facts and have him on
2 job he can do safely in his condition.

Much more can he accomplished by team-
work. Coach the foreman well and the
score will be good, but dont bawl him out
in front of the team. He can take eniticism,
lots of it, if it is constructive.

[ WL SDK

© A

—

|



Textite

Help the foreman to keep the respect of
his men. He needs it in accident prevention.

The foreman needs cooperation of the
safety director in getting the necessary ac-
tion to eliminate a saiety hazard once it has
been located A decision which has to be
made higher up can best be chtained by the

{ndustry

despondent, and after somctime, a chronie
alcoholic. Every time he saw the foreman
he cursed him and told him that he wat

ible for his condition. What forema:
w\ould like to have that on his conscience®

The foreman hac a large share of the
ponsibilitics in accident -prevention and

director of safety.

Again. 1 say, keep us informed. If mn
appropriation has 10 be made which may
take time, let the foreman know about it
Now, not weeks later. He likes 1o know
what is going to be done abwout jt. and can
pass it on to his men wha wonder ahout
such things.

The safety director and the foremen neel
cach other and working together makes both
of them more eficctive in the prevention of
accidents. .

\Vhile the foreman needs much assistance
irom others, he also has a need for certain
qualitics and charmcteristics within himsel{.
He has been referred to as the key man in
industry for gemeratinns. His ability to be
a leader is necessary in order to guide men.
inspire enthusiasm, get groups to work to-
gether as a team, and to create the desire
ior accomplishment.

He has to gain and told the respect and
confidence of his men, use good discipline
and be truly concerned with the safety of
his men who look to him_for leadership.
He, in tumn, looks ta them fur coaperation.

1f 3 man aspires to be 2 guod foremun,
he must realize that he is the axis arcund
which safety revolves in his dJepartment.
His responsibilities in safety are many.
They are not confined 1o the shop.

\When an accident occurs in the shop, the
employees” families are invalved. They are
aflected in many ways. Loss of income pro-
duces hardships; physical disability can he
fife-Jong in some cases. How can a Winded
man provide for his family?

We foremen think of these things and
feel mighty responsible for the enforcement
of safety rules.

This recalls a case to my mind which
happened many vears age when compensa-
tion for injuries was on a less liberal basis.

A highly skilled toolmaker refused tu
wear eve protection. As a3 result his eyve-
sight was damaged 10 the exten: that he
could no longer apply his <kiflls. He became

has need for help irem cveryvone from g
-management, in the applicativn of the safet:
program, and right down the line to the
employee whose cooperation is essential 1
the success of the pregram.

“The eliminatinn of personal injuries

alone” as Lammot du JPont once wrote,
“warrants all the time. effert and expens.

involved.” Rut quite apart freem this obvioue’

lmanitarian  side, imdustra™s procram o
spurred by the realization that
simply sound business procedure. lis deter.
mination 1o get results is. therefore, inde-
pendent of external pressures. Rule.,
rrdinances and regulations have played thei
part in setting standards and defining ur:-
form practices, lut safery has not heer
achieved Uy the leiter of law any meore
in industry than cn the highway, where
vust body of laws and limits have fai
to avert accidents. Safety on-the-job ki
come because industry well recognizes tha:
in improved morale. increased  efficiency.
and enlarged preductivity, it pass attrac-
tive dividends.

Thus in thic ficld ac in <. many others.
industry has shown that progress  stems
ifrom new methods and new technelogy.
applied to human welfare thrrugh the
simple and direer channel of mutual beneh:
Tt is this process that has elevated U, S
living standards 1o present heights and tha:
continually chalks up new gains in social
Betierment. It is 2 methed peculiarly Amen-
can in origin; it is a method peculi
American in reaulte

When the safety cnginerr cum\lits [1RS
foreman with the necessary ammunition t-
enable him tn do his level best and gives
that fercman confidence and sincerity. ke
can be assured of the foreman’s utmos
support in the s;fety program.

