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INTEGRATING ACCIDENT PREVENTION
WITH PRODUCTION

By THOMAS A. SULLIVAN
A. O. Smith Corporation, Milwaukee, Wis.

We would like to offer the experience of
our Granite City plant as 2 case study in
the integration of accident prevention with
production.

We have tried to present facts to you and
not draw conclusions. If these facts can give
sou clues as o steps you can take in your

Accident and irequency data show the
number of lost time accidents per month
since the plant began production in Sept.
1054. You will note that we have identified
injuries 10 maintenance men separately from
production people as the niture of their ex-
pasure is different and may be of some siz-

e

own plants to tie accident prevent into
vour production processes this is the most
that we believe can come irom such a study.
We would be the last to claim we have
sfiscovered any panacea for the complex
subject of plant safety .

This case study is interesting because it
was a new plam in a new area for A O,
Smith Corp. The exposure volime is sig-
nificant, about 3,000,000 manhours per vear.

From the beginning we had a safety direc.
tor, who is still there He is a staff man
and wmust get all action through the operat-
ing people.

At the start-up of the plant two problems
developed which complicated our problem
immediately :

Certain automatic assembly equiprment was
not ready when product deliveries had to be
made.

Our cumpeliturs were not ready to pro-
duce at all so we had t0 carry the cntire
requirements of our customer for the first
few months of our operation.

As you might suspect, this required the
hiring of green workers and green super-
visors and made the training problem almost
insurmountable at the begiming.

We have tried to put our whole stury on
this chart. It Jooks complicated but if you
will follow zlong with me we will ke it
one step at a time.

The chart is divided into four areus:

The accident frequency data.

Production demands and umion relation.
ships.

Management activn.

Safery and housckeeping.

e. For example, in 1959 and 1960
every other accident was in maintenance,
although the hours of exposure of the pro-
duction peoplc is 10 times that of the main-
tenance men.

The frequency rate is 2 12 month rurmming
average

Production demands and union relation.
ships are grouped together as things over
which tire management nf the plant did not
have complete contro!

The stari-up of new models in the summer
of each year should have an adverse effect
on safety because new equipment i present
and men are back from a layoff of 4 to 6
weeks and presurmably “out of practice.”
An examination of the chart does not dis-
close such a trend Rather the accidents
seem to bunch up in the Iater months woen
the heat is on to produce at peak efficiency.
However, the data is not conclusive here
cither.

The cfiect of union activity un safety,
while at Arst appearing adverse—after the

. union certification in 1935—does not show

any discernable pattern. The accidents oc-
curring after the major work stoppages in
1936 and 1957 do not geem to be relaterd
to the stoppage any more than to tiie model
changes which occurred shortly thereafter.
In fact, it looks as though the formatiem
of the Union-Manmagement Safetv Commit-
tec in 1939 had a major favorable effect un
accident {r y. The f{r y rate ifor
the two year period since April 1959 is 078
per million manhours of exposure.
XManagement actions — There were four
manufacturing superintendents during the
period on the chart—identified as A, B, C
and D. The frequency rate for each was:
A—347; B—120; C—3.13% and D—13523
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follow rules, it is impractical 10 expect
that workers will comply.

Generaily speaking—any rule that can
withstand an honest appraisal of its
worth is enforceable and is worthy of
respect. The comments made concerning
some of the shortcomings oi safety rules
are intended to point up some of the
gencral arcas of fault that coatribute to
workers having a lack of respect for them.
Consequently, if you are finding a general
disregard for your plant’s rules—may 1
suggest that you take a hard look at them
to see ii you £ind similar symptoms oi
weakness.

Another imporiant thing is to acquaint
emplovees with the nature of the rules
they are required to observe, in shori,
1hese guides 10 action must be sufficiently
publicized to make them part of the
“working knowledge™ of cvery employcec.

\While the educational approach will
1cad to the ebservance by a large segment
of the work force, uniortunately, there is
always a small minority that will insist
upon violating rules. Thus, wkere edu-
cation {iails, supervision must be prepared
to take proper disciplinary action.

I believe that the iollowing statement
—made by Emile ¥. du Pont of the Du
Pont Company—sums up the whole story
concerning eniorcement of safety rules.

*We believe strongly in u"m philoso-

phy of preventive safety er than
after-the-fact rrection. We place

dons, a ety consciousness is grad-
ually developed among the entire
work force.

This brings us to ihe all important prob-
lem of eniorcement znd discipline. Ii rules
are to be cnforced they must-—zs has been
said before—be clear and known by the em-
ployees. They must be fair and vndiscrimina-
tory—and they must be uniformly applied—
otherwise you may find them contested by
union representatives.

