


OSHA inspection or unannounced

inspection from outside consultants.

Yeager, a union contractor, found that

what turned out to be “tremendously

successful was to establish a craft trades-

men safety committee. This got the

workers involved in the process.

“They finally understood that we were

more concerned about them than our

insurance rating” Yeager says. “This has

been our main theme, that we care about

you, your ability to be productive and

take a respectable paycheck home, which

you can’t do if you are injured.”

Circle B’s safety success, Yeager says,

“came through our making a major cul-

tural change. Controller Scott Kline

reports that in six months recordable acci-

dents dropped from 26 to 15, on a pay- fill from a scaffold resulting in a serious

roll of 160 people, and the EMR rating injury was what galvanized President

went from 1.06 to 0.84. But the real Mike Boyd to bring in expertise from the

dynamics came in the change in attitude outside to implement a safety program.

from safety as a cost or drag on produc- He hired as safety director John Dusch,

tivity, to being a primary and integral who had a background in safety for a

aspect of productivity cement company and the Coast Guard.

“There have been wonderful side bene-

fits to the program,” Yeager says. “It’s per-

meated everybody’s attitude. People

know management cares about them,

and they cafe about each other. The result

is improved communication and pro-

ductivity across the board.”

Hired in August 1998, Dusch says, “The

key is the middle management foremen

and supervisors, for they spend the

biggest amounts of time with the men

working in the field, and they have to be

made to realize how important they are.”

Incentives Work

Change of attitude was also the key dri-

ver for safety improvement at MKB

Construction Inc., Phoenix. A worker’s

Dusch says it was a big job, and it took

about six months before he began to see

a big turnaround. “These guys have been

in the field for so long, they think they

don’t need this or that, and injuries are a

part of doing business.” One of Dusch’s
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tasks was to show them that they didn’t

have any choice about it. Ultimately, it

took only a single reprimand, done in

private—but word got around quickly

With 40 jobs going on at any one time,

the challenge was to establish a sense of

consistency so that safety procedures pro-

ceeded from one job to the next, and are

an integral part of each job. Dusch likens

his job to that of a football coach, to cre-

ate a team effort regarding safety, and to

constantly drill the message, breaking it

down to simple tasks that the personnel

can incorporate into their daily routines.

For every 500 accident- and injury-free

hours, a worker gets a sticker for his hard

hat. When he receives five stickers, he is

given a company hard hat. Dusch

believes it is as important to give recog- as stepping stones up the company lad-

nition for what employees do right in der. Consequently, there’s a waiting line

terms of safety, and not just for what they of employees who want to take the cours-
do wrong. He is not a believer in mone- es. MKB’s accident incident rate dropped
tary incentives, however. from 67 in 1998 to 49 in 1999.

“The programs I’ve seen that work with

monetary incentives work for all the

wrong reasons,” he says. “People want to

win a prize. But we want to change atti-

tudes.”

“There’s been a much more positive atti-

tude, and this hasn’t hurt productivity,”

Dusch says. “In fact the result has been a

raising both the level and quality of pro-

ductivity Workers who take pride in their

safety take pride in their work”
Though the company has tool box talks

and management leadership training, a

variation is after-work classes in topics

such as CPR and first aid, lift certification

and driver’s training, as well as welding

and blueprint reading, with safety fea-

tures built. The classes are entirely volun-

teer, but are recognized by management

Accident Investigation

Obviously, nobody wants accidents to

happen, and this is the purpose of safe-

ty programs. But construction sites are

dangerous, and accidents do happen.

When they do, it’s important to have
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good investigation procedures in place.

One good reason for this is, quite sim-

ply, accident prevention, to make sure a

similar accident doesn’t happen again.

Richard Ziebell, product development

manager for the Neenah, Wis.-based J.J.

Keller, Inc., which produces accident

investigation kits, reports that for every

serious accident, there are 10 minor

injuries, 30 incidents of property damage,

and 600 near misses.

Actually the near misses provide the most

fruitful form of investigation, for they can

lead to the prevention of an actual acci-

dent. Near misses as well as dangerous sit-

uations should be written up and

reviewed by middle and top manage-

ment, with recommendations for change

and means of implementing these

changes with the same seriousness as are

actual accidents. Again, it’s the commit-

ment from the top that will lead to an

actual prevention of an accident, as

opposed to a mere,“Whew, that was a

close one!’

In terms of accident investigation prepa-

ration, Ziebell recommends having a kit

that will include such items as a camera

with live film, yellow barricade tape, a

flashlight with batteries, graph paper and

pencils for quick sketches, warning signs,

tape measures, rubber gloves, sample

containers with labels, plus witness state-

ment forms along with sample interview

questions.

The companies that do the
most effective inves-

t igations

usually have more than

one investigator. Usually

the jobsite foreman or

superintendent is the key

person. But personnel

from the safety commit-

tee or even different

departments can also do

their own investigation,

with a third party in

upper management to

review both reports, then

explore further if there are

discrepancies.

