drder Form 1970 Congress Transactions Lo L
: s MOD L
ntity Stock Vol 19 100 T
pred Ho. No, Titie Copies  mote
022.22-1 1 General Sessions & Index to ali Yolumes $.95 |[3.75
022.22-2 2 Aeraspace; Air Transport .95 5 ’
| 022223 3 Automotive & Mathine Shop: Power VOLUME 20

Press & Forging .95 75 ;
022.22-4 ;4 Cement, Quarry & Mineral Aggregates .55 .50 E
022.22-5 5 Chemical; Fertilizer; Research & Development .95 75 |
022226_ 1 6 Civic Leadership; Church, Woman, Youth, Farm .95 .75
L 022.22-7 7 Coal Mining .95 J5
- 022.22-8 1 8 | Construction; Pubiic Employee 125 1" 1.10
022.22-9 9 Electronic & Electrical Equipment .55 50
02222.10 | 10 Food & Beverage; Maat & Leather
Industrles; Trades & Services P95 75
022.22-11 { 11 | Glass & Ceramics; Rubber & Plastics 95 .75
T 0222212 | 12 } Industria Subiect Sessions’ Assamiations | 125 | 110 G R Ess
- oo 022.22~i3__4}_3& Labor ] 95 75 NAT’ONAL SAFETY CON
[ 02222-14 | 14 | Marine , ‘ 95 | 75
- 022.22.15 | 15 | Welals 55 T 50 '|' R A N S AC T l O N S
022.22-16 | 16 | Mining 95 .75 ‘
022.22-17 § 17 | Motor Transportation .95 75 I
02222-18 | 18 | Occupational Health Nursing; Hospitais 55 .50
022.22.19 | 19| Petroleum 7 8 | 75 }
022.22-20 | 20 | Public Utilities 95 .75
0222221 | 21 | Pulp & Paper: Printing & Publisking .95 .75 f
022.22-22 | 22 ;| Railroad ] .55 50 !
0222223 | 23 | Schoo! & College 125 | 110 §
022.22-24 | 24 | Traffic; Driver Improvement 95 75 !
0222225 | 75 | Wood Products; & Textiie CE ,
022.22-26 | 26 | Early Morming Sessions 55 | 50 \‘
022.22-27 | 27 | Public Safely , G *j
022.22-28 | 28 | Home Safety 85 75 | ]
022.11 COMPLETE SET OF 28 VOLUMES $14.50 '

Automatic 209 discount to NSC members; 109, to U. S. Federal Government i
Agencies. Payment must accompany ait orders of £5.00 or less, i
SHIP TO: ST L
Organization : L )
Addrass
City. State________ZipCode §
to Attention of
BILL TO:

Grganization

Address

City. State Zip Code
to Attertion of

Customer's Purchase Order Number ' NAT'ONAL SAFETY COUNC’L
MAIL T 425 North Mi?hAi;z‘igNAetnsuiFEjYC%?cgg:lhlinois 60611 425 North MiChigan A venue
Chicago, lllinois 60611

51C4TION PRINTED IN U.S.A 022.22.-20
20




58th NATIONAL SAFETY CONGRESS
Papers Delivered in the

PUBLIC UTILITIES SESSIONS

CONTENTS

Sergeant! Don't Take Any Prisoners! ... .. e Wiley 1. Beavers 4
Operation SWOB! .............. e R e Jomes V. Feahr 9
The Hidden Savings of an Effective Safety Program.. ... Donald H. Marshall 12
Officers of the Public Utilities Section, 1970-71 ... .. ... ... ............ i5
Five X_ama of Future Dates for the National Safety Congress ............ 18

Other volumes in the 1970 National Safety Congress Transactions. .. Back Cover




SERGEANT! DON'T TAKE ANY PRISONERS!

By WILEY I. BEAVERS
Vice Pres., Mountain Fuel Supply Co., Salt Lake City, Utah

Two years ago I was assigned our com-
pany’'s safety oparation. I approached this
assignment with all the enthusiasm I nor-
mally reserve for life insurance salesmen
and my wife's list of chores that need doing
around the house. Although I had had con-
siderable contact with our safety function
over the years, I understood it about as well
as I comprehend the principles of nuclear
fission—principles which I don’t even believe,
let zlone understand. However, in spite of
my lack of empathy for the safety function,
I was 2lec a promising young exscutive—
by that T mean I would promise anybody
anything—and I was determined to show our
management what 2 wise choice they had
made,

I made 2 personal study of what a new
safety man should do to make a big splash
at the beginning—to show he is really a
hard-charger. My superficial research re-
vealed that the first thing you do is put up
bright-colored posters all over the company.

If you're a real gunner, you go further
and decide what safety problem the posters
should attack. If you're something of an
administrator, you make arrangements to
have the posters changed once in awhile. If
you wish to demecnstrate your P.R. talents
to management, you algs make a deal to
unload the used posters on the Iocal high
school az a public service.

Well, I wanted to demonstrate how tal-
ented I was in everything so I began my
career by looking for a safety problem. This
wasn't easy because our operation had had a
great year—one of our high-risk divisions
even had a no-disabling-accident year. (I
learned something else from this belatedly
and to my sorrow: a safety man is like a
footbail coach—never hire out to a school
which has just had a no-loss year.)