The need for acceptance of safety rules
by union representatives is mentioned be-
cause umder the terms of some labor-man-
agement contracts a company may find that
smproper rules can become a ba<is for the

N

nling of a grievance—or even urbitration
Two examples will illustrate this point.

A union local in Trenton, New Jersey,
fled 2 grievance against management’s new
inaugurated rule which requirzd 100 per cen:
compliance with an eve protection prograr:
The iollowing statement is taken directly
from a report that the union local made 10
its membership concerning the sutcome cf
action taken on the grievance:

*The 100% eye prolection prugrun — the
union aryued that many areas in the plang
did not require safety glu_ue Management
has a and have modified their prugram

The m.;s and jobs not required

parts cribs.

receiving dock: surage buliding. main_ stock

cnbs orerhr:d crane operators. stecl bay

area, parts checker, tool room

..xsles waste material disposal operalivns, car

washing activity and drivers not working in
production areas.”

“Managemcnt's unilateral prcmulgahon o] a
su[zry rulc presents an arbitrable griera
uestion brought against a com
b)‘ the Oll Chemical and_Atomic Work
Tmnion an arbitrator said. ““Th
which the umion chal-
ed, rec{mring all em oneea to wear hard
hau angd ards nr ny argued
that §t had the unquenioned unilateral right
to establishi reasonable safety regulations—
ch as those being challenged The union

review g7l

event that a job was des

in a manner with which the union

a.gree. The nrbnﬂtor held that althnugh the

employer ordinari has the right to de:e-

mine for itself rules for protection -

ployees there are circumsiances in which lhn
lenge the imposition of c=r-

and un
or a.neged violation of contract.”

While I do not wish to invade the subject
of discipline, thcre are a few precepts con-
czrning discipline that also may have a bear-
ing on the respect tendered to safety rules.
Briefly they are:

Firs!: Disciplinary acticn under some la-
‘bor-management contracts may be subject 10
arbitration. When such is the case—remem-
‘ber that an arbitrator may determine whether
there was just cause for the discipline, and
also whether it was overly severe.

Second: The burden is usually yours to
prove that vour rulings are proper—and that
the penzlty given wasn't too severe.

Third: Discipline and discharge are seri-
ous matters. Consequently, be sure to have
the answers to such questions as: “Did the
employee know he was nolzung 2 rule?"—
*“Was his violation intentional?” and “Were
previous violations condoned ™

Fourth: Discipline must be the same for
bargaining and non-bargaining employees.

From the foregoing discussion, three basic
principles emerge as being the hasis for
creating and maintaining respect for safety
rules. They are:

1. The rules themselves m not be a
fault

2. Employees mus: be educated concerning
the needs for the rules—and the benedits o
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be derived irom compliance with them.

3. When all else fails, enforcemen: and
discipline must be resorted to, but on an
equitable basis.

In summarizing this discussion, T would
like to stress that:

First—Safety rules are cssential o the
attainment of both production and safety
objectives.

Second—\Ways must be found to make
employees want to abide by safety rules.

Third—The rules must not be unrcason-
able or improper—7or if they are they won't
be respected or accepted by the workers—
and withcu: arcepiance they are doomed to
{ailure.

THE CONSTRUCTIVE USE OF DISCIPLINE IN
SAFETY VIOLATIONS

By STANDISH C. RIDDLE

Senior Safety Eng., Cleveland Foun & Engine Plants
Ford Motor Co., Cleveland, Ohio

On of the too many tlungs aggravating
the world situation today is the differem:
interpretations applied 0 identical words
by various persons or culiure:. I wam to
consider the term, “constructive discipline,”
with a common and single internrctation of
its meaning and implication.

First, let’s look to \Webster, who says,

“Construct (verb) 1. To pu: ‘c.gcJ':r the
parts of something. Te buiid. 2. To set in
order mentally, to arrange.

“Discipline—1. Training (to main). 2.
Punishment—(to punish). 3. Orderly Con-
duct. Synonyms are—~‘educate, teach, chas-
tise and correct.”” .

Seceond, let’'s toss out there words and
concepts : punishment, to pusisis cnd chastise.
They have no place in our philasophy. We
are not running penal institutions! We are
operating business organizaticns where we
are attempting to instruct cur employees
to perform their assigned duties 1o the best
of their ability and with tke least possible
hazard to themselves and their co-workers.

Third, now, let’'s look at what we have
left from \Webster's definitions:

1. To pu: 1osettier the parts of semet
To build

2. To se: i= order mentally.

3. To arrange.

4. To train.

5. Orderly ccnduct.

6. Educuic, :zach and correct.

Fourth, irom these concepts, let's cun-
struct our definition of “Constructive Jisci-
pline”—to arrcnge by cducating and cor-
recting to moli-c{{ our cmployees to conduct
themselies in an orc’trly Fashion, both wien-
tally end physiceily. .