When management understands that it i-
as essential to give as close attention to the
prevention of accidemts as to problems cf
production, inspecticon, bhuying, selling and
all the rther functions of management; and
dacs it; then. and anly then. will manage-

safery i

:ent have accepted 1ts full responsitility
m accident prevention.

No progrum can be cffective without ali
. our support. That’s old stufi. But if top
managanent and the safety ongineer alike
-ce that imerest is kept alive and main-
wined, then we not only shape cur own
Jeatiny, bt these nf others as well

‘oremen are adscious both of  their

What the Sofety Engineer Esxpects in the Safety Program 9

obligation tu industrial safety and of their
strategic position in any considered safety
program. Effective producticn under abso-
lutely safe conditicns should be the creed of
the foreman and he is dedicated to their
dun) attainment. \We ask safety men, of all
categories. 1o tuild their industrial safety
programs arcund us as foremen: we shall
net—we cannot—fail tha: trust.

What the Safety Engineer Expects in the
Safety Program

By STANLEY F. SPENCE
Dir. of Safety and Fire Prevention, American Cyanamid Co., New York City

There is ne. such thing ar & sdety en-
<neer who knows all of tlie unswers, The
afety engineer, of safcty manager, i @
speciafist in o field jammed fofl of s nuny
arcialties thiat no mum can be expert in all
d them, or, i fuet, many them. Please
ot consider me an feetnelast, or 3
Teretic. of an enditaeyeevery compla-
cency- shuster. 1o not v to gnc a full

Sirestment te my .ullr.gur‘ in the held
accblent prevemtion engineering, Al 1
it Weode it e o stresserelicser for

e of the profession who =metimes
‘evl inndeptide lachuse they <o not ka
the antvers to s nuaty of the techn
raddems whicl, day after day, confrom
Tem,

The ~udety cnginecr, too my way of think-

i aoman whee has these approximate
alilities, & s frem character and s
viaperatien: He his a govel engineering or
revhmiaal lackeroynd in academic trining
amdl practicd  experience. He knows hic
physical plant irom A 10 Z. He undertnd:

- fmelamentads of the proacesses and oer-
stiens coarductod i the phot. He knows
the plant avatents and procedures. He knows
oot deyedap the spexific systetns and
privedures whiclh are necessary in his acci-
dert and fire prevention progran, and hows
i integrate them with the existing plant
et al policy. He likes pevple and has
a lunkenng 1o know wisa miukes them e
Tiwe s they de. He has the alility 10 insnill
i people the desite 10 work in such a way
as to aveid accidents, He has i ination,

and be can anticipate accident problems. He
hae  finely-develaped <ense of relative values,

Nouw, wiat does that make of the safety
cazineer? In a chemical plant, does it make
wi him a colleague of the research chemist? .
In the woul mill, dewes it require of him the
stecialized <kill «f the dye house superin-

ant, dees it make of him

1 engincer?  No, it makes of him

a maniecment man. Cne who knows morce

Jirectly alwast “what muakes Peter run”

than many “of the sahers in the pl#ht man-
amement.

From the engineering . standpoint, the ac-
cident prevention manazer should have such
a braod Kneadedze tice he will understand
the why« and wherefores of his plam and
its priwesses, amd suclt a special knowledge
of acciddent-preventiun and fire protection
engincering that he can satisfy the specific
FOVITements of prodession,

teyend that as far as purely technical
things are concerned, T de not expect him
Weoattemt to know all the answers, But
I fo expect him 10 know where he can get
the answers-—inctual, authuritative an<wers !
Thi- mcans thit the ~aiety cngincer must
vunstantly be in the process of determining
just which fmaple in his ewn plant. or else-
industry. have highly-developed
pecinlized experience or knowledge in
which they ~urfasc. A judiciously-selected
el of speecinlists, o be called upen for
help as needed. cin be the most important
technicat lnclun'v possible for ﬂ\c industrial

where in

safety 1 . re