Suddenly, I found the ideal problem to
tackle. Safety hadn't done tos much with
our general office, and I had noticed a grow-
ing incidence of broken and split fingernails.
Because of not trimming these nails immedi-
ately, work suffered and errors rose along
with the aitendant suffering and dangers of
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accidents and infection. {My own secretary
even  sta letter to her
thumbnail 1}

To my surpriee, there were no safety
posters available for this. I carefully checked
the Naticnal Safety Council's Accident Pre-
vention Manual, In this manual I could find
no mention of the fingernail problem. Eu-
reka! I had come up with something new in
the safety profession!

To demonstrate my shrewdness further, I
didu't want to spend money on nail clippers
for employeas, so I develaped a do-it-yourself
program; I asked cur director of safety and
training, whe is alse a talented cartoonist,
to draw a poster—a sketch of person biting
nails: “Rid our company of ragged finger-
nails—Io It Yourself—Today !" I distributed
this poster ail over the system—after all, a
welder could suffer as much ag an account-
ant.

The campaign was a fantastic success!
Qur first aid reports of fingernail injuries
drogped to zero within thres months.

But then some after effects set in which
I had not figured on, something I'm sure
only happens to new safety men, First, I
noticed a tendency of people to put their
hands behind their backs when talking to me.
Far more serious, employees began to com-
pluin of their front teeth wearing down at
an alarming rate! Supervisors reported that
when they disciplined employees, they were
unable to get any grip at all. In my darkest
hour, I realized I had to reverse the pro-
gram in a hurry. So, I designed another
poster, thiz one a sketch of an employee
taking his finger out of his mouth: “Get
Your Fingsr Out!”

To add insult to injury, our president
indicated that he found my performance
somewhat underwhelming, or words to that
effect. He also made some remarks which,
coming from anyone else, I would have con-
sidered ridiculous—coming from my boss, I
considered them absolutely hair-raising.

He said things like, “We're spending
$100,000 per year for our safety operation.

What are we getting for it?" I quickly an-
swered with, “How much is a human life
worth?” And that was a mistake. He said,
“Don't give mea that baloney! The worth of
a human life i3 an important philogsphical
question, but when it's used in industey, the
purpose i3 usually to cover up seme poorly
thought out, expensive, ineffective operation.
I dont’t think you san show me where we've
even prevented a blister, let alone
life!

“Now, listen to me, and listen hard, One
of the main purposes of our company—or
any company-—is to provide good jobs for
reapie who are willing to do their share. A
second crifical purpase is to insure the physi-
cal safety of these people so they can con-
tinue to banefit from thelr work.

“l want you to figure out how safety
shonbd carry out this second purpose——what
it should do, how it can do it, and how
we'll know whethsr it actually did !

“Wow get busy! And cne thing more: that
eafety poster that says, “Gas Line Guz says,
‘Wear your goggles when you weld!? Get
that poster the kell off the General Office
tulletin board ™

At this point T began to take 2 real interast
in safety, and to give it some thought Like
the man said, “I just never had anybody
explain it that way befors!” In desperation,
I even made what for a Vice President is
a stunning breakthrough in concept; I went
se far as to discuss our safaty program with
our safety people.

Afrer some hours of sweating, sometimes
heated discussion, certain inescapable con-
clusions began to surfave.

Chur first conclusion was this: The purpose
of the safety function is the physical well-
bring of our employess. This iz a broad
assignment but the wording is deliberats,
as you will see later,

To accomplish this purpose—the physical
well-being of our employees—I1 believe only
one conclusion can be drawn: the safety
man must be a manager——a manager in the
truest sense c¢f the word, He is not a
chameleon-like staff advisor who can receive
kudos when the accident rate is low, and
share the responsibility when frequency
soars. While every supervisor and, hope-
fully, every employee must be vitally inter-
ested in safety, I think that time-worn slogan
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“Everyone is a safety man!” is a bunch of
horse feathers and is mainly used az a copout
by safety departments.

Lawd! We say to the poor, damned fore-
man: “Youre the productio-n man! You're
the cost man! You're the public relations
man! You're the consumer satisfaction man!
You're the emplovee relations man! You're
the safety man!” Then, in heavy, portentous
tones that are a cross between those of a
general awarding a medal for valor, and a
doctor predicting cartain death, we say, “You
see, old man, if vou den't get it done, it
won't be donel”

Weil, that foreman is not a mixture of
lince Lombardi, Peter Drucker, and the
Israeli airfores, He can't be skilted and
competent in all these assignments, and
neither can we, If he was, evervene of us
would be Jooking for a job.

Surely ha is answerable for his safety
record, but only as a part of his job. As our
safety men tell cur foremen, “Safety is a
part of vour job, but it's the only ich I've
ﬁm:

The safety man is the only guy in his
company who ias been assigned the full-time
responsibility for the safety of our em-
rloyeas!

COn the cother end, the safety man's boss—
a president, 2 vice-president, 2 plant manager,
whatever-~is nltimately accountable for the
safety results, but cunly the safety man has
the skill, the intelligence, the expertise io
make them happen.

