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1. INTRODUCTION

The field of knowledge has always been characterised by lack of agreement; one man’s philosophy may be another man’s poison.  It is cheering to note that the one thing that the major quality gurus – Deming, Feigebaum, Ishikawa, Juran and Mesing agree on is that top management must be involved in the quality movement in order to make substantial improvement.  The same goes for safety management (taking into account that there is a synergy between safety, quality and environment).  Top management’s commitment to safety is important for the improvement of safety performance.  Research had also shown that companies with quality problems almost have safety and environmental problems as well (Dennis, 1997). The question is how do we get top management involved? To answer this question we will look at safety from an executive’s perspective.

Safety managers should be aware that executives are deeply engrossed in a number of activities. For example, Employment Equity, Affirmative Action, Business Process Re-engineering, Joint Ventures, Mergers and Acquisitions. They are also trying doubly hard to carve out the future organisation. The major challenge for executives today is not about predicting the organisation of the future; but it is creating an organisation that will thrive in the future that cannot be predicted.  It is of overpowering importance to realise that commitment from top management does not come through a magic wand, it is a skill which a safety manager has to master in order to play above the “hoop”.

In this paper we will discuss deadly landmines which safety managers must guard against in their endeavour to get top management’s commitment to safety.  On the other side of the coin, success determinants will also receive more emphasis.  Finally, the “fruits” of safety, namely: reduced costs; quality, energised employees and productivity will be discussed.

2. COMMITMENT

The Pocket Oxford Dictionary (Fowler and Fowler, 1996) defines commitment as “engagement or obligation”. If management is disengaged, safety will suffer.  It was Chester I. Barnard who once opined: “If we wish to increase the yield of grain in a certain field and on analysis it appears that the soil lacks potash, potash may be said to be the limiting factor”(Anderson, 1997). The same can be said about safety performance.  If a company wishes to improve safety performance, and on analysis it appears that there is lack of management commitment to safety, commitment may be said to be a limiting factor.

3. TOP DOWN APPROACH

Whether you have been on a hundred journeys with executives, or you are a first time traveller, you and your team need a common understanding when the terrain will look like when you embark on a process of involving top management to your safety activities. You must outline the territory, signpost the terrain, in order to become familiar with the landscape of top management.

Whenever people talk about management styles there is a tendency among people to refer you to the Japanese. People have a predilection for the Japanese management style.  You will often hear people lauding the Japanese for their bottom up approach.  The question is, did Deming succeed in Japan with a bottom up approach when he sold quality to the Japanese? The answer is certainly no.  He had to talk to top management to get their buy-in. James Harrington (1998) further enhanced this: “If you want to sweep the stirs you do not start from the bottom and walk your way up, you start from the top”.   If you want to get the buy-in of top management, you must always start from the top.

Getting the buy-in of top management to safety is not a new thing. When Jesus and his disciples were nearly swamped by the storm, his disciples started from the top by requesting Jesus to intervene.  The approach employed by His disciples was so appealing that it compelled Jesus to rebuke the storm: “peace be still”.  In Spoornet we have succeeded in employing the “peace be still” approach to safety management, where management is not only committed to safety, but also involved.   Commitment without involvement is tantamount to theory without practice. As J.R. Kidd aptly put it: “Theory without practice is empty and practice without theory is blind”(Germain et al, 1998).

4. DEADLY LANDMINES

The following are deadly landmines, which have to be avoided at all costs by safety managers:

· “HANGING CREPE”

The concept “hanging crepe” comes from the medical profession. When a doctor “hangs crepe” he paints the worst picture to the patient.  If things turn out better than predicted, the physician is a hero and the patient is grateful. This is known in the profession as “hanging crepe”(Dossey, 1997).

When a safety manager “hangs crepe” he paints the worst picture to management about safety performance in the company.  If things turn out the way he predicts, he is wise and a prophet, if things turn out better, he is a hero and he expects management to be grateful. Safety managers should avoid “hanging crepe” in order to get top management support. A number of safety managers dropped out of favour from their management because of “hanging crepe”.

· LACK OF A  SAFETY MANAGEMENT SYSTEM
A safety management system is defined as “a formal framework for integrating safety into day to day company operations and includes safety goals and performance targets, risk assessments, responsibilities and authorities, rules and procedures, and monitoring and evaluation process”(Transport Canada, 2000).

Selling safety to top management without a safety management system is like playing tennis with a net down.  A safety management system is a tool, which enables companies to demonstrate – in a concrete and visible manner their commitment to safety.  How can management expend their time and other resources without a safety management system? A management system is a road map to get management commitment.

· “ FILE DRAWER EFFECT”
The “file drawer effect” is a situation in which safety managers report only positive results and disregard neutral and adverse ones. Simply put, the safety manager “skims off the top” picks only cases that conform to his expectations and preconceived ideas.  The relationship of trust between a safety manager and top management is very critical. Once this relationship breaks down, management will in the future be reluctant to cherish the integrity of information coming from the safety manager.