�If you have a
serious accident

and don�t
bring in an

outside
investigator,
you�re being

foolish.�

There are three sets of people to be inter-

viewed after an accident: the victim, eye-

witnesses, and co-workers or even friends

or family who may not have been on the

site but who can provide an insight into

the victim’s state of mind at the time prior

to the accident.

Ziebell says witnesses should be asked

open-ended as opposed to suggestive or

leading questions. “Don’t ask if you saw

oil on the ground, for the oil may or may

not have been a hazard in that situation

or a cause of that particular accident. Ask

instead if you saw anything unusual.”

And a good investigator should not be

quick to blame the employee. All too

often accident reports place the cause on

“employee carelessness.” But the employ-

ee may not be to blame at all.

To determine what really happened, it is

important to distinguish between imme-

diate and root causes.

Immediate causes are those conditions

that are obviously related to an accident,

but are not necessarily the reason the

accident occurred. By looking no fur-

ther than the immediate cause, it is easy

to lay the blame for many accidents on

employees. However, deficiencies in

company policy and procedure, faulty

or poorly designed equipment or lapses

in company training programs are often

at the root of accidents. Though accident

investigation will uncover such underly-

ing causes, you need to report everything

in order for change to occur.

Immediate causes, then, make the acci-

dents happen.

Root causes are the underlying condi-

tions that make the immediate causes

possible. When you identify the root

cause, you can make changes to prevent

the occurrence of the immediate causes.

Here’s a concrete example provided by

the course materials of “Accident Inves-

tigation In The Workplace,” provided by

J.J. Keller, Inc.:

“A painter is working from the 20-foot

top section of a 40-foot extension lad-

der, using it as a single ladder. He is stand-

ing on the fourth rung from the top.

While reaching out to make the last few

strokes with his brush, he loses his bal-

ance and falls 10 feet, landing on a stack

of boxes—product temporarily left there

to be shelved elsewhere.”

The boldface statements below indicate
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85 percent
of accidents
involve the

human
factor of
behavior.

the immediate causes of the accidents.

But lines in italicized type prompt you to

consider the root causes. Note how the

root cause points to company policy or

procedures that should be addressed and

how the root causes are masked by the

immediate causes.

Improper placement of the ladder.
Training records show that this employee

was not properly mined in the use of exten-

sion ladders prior to conducting the job.

Tie off rope was missing. Maintenance

records do not show a recent inspection of the

ladders for proper warning labels and safe-

ty devices, such as ropes or safety shoes for the

base of ladders.

Disorderly storage beneath ladder.
Supervisor did not clearly communicate the

existence of the product and the need to

move it to the proper location.

The Outside Investigator

While the property damage, the minor

injuries and the near misses can general-

ly be investigated internally, any con-

struction accident that involves serious or

multiple injuries necessitates bringing in

an outside independent investigator, says

Joseph Kinney president of National Safe

Workplace Institute, Charlotte, N.C.

“If you have a serious accident and don’t

bring in an outside investigator, you’re

being foolish,” Kinney says, “because

there will be an investigation by OSHA,

and there can be a lawsuit.” OSHA inves-

tigations are not admissible in court, Kin-

ney adds. Nor are the police required to

release their reports.

“We know that 85 percent of accidents

involve the human factor of behavior,”

Kinney says, explaining that this further

points out the need for an expert objec-

tive investigator. Cost should not be a

consideration in a situation like this, for,

as he says, insurance studies reveal

that a serious accident in which

the employees. “Management has to

regain the confidence of employees, to

show that they really care,” Kinney says.

“Employees need to know what hap-

pened, as well as the measures the com-
pany has taken to make sure it doesn’t

happen again.”

The same candor should extend to the

courtroom, Kinney says. “This is where

defense lawyers often go astray,” he
explains. “These lawyers are concerned

about the law, but juries usually take a

common sense approach. If the com-

pany did an internal investigation, espe-

cially a sloppy one, or none at all, the

plaintiff's lawyer will make it appear that

the company doesn’t care about its

employees.”

But what if the outside investiga-

tion shows that the company

really was at fault?

Here too, Kin-

ney’s position

is that the

truth is going to

four or more people are

injured will cost at least

$100,000, a typical law-

suit will start at $1

million, while a good

investigator will cost

less than $10,000.

But, if you go to an outside inves-

tigator, aren't you giving away control,

and so increasing your liability!

come out sooner or

later, so you’ll have a

better chance of winning

a jury’s sympathy and mini-

Kinney's says there are ways to minimize

liability The first thing to do is have the

investigator’s report delivered to your

lawyer. This ensures confidentiality. It may

prevent or delay an OSHA citation. Don’t

talk to the press until the facts are in. If

equipment is involved in the accident,

document this by writing the manufac-

turer. The outside investigation also can

provide objective evidence that may help

you in court—a good internal investiga-

tion can easily be perceived as self-serving.

Once a good investigation is completed,

it is critical that the top executives debrief

mizing damages by coming out and

admitting it.

“Juries respond to a company who will

say something along the lines of, ‘We

were under pressure, did too much over-

time and just screwed up,“’ Kinney

maintains. He adds that he can provide

names of good investigators in your

area.
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