Il admit some gond safety programs
have foundered on the stupidity of a vice-
president, but I would argue, perhaps in
self defense, that far more have gone down
the tube becanse the safety man lacked the
conviction and the skill to sell them, or the
guts to keep coming back and fighting for
what he believed was right!

Sometimes we sit on cur rumps and mut-
ter, “Why doesn’t the boss ask me to tackle
this project, or design that kind of pro-
gram?' Why the hell should he? He doesn't
know znything about it!

Now, this foaming tirade dossn’t just
apply to safety men, it applies to all man-
agers in our companies.

Back to my point. The safety man is a
manager—he manages the company's func-
tion which is responsible for the physical
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well-being of cur employees. As a manager,
the safety manager should plan carefully
and set his objectives before he acts. The
process I recommend is cailed “management-
by-objectives,” or MBO. It is a simple
process, but it is difficult to do hecause we
are forced to analyze our operations, deter-
mine what objectives reaily mean something,
which ones are laudable but can’t be meas-
ured, and which ones are just plain garbage.

For example, if we set an chjective to
distribute one new safety poster or booklet
each month, this is garbage unless we can
prove what it accomplishes.

Or, suppose we set an chiective which
says, “Improve the image of cur company’s
safety operatiom in the eyes of the com-
munity.” A splendid objective, but unless we
are willing to run a community attitude
survey at the first of the year, and another
at the end of the year, how do we know
and how can we show whether we accom-
plished this objective or not?

Management-by-chjectives requires lots of
plain old common sense. For instance, sup-
pose we are concerned about our vehicle
accidents and we set an cbjective of no
vehicle accidents for 1971. We know cotton-
picking well that the only way we can suc-
ceed iz if no one drives a vehicle. While this
might work okay for us, it does present some
.Mum our other departments with a few prob-
ems,

Our objectives must be simple, make sense,
and be measureable, We do not fire a buck-
shot load of cbjectives against a barn hoping
to hit something; each objective must be a
gut shot.

Monagement-by-Objectives Process

Here's the process, step by step:

1. State our purpose.

2. State our objectives which will ac-
complish this purpose.

3. Select the measurements which wil]
show whether we met our cbjectives.

4. Decide how we will carry out each
objective.

There are numerous methods for MBO.
I'll show you the method we use in Moun-
tain Fuel because it is simplified to the
point that even I can understand it.

1. State our purpose—the physical well-
being of our emplayees, We take this broad
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purpose and break it down. What is our
most obvious indicator of physical well-
being? The indicator on which we already
have good records? We decided on number
of accidents. I'll explain why we use only
number of accidents in a minnte. At this
point we need a few statistics. What was
our 1969 record? What should and could be
improved? In ocur 1969 report, here's what
we see:

1. No fatalities: Great! Let's keep it that
way.

2, Disabling accidents—& for 1,300 peaple,
pretty low. Improve it or try to hold our
own?

3. Non-disabling accidents-—139, Should be
improved.

4, Vehicle accidents—61. Should be im-
proved,

At this point we may want to go back five
or ten years to study trends and cycles. We
didn’t, because our record-keeping methods
made this very difficult. Particularly on a
departmental basis, it could be misleading.
‘We have since redesigned our contrel report-
ing to give us simple, accurate data,

So now our safety function decided our
number one objective should be:

Objective Number One: Reduce vehicle
accidents by 20 per cent.

Cur reasons ran like this: Our vehicle
accidents are too high. Vehicle accidents, in
our case, ricochet against disabling and non-
disabling accidents, and could affect fatali-
tes.

Further, we already have a hard measure
for this objective, At the end of the year
it will be clear to us, and to everyone else,
whether we did the job or not.

Finally, and very important, the objective
is tough enough to stretch us hard, but it
isn't unreasonable.

Objective Number Two: Reduce number
of industrial accidents by 10 per cent.

For this our reasons were: We wanted to
reduce the number of people hurt, but we
felt a large reduction was unrealistic. We
also wanted to reduce severity, but the argu-
ment over the slim line dividing many dis-
abling and non-disabling accidents nearly
resuited in some disabling accidents within
our department,

Since we had only six disabling injuries
for the vear, a 1¢ per cent reduction would
be .6, which didn’t look like too big a deal.
We also felt a 10 per cent overall was a
reasonably tough target in view of our pre-
vicus safety record. Because of time, I won't
go into more of our objectives such as cross-
training safety supervizors and reducing
home accidents.

Thus far we have established our purpose,
set our nobjectives and measurements. This
brings us to the last step—how do we carry
out the objectivas?

A study of our 1969 vehicle accidents in-
dicatad accidents of all kinds, no real pattern.
Conclusion: bad driving habits, Solution:
driver training.

‘We had done some experimenting with the
National Safety Council's Defensive Driving
Course in one of our divisions and the
results locked promising. We dacided to put
on this course for all company drivers up to
and including compeny officers. Qur vehicle
accidents immediately tock a sharp drop in
Tanuary of this year. You'll be interasted to
know that we didn’t start the Defensive
Drivers’ Course until Februaary.

For our 10 per cent reduction in industrial
accidents, a study of our departments re-
vealed several units of comparable size and
work assignments in which one department
woukl have a much larger number of acci-
dents than another. For instance, ane unit
had 17 accidents, while a similar one had
seven.

