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eye protection was established to prevent
serious eye injuries, himself included.

The man was then informed that becanse
his record did not show any previous cta-
tion for rule violations the disdplimary ac-
tion report resuking from this case would
show tlat he had merely been given a
reprimand and warning without the loss
of any time. The waming indicated that
he had been informed that any subsequent
+iolations of the rules might result in in
creased corrective action on a progressive
seale

Here again, the case was dispositioned
with only enough “constructive discipline™
0 arrive at the desired correction of the
cmployee’s attitude and periormance.

This program of scaled action to fit the
case is carried out through the whole range
oi cases which might occur. Each succeed-
ing time that it is necessary to apply dis-
ciplinary action to an individual employee,
his previous record is taken into considera-
tion. In those cases where it is clearly
evident that the previous actions have no:
resulted in the expected improvement in
the employee’s attitude and behavior, ad-
ditional motivation is applied, each step be-
ing progressively more severe.

In a {few very serious cases, ihe endl
result moy finally be a discharge. I am
glad to be able to say that very few cases
g0 10 this extreme The lack of extreme
cases indicates that the system of progressive
actions takes hold and does the job some-
where along the line before the finai stage
is reached

Since a disciplinary penaly iz imposed
rolely to obtain lmpro\emcrn of future be-
havior, follow-up i« important in deiermin-
ing whether it has been efiective, cr whether
{urther action is necessary.

Up to the present time we have dwelt
extensively on the techniques utilized io
the “constructive use of discipline in safety
riolations.” Now, let’s give a little considera-
iion to the end rcsults of such actions. This
is the meat on the menu This is the pay-
oft. While we do not, by any means, give
our company program of “constructive dis-
cipline” the whole credit, we are sure that
it played a Tery important part of the re-
cent accomplishment of the Cleveland
foundry of the Ford Motor Co. in establish-
ing a new all-ime National Gray Irom
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Foundry Best Record of 3,421,133 man-hours
of exposure without a disabling injury.

‘We also are sure that this technique of
using discipline for corrective purposes
played an important part in the record of
our two Cleveland engine plants. These two
plants have, within the span of less than
ten years, posted periods of over 3,000,000
man-hours of exposure without disabling
injury on seten separate occasions.

The use of “constructive discipline”™ can
never be the answer to all problems. I:
can, however, help in the efforts to create
a safety awaremess in our employees which
we all are striving for. Safety awareness?
Now there is a term I like! Turn that over
on the tongue of your mind for a minute!
Get the taste of it? Let wme give you an
example.

Recently, while I was walking through
2n aitle in our foundry at Cleveland, an
hourly man walking in the same direction
but some distance ahead, noticed 2 small
length of pipe lying in tne aisle where it
had apparently fallen irom a passing scrap
trucke Tune man, with scarcely a pause,
stooped down, picked up the pipe and tossed
it into another scrap truck and continued
cn his way. It was done in such a casual
manner it appeared to be an act of habir

That is what we want! We want safety
so ingrained in our employees that they
exkibit similar thoughtfulness in all ther
actions. Thoughtiulness that is a Aadit! And
there is no contradiction of terms in this
instance

Here was living proof of the “safety

we are striving for. Here was
cndcnce of one of the factors which helpel

Le ioundry set a new record, helped the
‘oundr) exceed the old record, which had
stood for five years, by a margin of weil
over 500,000 hours. Here was eviden:e that,
properly moti\—ated, employees can be moved
10 consider the “other fellow’s™ welfare as
well as their cam. .

This man’s action may well have pre-
vented the next man coming along irom
iaking a bad spilL Such patterns of thought
can cause a man who, in the past, had been
guilty of lcaving a guzrd off a machine,
to now pause to replace it upon completion
of his job. Development of such sofe work
habits can truly make 2 man become, al-
most uonconsciously, his “brother’s keeper.”

e do not know whether this man had
~ver had occasion to have “constructive
Jdiccipline” applied to him. We have no way
ni determining since the man was not iden.
tinned. We like to think, however, that this
is the sort of attitude which can be developed
by the technique of applying diccipline in
a corrective sense, rather than in a punitive
sense.

You all know what happens when ot
pa-h a pendulum. You give it & push and it
swings sight back at you If you give a
man a push he also has the same reac-
tien: he has a tendency to take 2 swing at
»m i return, in one way or ancther. It
is sur thinking at Ford that much more can
tw: accomplished by Ia’admg a man cnto the
right road by correcting }.15 errors in a
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«-i accidenial injury. It is even more «
icb to discharge our moral responsibility o
preventing the human misery to the e
ployee and his fiamily which invariably
<ults when the bread-winner is laid !
because he or his fellow-employee failed ¢
i:eed the safety rules.

In nearing the conclusion of this di- Cliv-
-ion, let us remember that the old days
the woodshed as a symbol of discipline
-one and past. More enlighiened think
«nd the teaching of experience has o
a better door. A wider portal with brozles
vistas: *“constructive discipline,” based «:
correction, not punishment.

It is a prime tenet af psycholegy that he
mmzn animal has 2 greater tendency to

constructive never-
theless, must be firm 10 avoid bemg mis-
understood as weakness.

Someone says, “Nuts! There are sume
guys you can’t reach with anything but a
big club and a size 14 boot.” There may
be seme truth in this statement, but, (and
that is x big but) these cuses are few and
{ar between and we should nct ia!l into the
trap of accepting this as a dump for all of
our problem children. It costs money, a lo?
~{ money, to train employees to perform
tnlays complex jobs. It costs money, a lo?
ni money, 1o have cvur emplavees suffer in-
Justrial injuries.

It is our job to save our employers from
the unnecessary expense oi discharging er-
rant employees. 1t is alsu rur job tn save
wir emplavers iram the tmnecessary expense

e than pain. How mar
vou can romember the occasionc on w
vour Ma or Pa beat the bejabhers e
wour little hind-enid? 1°11 bet not one of
can, or, at most very faintly. On the ot
band, I'll also waxer that many of you
still clearly remember the old swimm
hole. how much un you used tn have
the County Fair or many other pleasures o.f
vour childhool.

Not that we me.n to imply that apy
even ‘“‘constructive discipline” tn otr em™
ployees will be a pleasure to them. Rather,
«e should atiempt 1o remove as much cf
the pain as oossible from our corrective
tion to lcecen the tendency ta forget
pleasant experiences. Fducate, teach, corr,
that's the ticke Punichment {ar pu
ment’s sake belnnzs 1o the Dark Ages.

SAFE APPLICATION OF ELECTRIC CONTROLS
ON MACHINE TOOLS

By F. C. PEREGOY
Supervisor of Safety, Westinghouse Electric Corp., Baltimore, Md.

By definition, machine tools include all
power-driven enuipment performing cold-
working of metal by progressively removing
metal in the form of chips. The National
Association of Machine Tool Builders has
classified some 200 types of machine tools
under five basic functions—tuming, boring.
milling, planing and grinding.

Authioritics agree that injuries from ra-
chiine operation are likely to be more severe
than injuric: iram other causes; and more
iikely-to result in {<rmanent disability. For
example, Accident Facts shows machinery ¢
be the source of 10 per cent of all injuries,
but the source i 19 per cent of permanent
<isabilities,