What this means is that we must sirive
to reach the minds of our employees and
move them to conform to the standards of
conduct as represented in thke Ford Motor
Co. safe practices rule books. This is not
always an easy matter, for a man is not
a su'np]e crganism, like some of the lawer

ls. A man can be very complex.

He is what ke has lived. He is witat his
anccstors hove been.

Keeping this in mind, we must consider
that, just as no two individuals have identi-
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cal fingerprints, so too, no two individuzls
lave identical thinking processes. Because
this is true, we must remain very flexible
in handling this matter or discipline.

We must keep in mind that the old days
when a “sttaw boss™ kept order in his
acw by developing the hardest knuckles,
the biggest biceps and the loudest mouth,
are long gone. Possibly a few cases of
straw bosses also developing the widest
toothless grins might have had something
to do with this Sericusly, though, we do
not belicve that physical or severe mental
or emotional force has any real place in
today's application of corrective discpline
to industrial employees.

The concept of discipline at the Ford
Motor Co. is that it must be corrective.
This concept also dictates that only as much
corrective action be applied as is necessary
to result in the desired correction. In other
words, it is the expressed philosophy that
all personal ieelings be divorced from the
case and only the facts are to be considered
This is what we mean by the term, “con-
structive discipline.” Discipline that is com-
structive through reasomable and fair cor-
rection.

We do not rwean to imply by what we
have s2id up to this point that we do
pot want our supervisors to maintain eon-
trol over thar employees. To the con-
trary, it is insisted that they do. It is in-
sisted that they be firm. Point No. 6 of
the 14-point Ford Motor Co. Safery Pro-
gram states, “Aaintain firm plant discipline”
Please distinguish between firm and harsh
These two words are poles apart in our
philosophy.

Asamaﬂerox xac:.xfym:thmkof
it in the nght light, being firm and in-
sisting on strict adherence to the require-
ments of safery rules is actuwily being
ldndtoaaanployee.Bdngkindtohim
to the extent that you force him to avoid
having an accident. He may not appreciate
your kindness in applying corrective disci-
pline when it is merited. It is, peverthe-
less, kindness of the first water.

Speaking of the 14-point Ford Safety
Program, points No. 4 and 5 are also worthy
of note here. “Sell safety to the new em-
ployee,” and “Re-sell safety repeatedly.™ It
might appear that there is a discrepancy
of terms here Is there really a conflit
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between “selling” an idea and using “disci-
pline?” We think not. Remember what
Webster says? Discipline is education. Sell-
ing, too, is education Therefore, Selling
ir a form of discipline.

- Regardless of what we call it, or how
we define it, it means nothing unless it
is applied.

1 am reminded of 2 story I read some-
time ago in a magazine The story told
of a rather large company that had been
experiencing numercus serious accidents and
injuries to employees with an ever-increas-
ing frequency. According to the story, this
went on for several years (Hard to be-
lieve, but thar is the story.) Numerous
meetings to find causes and remcdn:s were
held bur always wound up with
saying that they hoped the “bad luck” would
make a turn for the good, soon.

Fimlly it got to the point that someone
at the top decided to bring the thing to
a head He called the managers of the
various departments together and told them
that it was up to them to find ways of
controlling the situation or he would find
someone who could Rather drastic but a
very effective form of discipline

It turmed out to be very constructive,
as well The top man's ultimatum fimally
made them realize that, far from their
nurming the organization, the organization
had actually been rumning them! Finally
jolted out of their false sense of job se-
curity, each manager passed the jok on
to his subordinate suvpervisors. Each man
was told to tender his resigpation right then
if he didn’t think he could stop his em-
ployees from injuring themselves.

“Wow! The bosses are really mad oow,”
they all thought, as they started scratching
heads in search of ideas. It didn't take
much scratching to come up with the idea
of opening the saicty rule books that for
$o0 many years had laid unopened in the
desk drawers. One after another got the
bright idea of starting to insist that the
rules must be adhered to.

There were no changes in normal work
procedures, no supervisors lost their jobs
The supervisors just started to supervise
within the framework which already ex-
isted in the organization. The foreman
started to be the “boss™ and exercised his
almost forgotten responsibility to discipline

employees who violated the rules. Acddents
feil off sharply and other benefits were also
realized. Morale was strikingly improved,
absentecism decreased and not too surpris-
ingly, there was also a significant increase
in productivity.

Let's go back again to Webster., Remem-
ber—he says that discipline also means “to
teach.™ Ford Motor Co. accepts this mean-
ing wholeheartedly and considers the teach-
ing and training of its employees to be one
of its most important functions Sure, we
realize that our prime function and reason
for existence is 10 serve our customers with
a top quality product at a price they are
willing to pay.