Ingtead of broadsiding the whole company,
we have concentrated on our higher incidence
units. (Of course, our standard maintenance
programs were continued.) In ome division
with a high accident frequency, about 10 per
cent of those injured were supervisors. So
we concentrated on the supervisors, Com-
paring the end of September, 1969, with
1970, the industrial accidents in this unit
have been reducad from 10 to five.

(We have had two cases in which auto-
cratic managers called in their employees
and growled, “There ain't gonna be no more
God-damned accidents this year!” And the
accidents have stopped! Becauss ocur safety
and personnel people travel our units con-
stantly, we know for sure that no accidents
have been covered up. What is driving us
ape is trying to figure out how to incorporate
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this facter in impiementing our safety oh-
jectives.)

There is another advantage to this plan-
ning—we end up with the information we
need to do some realistic budgeting for the
year.

Now, this is most important. To control
our objectives, we have to have accurate,
regular progress reports. At this point I
have to eat a large plate of rancid crow—
our situation at the end of September makes
the case for progress reports, but not in the
way I expected when I began drafting this
presentation, Coming info July and August,
we locked great. I conld hardly wait to brag
about it. Then came cur September report:
As of this date last year, total accidents
were 103. This year they are 104,

We can still make cur chjective for the
year; but it is going to take some fast, hard
work. Right now ocur safety men are con-
centrating on the units where accidents in-
creased in September. They are analyzing
what cansed this increase and what we should
do about it

QOur vehicle accidents stand at a 27 per
cent reduction ag of the end of September.
Some loss over Awgust, but still not out
of control.

As 1 mentioned earlier, we set cbjectives
with numbers instead of using frequency
and severity rates. Frequency and severity
rates are valuable for national reporting, and
we keep these religiously. But, I do not feel
these rates are good MBO contre! figures.
They are too vulnerable to skewing, and are
not readily understond by those outside the
safety profession.

We have not used dollars as a measure-
ment because of different ways the various
states handle insurance costs. Fowever,
we're analyzing these now fo see if these
costs can be compiled on a usable basis,

This is management-by-cbjectives—a cap-
sulized version of a tool to help you manage.
It is stating ocur purpose, stating the objec-
tives to carry out our purpose, selecting our
performance measurements, and deciding how
we will accomplish our cbjectives.

It requires a realistic knowledge of our
field, common sense, and stern self-disci-
pline. You should understand too that when
you use MBO, you will find it a harsh,
unrelenting taskmaster.
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I would suggest two cautions:

1. Set very few objectives. Most MBO
systems get into trouble because of seiting
too many objectives. For your first time, set
two or three objectives at most.

2. Keep a running analysis of wour re-
sults and be flexible. You may add an
objective during the year; perhaps vehicle
accidents were not one of your objectives,
but they take a sudden surge.

You may drop or alter an objective. Sup-
pose your objectives involved dog bites, and
your company goss to bi-monthly meter
reading; or the secretaries are suffering
scratched knees, and—the Saints preserve us
from it—the maxi dress catches on,

To conclude, 1 want to mention _uzn?«
where I think the safety field must go—in
fact, where it should already be,

1 believe that the purpose for the safety
profession must be the physical well-baing
of our gm,_o%no.f..ﬁrmn we have no other
reason for existence. Thig being the case,
here are some azreas which we have not
touched, areas in which we have rejected
any responsibility on our part.

For example: During the past three years
of soaring crime, violence, and dsstruction,
how many of us have developed plans for
protecting  our employees? Regardless of
how our companies are structured, the physi-
cal security of our employees is cur respon-
sibility, This is not a recommendation to
seize your security department, if you have
one. I'm saying we're involved in all security
activities which affect our employees, the

same a3 when one of our collectors is robbed
and beaten.

About a month ago, a student called our
office and told the operator he wanted to
spzak to the person who could tell him what
our policy on pollution iz The operator
immediately connected him with cur safety
director. The call was later switched to our
public relations department. I asked cur
operater why she put the call through to
Safety, and she answered: “The safety de-
partment works hard to protect employess,
and this polution is dangercus to us, s0 I
figured Safety would be handling it.”

And she's right! But how many safety
men have prepared programs to combat pol-
fution and presented them to management?
Safety has the expertise and mental approach
to do the job. But we give in hard—it was
only in the last five years that we would
accept any respongibility for noise control—
noise pollution.

And consumerism: I know that in the gas
industry most safety departments have done
nothing but bitch like hell about the Pipeline
Safety ?.Tvirg we know there are shoddy
operators in the field! What with brownouts
and a few other goodies, I'm sure the elec-
trics have some comparable sitvations to
chalisnge their safety fune

1t is obvicus that to carry cut our present
and future responsibilities, we must have the
determination, the optimism, and the willing-
ness to do the job, a combination exemplified
by the title of my speech: “Sergeant! Don't
Take Any Prisoners!"--General Custer’s
last words at the battle of the Litile Bighorn.
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OPERATION SWOBI

By JAMES V. FEAHR
General Safety Supervisor, Congumers Power Co., Jackson, Mich.

We have had our share of persemal in-
juries at Consumers Power Company. Em-
ployess are constantly involved in the han-
dling and application of volatile and powerful
forms of energy: improperly handled, this
can be a high risk area. Not only that, but
add to the fact that we coperate a fleet com-
posed of over 4,000 vehicles and drive a total
of aver 50,000,000 miles per year, and you
can see that traffic accidents can also be a
great source of headache to us.

Naturally, we try almost any idea that
has the slightest possibility of working in the
safety area. But as you well know, the only
means of accomplishing a safe job is having
adequately trained people under the direction
of adequate supervisors, under an adequate
sit of management tools. At the end of
1965 we had decided that the areas in which
our company were deficient were the areas
of work obzervation, job briefing, and regular
inspections. It wag decided that in an attempt
to instill the concepts of work chservation,
briefing, and inspection, a movie would be
made and shown to ali emplovess, Loth
operational and supsrvisory, for a kick-off
of the year 1946,

The areas of worl observation, briefing,
and inspection were pretty well laid out to
all the employees in 1966, In the movie the
company president said, “Indeed, I consider
adequate attention to safety to be a condi-
tion of employment at Consumers Power
Company, and 1 mean for all personnel
without exception. . . . We must get back
to fundamentals; we must invelve ourzelves
in all-out safety consciousness; we need
substantial improvement; we have a realistic
goal: let's match our best performance; we
can do it if we put three basic tools to
work, These tools are safety briefing, safety
chservation and safety inspection.”

With these instructions in mind, the 20
operating divisions of Consumers Power
Company started their own local safe work,
observation, briefing, and inspection pro-
grams. In order to check their progress, and
perhaps help them get their program off the
ground, the General Safety Department

decided to hit the divisions with spectacularly
uniformed teams from the general office.

The teams visiting the divisions are called
SWOBI teams. These letters stand for
Safety Work Cbservation, Briefing, and In-
spection. Depending wpon the type of service
engaged in by the division, the teams may
be composed as fuollows: A gas team, an
electric team, a customer service team, and
a buildings, s ores and transportation team,
Each team iz composed of three members,
one member from (General Safety Depart-
ment, one from the Functional Dapartment,
and one supatvisor from the local area being
ingpectes],

The team is distinctively garbed in white
coveralls with red and blus embroidery on
the back. The hard hats are white with
briiliant orange vm:% ?n company insignia,
and the word faty” inseribed upon the
front.

The team arrives unanncunced at the di-
vision manager’'s invitation, usually at 8:00
A, equips the local team members with
uniforms, gives them a briefing on how the
operation will be run, and very shortly
thereafter the team will be visiting the vari-
ous locations suzh zs the local buildings and
physical facilities, the Incal highways and
byways, residential areas, business areas, and
most any site where company crews may be
working.

The functicnal people are usvally on a2
departmental manager’s level and even the
vice president in charge of personnel and
safety is out on the job site. The crews
visited are at first somewhat suspicious; but
when you tell them the reason you are visit-
ing them, the suspicion fast disappears and
they are, instead, delighted to find somecone
from the General Office, as well as their own
supervisor, taking the time to be interested
in their welfare,

Many tools are inspected and found to be
defective. For example, we find measuring
tapes on electric line vehicles to be conduc-
tive, chains are found to be stiretched and
deteriorated, and hooks and couplings are
found to be stretched and cracked.
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Many tools with wooden handles are found
to be in a deplorable condition with handles
locse or cracked, and sometimes shimmed
up and tightened intc the metal head with
the oddest material, Many impact tools are
found that have mushroomed heads and are
in need of attention.

Power-driven winches have heen a big
offender, with cases of pinched cable and
frayed conmections.

No portion of the visited crew’s equipment
is sacred, and the teams root into every and
all nook and cramny, seeking any items that
may sometime cause a lost-time injury.

Seat belts are one of the specific items
checked in each vehicle and in some cases
are found to be used very regularly and in
good condition, while others are found to
be pushed back under the seatz and dirty,
and never have been used or, in somie cases,
having hung outside of the door for so loang
a period of time as to be practically seversd
from whipping in the wind. It is cur estimate
that seat belt usage runs from 15-25 per
cent.

The SWOBI teams are, of course, always
on the lookout for items of housekesping,
and are quick to note when the housekeeping
is either good or bad.

Meanwhile, back at the office buildings,
SWOBI teams are checking the physical
properties, with a particular emphasis upon
the office and technical personnel who work
in the office areas and in many cases are
not included in our safety activities because
the possibility of their bsing injured is very
slight. We note that they, too, are pleased
that somecne is paying attention to them
and are swift to cooperate and make many
suggestiong for improvement in the overall
safety program.

The SWOBI teams return to sarvice head-
quarters just before the crews are scheduled
to return and proceed to check the vehicles
into the yard. Of course, in a hit-and-run
operation such as this it is not possible to
visit every crew out on the job and, to make
the maximum impact, most of those that
were missed on the job site are given a
auick check ag they return to the vard. It
is surprising that even though we have been
there for the entire day, and these people
are in communication by radio, many of them
are still surprised and shocked to find the
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teams waiting for them at the gate. Many
of them, upon seeing the uniformed teams
waiting, will swerve and attempt to enter
another gate, hoping to miss whatever is
waiting in store for them; but of course,
with the number of teams available, each
gate is coverad and they are soon captured.
‘When the vehicles are all checked into the
vard, the SWOBI teams then closet them-
selves in a room and proceed to compile the
results of the day’s inspection. The teams
compile all of the information they have
noted during the day on one combined report
form, and the team member from the Func-
tional Drepartment is selected to make the
presentation to the divizsion manager.