But, to do this we must have a framed,
disciplined work force, at all levels of the
organization. For the purpose of this dis-
cassion, however, we are considering only
how this policy affects our program to
prevent accidents, with particular emphasis
on the enforcement of safety rules.

In order for established safety rules to
have any i it is a prer that
the persons to whom they are to apply,
have a thorough knowledge of their con-
text and meaning. This is accomplished
through a very thorough system of train-
ing for both supervisors and hourly em-
ployees.

These training techniques take many
forms, and include:

1. A six months training period for new
supervisors.
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you have the idea that the Ford Motor
Co. has an excellent training program and
does a good job of educating its employees
on how to do a good job safely. We have
given our employees the knowledge, now
we must see to it that they use that knowl-
edge to the best advantage—to the advantage
that employees will not suffer accidents and
injury from someone's disregard of safe
practices cstablished and spelled out in the
rule books.

Let us take a quick lock at how “con-
structive discipline” of a progressive nature
works in cases which demonstrate the prin-
ciples we have been discussing.

First, consider a simple theoretical case.
Suppose . that one of the plant safety en-
gineers observed an employee working at
a machine while he was not wearing his
safety glasses, as is required oi all Ford
Aotor Co. employees. The safety engineer
contacted the employee’s foreman and ver-
baliy informed him that the employee was
exposing himself to the hazard of a po-
tential eye injury.

Thereupon the forermn, kmowing the em-
ployee has just returned from lunch and
merely has forgotten to put safety glasses
back on, approached the marn and reminded
him to do so. The man, being a cooperative
individual, did so, with thanks to the fore-
man for reminding him (7This man knows
which side of his bread has the butter).

This man required very little correction
since he realized that the eye protection
rulc was for his benefit Just a2 word of

2. Ome-hour weekly traini i
with required attendance by all supcn-nsors.

3. Frequent contacts between supervisors
and plant safety engineers.

4, Wide distribution of safety rule book-
lets, to both supervisors and hourly em-
ployees.

3. Requirement that all supervisors of
hourly employees hold weekly safety talks
with their employees.

6. Indoctrination program for new em-
ployees which requires that the supervisor
go over pertinent safety rules with the
new man to insurc he understands them.
A check sheet and card which the em-
ployee signs must be returned to the safety
office for cach new employee.

But that is enocugh of detail. I think

was all the discipline (motivating
education and correction) that was needed
in this case and that was all that was ap-
plied. Mission accomplished!

Let us row consider a little more com-
plicated and still theoretical case. Again,
the plant safety engineer reporied a worker,
not wearing the prescribed eye protection,
to his foreman. This individual was resent-
ful and expressed himseli fluently, indicat-
ing he did not want to comply with the
sule requiring him to wear safety glasses.

In this case the foreman realized that
positive action was necded to change this
individual’s thinking. The foreman, there-
fore, called the man intc the department
office and, explained to the employee that
the Ford Motor Co. safety rule requiring
all employees to wear approved types of
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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 ¢i 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 penaliy iz Imposed
rolely 10 obtain lmpro\emcm 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 in
the “constructive use of discipline in safety
-iolations.” 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-
off. 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 awarcmess 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 aisle 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 apother 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 wani! 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 “safeiy

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

Le foundry 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 thas,
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
1aking a bad spilL Such patterns of thought
can cause a man who, in the past, had been
guilty of lJeaving a guzrd off a tmachine,
to now pause to replace it upon completion
of his job. Development of such sofe work
habits can truly make a 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
n? 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 oi 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 a2 tendency to take 2 swing at
s jn return, in one way or ancther. It
is sur thinking at Ford that much more can
1w accomplished by Ia’admg a man cnto the
right road by con'ectmg }.15 errors in a

&G
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«-i accidenial injury. It is even more «
icb to discharge our moral responsibility ¢
Prev the misery to the e
;.loyee and his family 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 bro
vistas: *“constructive discipline.,” baserd
correction, not punishment.

It is a prime tenet ai psycholegy that
mman animal has 2 greater tendency to

constructive never-
theless, must be Arm xo 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 & 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, 1o train employees to perform
tnlays complex jobs. It costs money, a lo?
ol money, 1o have our emplayees suffer in-
Justrial injuries.

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

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

Not that we re.n to imply that apy
even ‘“‘constructive discipline” tn otr em™
ployees will be a pleasure to them. Rather,
«we should atiempt 1o remove as much cf
the pain as oossible from our corrective
tion to lcecen the tendency 13 forget
pleasant experiences. Fducate, teach, corr,
that's the ticke Punichment {nr pu
ment’s sake belnngs 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
nower-driven enuipment performing cold-
working of metal by progressively removing
metal in the form of chips. The National

iastion of Machine Tool Builders has
clasqﬁed some 200 types of machine tools
under five basic functions—tuming, boring.
milling, planing and grinding.

Authorities 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,