When the division manager and his staff
and whichever of his supervisors he desires
to be present, walk into the room, they find
the entire SWOEBI team arrayed at the head
table waiting to report the day's activities.
Every detail is given to the division manager
and his pecple at this time, and at the con-
clusion of his report the Functional Manager
turns over all the working papers from the
team for that day to the division manager.
In this way, the division munsger kuows
there will be no written reports circulated
through the General Office waiting to entrap
him at a later date, but instead he has been
appraised of the gituation in his division and
can take steps to correct any problems
immediately.

The SWOBI program is not designed to
supplant in any way the first-line supervisor
out on the job, It is, instead, designed to
asgist him in his daily program of safety
work nhservation, briefing, and inspection.
The supervisors that we have talked to fol-
lowing the SWORI team visits have been
enthusiastic in the extreme.

The functional supervision from the Gen-
eral Office have been delighied to accompany
the teams into the field, and in many cases
have been surprised to find that there are
real pecple working with the company out-
side of the ivory towers. They have com-
mented that they have returned to their jobs
with a better feeling for the problems en-
countered by the operational personmnel in
the field.

I might mention that we always alert the
Iocal newspapers, radio, and TV, and because
of the spectacular impact of the SWOBI
team inspection the publicity is always good;
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this naturally appeals to the Iocal division
manager.

‘While at first glance you might be inclined
to say that the teams are doing nothing more
than nit-picking, looking for small, incon-
sequential violations and items, I must insist
that in many cases serious infractions have
been noted and immediately corrected by the
supervisor on the team from the local divi-
sion. And neither can we dismiss the impact
upon the personnel who undergo an inspec-
tion by this team. I must admit that in many
respects Operation SWOBI will be termed
promotional, but it is my feeling that safety
to a great extent depends upon promotion
for its success.

Certainly on all occasions it has been 2
wonderful opportunity to go out into the
field and talk to the personns! invelved and
talk safety in a very congenial and interest-
provoking atmosphere.

You may ask, after all the dust has settled,
did Operation SWOBI work? I guess this
is 2 hard question for me to answer and
probably your guess is as good as mine. The
results have to speak for themselves.

In 1956, the year SWOBI was started, our
frequency rate rose slightly to 3.78. Because
safety is my responsibility, I was quick to
point out to my boss that during 1967 the
frequency rate dropped to 2.86. Needless to
cay, I have not reminded him that there has
been a slight rise since. Of course, this fol-
lows an industry wide trend and could still
be termed a fairly creditable rate.

Public Utiities

In 1966 there was an increase in the
severity rate, followed by a satisfactory
drop in 1967 and further decreass in 1968.
Then thers was an upward jump to 730 in
1969,

Again, I can only repeat to you that I
really can't guarantee results from a pro-
gram of this type but I can guarantee to you
that the practice of the concepts of Work
Cibservation, Briefing and Inspection cannot
kelp but improve the operation in any type
of business. Ae a safety man, I know that
presenting the safety story in a new manner
is a job that nceds our constant attention.
I alss know that many times we feel that
most everything under the sun has been
attempted some Hime or other, but I would
suggest that, as the boys on Madison Ave-
nue know, if you want to sell soap you have
to advertize it, and I believe it is up to us
to take a page from their manual and use
whatever innovation we can in order to sell
the safety story.

Your employees are locking for the unique
and the different, and an effort on your part
to garnish their safety activities with a little
flair and excitement cannot help but make
the safety story more palatable,

Presenting the safety story will become
more difficult in the years ahead of us, but
regardless of what your job title may be,
1 hereby appoint each and every one of you
as safety supervisor at your particular com-
pany and wizh vou the hest of luck in the
future,
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THE HIDDEN SAVINGS OF AN
EFFECTIVE SAFETY PROGRAM

By DONALD H. MARSHALL
Safety Administrator, St. Louis County Water Co., University City, Mo.

Since there are admittedly “hidden” costs
in having industrial accidents, then surely
there are some hidden savings in preventing
accidents, and management must be appraised
of the tremendous amounts of money to be
realized from having an effective safety
program.

Qperating under today's worlmen's com-
pensation laws, management is certainly
aware of the costs of puying compensation,
whather it is through an insurance company
or direct. The costs of medical attention for
injured employees, including doctors’ fees
and hospital bills, are usually well known to
management. Thegse payments are part of
the cost of deing business, they feel, and
must be put in the budgst if a company is
to continue to do business. Yet, the manage-
ments of many companies would be appalled
to have spelled out for them some of the
hidden costs of accidents which they must
absork and which are likewise the cost of
doing business,

To properly sct the stage, hidden costs are
sometimes called indirect coste or uninsured
coste. These costs are simply costs that do
not show on an accountant’s ledger sheets
and are difficult to separate from the many
items of expenze abaolutely necessary to
carry on a business.

‘What are some of the kidden or uninsured
costs of accklents? To help detail some of
these costs it will be useful to select a
specific type of business 3o that terminclogy
will relate to that business and be more
meaningful.

A large water utility doing business in a
metropolitan area does all of its own work
of installing mains and maintaining them,
plus the installation of water meters, the
reading of the meters, and maintenance work
at all locations. Clerical personne] take care
of the billing and collecting and all other
paper work involved. Employment totals
about 450 with some 200 of these in con-
struction or maintenance work, mostly out-
side. This firm's frequency rate averages
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about 30, not untypical of large-size water
utilities in this country.

A typical accident among the outside
workers——where most of the accidents of
any consequence occur—involves only a
minor injury. A good example is an equip-
ment helper working with a trenching ma-
chine ct1 2 water main installation job. While
working around the machine, he notices a
piece of 2x4 near the machine and picks it
up to move it safely out of the way. His
grip on the piece of wood is not very firm
because he grabbed it quickly in order not
to be near the trencher very long and didn't
fesl it was necessary to stop the operation
of the equipment. He glips, the 2x4 gets
caught in the bull wheel of the trencher and
jams the board against the wrist of the
worker, resulting in a serious sprain.

The workman is taken by the foreman to
a nearby medical center in a company crew
truck, becauss his wrist prevented him from
driving. The doctor’s fee for examining and
bandaging the wrist was $20, and the em-
ployee will not be able to use the wrist to
do his type of work for five days. Insurance
will take care of this.

But whan the accident happened, the fore-
man and five other employees, plus the
equipment operator, stopped working for 15
minutes to give aid to the injured and to
find out what happened. For another 15
minutss, while the remainder of the crew
starts back to work, they continue to talk
about how much more serious it could have
been and how stupid the workman acted in
letting the 2x4 fall into the equipment. The
foreman is away from the job an hour tak-
ing the injured to the medical center, wait-
ing, and returning. While he iz away, the
other workmen have an extra smoke, a sip
of coffee from their thermos bottles, and
spend a little time around the fire. Actually,
the whole crew lost about an hour at an
average hidden cost of about $3.70 an hour,
including the foreman. In addition, the in-
jured man will be paid for the entire day
although his services will not be available.

Meanwhile, the equipment coperator finds
that the 2x4 jammed into the machine has
broken a part necessary to the operation of
the equipment. It requires two hours for a
maintenance man, at $3.40 an hour, to come
out and weld the part on the 318,000 trencher,
The actual cost of the well was only three
dollars, but the equipment wis idle for two
hours, and this also iwolds up Ave other men
instailing the water main. Total production
time lest, so far, is three heours times eight
nen, or 24 hours. When the new equipment
helper reports for work, same day, he wants
to know what happened, so most of the crew
spends a lttle time filling him in on the
details, and there is a small argument over
whether the injured workman's foot slipped
or he just lost hiz balance. The new equip-
ment helper is not totally familiar with the
new job, and for the first four hours he
works at about 50 per cent efficiency. This
holds up the trencher and this, in turn, holds
up the remainder of the crew. Knowing that
an accident has just happened, the helper
works under a further handizap and possitie
inefficiency for more than four hours.

The foreman spends 15 minutes training
the new equipment helper, 15 minutes filling
out the accident report and doctor’s visit
lip, 15 minutes cn the radic calling for the
maintenance man to fix the equipment, call-
ing for another helper, and ralling for some
rescheduling of work.

The water main on which the crew is
working must be in service before the end
of the week, so three hours of overtime are
needed th get back on schedule,

Back at the office, 2 supervisor spends 15
minutes going over the accident report, a
clerk spends 15 minutes typing up the nec-
essary forms, the safety director spends 15
minutes examining the accident report and
making further records of the incident. The
construction supervisor has taken time to
read the accident report and sign it.

When the injured workman returns to
work, all of* his crew welcome him back on
the job, examine his wrist and want to
know if the nurse was cute. Then they ask
him if he knows that a 2x4 won't “fit” into
the bull wheel of a trencher. Since the in-
jured helper tends to favor his sprained
wrist, his efficiency is reduced and thereby
reduces the production speed of the entire
crew.

Public Utitities

In this accident, we will disregand these
possible hidden cost items:

1. Cost of hiring another employee.

2. Cost of personnel paperwork, shifting

workmen arcund on time shests and Aguring
overtime,

3 Cost of prined forms for reportiug
accldents.

4, Cost of the company crow truck being
out «f service for an hour.

5 Cost of sick leave pay for the three-
day waiting peried.

6. And according to the American Water
Works Association 1957 Safety Manwal,
“Thera are at leust 100 secific items
which may be directly charged agaiust any
partieular accident,”

The direct or insured cost of this accident
would amount t t $134 including the
medical attenti cuen’s COmehYa-
tion,

Bur the estimate of woinsured or hidden
costs of this ascident could easily amount to
$350. If we total these two figures we have
an estimate of $184 for this cne thoughtless
accident that could have heen prevented

Now, let's assutne that an eifective gafety
program had been organized in this company
at a cost of $5,000 per vear, or about $10
per employes, and that a general safety
awareness had been institied in all employess.
The proper procadure in this case would
have been to stop the trenching machine
thirty seconds so that the 2x4 conld e
heen removed without incident.

Based on this typical accident, the Lidden
savings for this water utility would have
been £474, subtracting the $10 for the indi-
vidual cost of azcident prevention, Even
without adding the hidden costs, the com-
pany would have been farther ahead to
have the safety program than to pay !
workmen's compensation and medical costs
involved.

While this accident may not be entirely
typical-—overtime work, etc—some acchlents
cause considerably more in insured costs and
greatly increased amounts in uninsured or
hidden costs.

Many industries use the famous 4:1 ratio
for the relationship of uninsured to insured
losses in job injuries. This means that for
every dollar of obvious or insured loss there
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are about four more dollars of hidden losses
that management is usually nct aware of.

Quoting from a bulletin of the United
States Fidelity and Guaranty Company:
“Based on country-wide averages, for every
dollar paid by the insurance company for
compensation losses and medical expenses,
the employer pays four doliars for the same
accident.”

Referring to the 1963 edition of Safety
Management: “With the exception of the
National Safety Council, which has replaced
the 4:1 ratio with the Simonds method for
finding a company’s accident cost, many
books on accident prevention still repeat the
story of the 4:1 ratio.” Some conservative
authors feel this ratio is a hit too high, as
for example the 1967 edition of Swupervisor’s
Safety Manual (National Safety Council)
which states: “What is not realized is that
the hidden costs of accidents are higher than
medical, compensation, and insurance costs.
The rule-of-thumb figure is that hidden costs
gre a’b@ut twice the direct cost of an acci-

ent.”

(For comparison purposes, the Simonds
method of determining the hidden costs of
accidents assigns specific dollar figures for
uninsured costs for various industries, The
all-industry group has an average uninsured
cost of $130 per lost-time case, while in
construction the cost is about $100 per lost-
time case. It is interesting to note in the
Simonds studies of no-injury accidents—
property damage only--that the average un-
msured cost for all-industry was $200 and
for general manufacturing was 3375, No-
injury accidents—no injury to employees—
are said by many experts to ocour about as
often as lost-time injuries )
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The case is clear for accident prevention.
There are thousands of dollars of hidden
savings to be gained by all types of industry.
as well as a large water utility. The hidden
costs of accidents have been studied by many
for years, including A. H. Young of 11, S.
Steel, who as early as 1936 stated: “\Ve
have spent $24.860,000 on safety work . . .
by multiplying the cost of ssttling similar
accidents, we found that we had made a
saving of $117.224,000 . . . even if the figures
are 50 per cent wrong, at least we got back
the dollar we paid for safety and another
with it.” e

The Naticnal Safety Council 1067 edition
of Accident Focts reports that during 1966
in the United States the “other costs of
work injury accidents” amounted to $3,000,-
000,000, which included property damage,
interference with production, and time lost
by workers other than the injured, while
the cost of medical expenses and insurance
costg totaled only $1,500,000,000. Again, the
hidden costs or hidden savings available
were twice as much as the insured costs of
an accident,

As a closing thought, another quote from
the National Safety Council’s Supervisor's
Safety Monual should be sufficient: “Prop-
erty damage is one of these hidden costs.
Often an accident occurs which infures no
one (or in which the injury iz slight), but
which does extensive property damage. Be-
cause the repair bill was charged to mainte-
nance and repair of equipment, it never
appeared in the accident reports to manage-
ment. Yet it was an accident cost just as
surely as compensation paid to an injured
worker would be. Management must recog-
nize this”
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NOW TO
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THE
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1972
1973
1974

1971
1972
1973
1974

FUTURE CONGRESS DATES

October 25-28
Oct. 30 - Nov. 2
Oct. 29 - Nov. 1
Sept. 30 - 0ct. 2

NATIONAL SAFETY CONGRESS

OCTOBER 25.28, 1971 / CONRAD HILTON HOTEL, CHICAGO

The Congress is always a big week, a worthwhile week
for the 13,000 safety people who attend.

At the '71 Congress you can meet other safety peopie,
with the same problemsand responsibilitiesasyourself.
You can exchange views and ideas on accident preven-
tion, health, hygiene, and fire prevention . .. on safety
in industry, traffic, school, at home and on the farm.

You can see the largest of all safety equipment exhibits
at the Congress. .. an opportunity for you to make well-
informed buying decisions for your company.

This woc...amw educational program, planned and pre-
sented by the National Safety Council, can be your
most thought-provoking, most worthwhile safety expe-
rience in 1971.

Make plansearly toattend the 1971 Congress and bring
the other paople in your organization who have safety
responsibilities.

NATIONAL SAFETY COUNCIL
425 NORTH MICHIGAN AVENUE + CHICAGO, ILLINOIS 60611
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March 21, 2001

Baron & Budd, P.C.

The Centrum

3102 Oak Lawn Avenue, Ste. 1100
Dallas, TX 75219-4281

To Whom It May Concern:

The attached records are kept and maintained in the regular course of business of the National
Safety Council, and it is the regular course of business of the National Safety Council to keep and

maintain the attached records.
The attached photocopied material is an authentic reproduction of an original file copy of :

NATIONAL SAFETY COUNCIL CONGRESS TRANSACTIONS 1970, VOLUMES 1-5, 7-23,

25,2728,
National Safety Council, Chicago, IL.
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