Honesty is the best policy when it comes to getting the buy – in from your executives. The managers who practice the “file drawer effect” want positive strokes from top management, but once your management realises that they have been misled your credibility as a safety manager will be at stake.  It takes time to build one’s reputation, but it takes a very short time to destroy a good name.

· “THE PATHLESS PATH SYNDROME”

The “pathless path syndrome” is a situation whereby a safety manager fails to provide answers to questions posed by management.

Gertrude Stein in her famous book titled The Pathless Path (1989) once expressed the “Pathless Path Syndrome”:

- “There is no answer

- There never has been an answer

- There never will be an answer

- That’s the answer”

Management always wants to know the status of safety in the company. For example, accident trends analysis, the root causes of accidents and what is being done to address deviations.  Safety managers should be in a position to provide answers to top management. Failure to provide answers to top management will render a safety manager’s role meaningless.  
5. SUCCESS FACTORS

To get the commitment of top management to safety is not a sprint, but a marathon. Safety managers should give the following dozen success factors.  While it would be nice to have a shorter list, the reality is that all these are quite important in order to get management buy-in to safety.

Let us discuss some of these success factors in detail.

· SAFETY MANAGEMENT SYSTEM

A safety manager must demonstrate to top management that he shall implement and maintain a safety management system that includes, at the minimum the following components:

(a) the safety policy;

(b) annual safety plan, annual safety performance and the associated safety initiative to achieve the targets;

(c) clear authorities, responsibilities and accountabilities for safety at all levels in the company;

(d) a system for involving employees and their representatives in the development and implementation of the company’s safety management system;

(e) systems for identifying applicable safety regulations, rules standards and notices, and the procedure for demonstrating compliance with them;

(f) risk management process;

(g) risk control strategies;

(h) systems for accident/incident reporting, investigations analysis and corrective actions;

(i) systems for ensuring that employees involved in safety critical work are subjected to:

· personnel selection and placement

· worker competence (skills, training and supervision)

· physical/mental fitness

· drug/alcohol control

· literacy and language skills

(j) procedures for the collection and analysis of data for assessing safety

(k) performance and safety performance analysis of the company;

(l) procedures for periodic internal safety audits, reviews by management, monitoring and 

(m) evaluation of the safety management system;

(n) systems for monitoring management – approved corrective actions resulting from the systems and processes required under paragraph (e) to (k);

(o) consolidated documentation describing the systems for each component of safety 

      Management system

The above components form the bedrock of the Spoornet management system.

· INTELLECTUAL AND EMOTIONAL RECOGNITION
If we claim that people are our greatest assets, we must treat them with emotional and intellectual recognition in decision-making processes. When people feel recognised for their intellectual and emotional worth, they demonstrate a willingness to act a new role demanded of them. Safety managers should also recognise their top management intellectually and emotionally.

If you want top management to support your safety initiatives, you have to make them realise that their knowledge and expertise are valued and worthwhile. People fundamentally do not accept but reject when others pay no respect to their intellectual worth.

Schmidt and Finnigan offer the following seven principles for recognition and rewards (1992,p255):

1. Place emphasis on success rather than failure;

2. Deliver recognition in an open and publicised way;

3. Deliver recognition in a personal and honest manner that is appropriate to management;

4. Tailor recognition and reward to the unique needs of people involved;

5. Pay attention to timing;

6. Strive for a clean, unambiguous, as well as – communicated “line of sight” between achievement and reward;

7. Above all, recognise recognition, that is, recognise the people who recognise others for doing what is best for safety.

· MEASUREMENTS

What gets measured gets done – Management proverb. The question is why do we measure? We measure to persuade senior management to make the first leap of commitment and to maintain that commitment.

Top management is looking for safety initiatives, with a positive impact upon the organisation’s total performance.  They want any initiative that they are going to approve and invest their time in to effect five key measures, which are:

· Return on Assets (ROA) – Changes in this measurement indicates how an individual program impacts profitability.

· Value Added per Employee (VAE) – Changes in this measurement reflect how individual program impacts productivity.

· Economic Value Added (EVA) – Changes in this measurement reflect how shareholder’s value is created or destroyed by management

EVA has been an economic toolkit for more than 200 hundred years (Ehrbar, 1998). Simply put, EVA is measure of corporate performance that differs from most others by including a charge against profit for the cost of all the capital a company employs. For example an accident, which results in the destruction of assets, is a value destroyer and may lead into negative EVA.

· Frequency Rate and Severity Rate – Changes in this measurement reflect lost time due to injuries. It is also valuable to track FR for medical aid injuries and first aid injuries.

If we are going to get management support, we need to demonstrate to them how improving safety will have a bigger impact upon these five measurements.

· EMOTIONAL INTELLIGENCE

According to Goleman (1998) Emotional Intelligence refers to the capacity of recognising our own feelings and those of others, to motivate ourselves, and to manage emotions well in our relationship.

Safety managers should employ Emotional Intelligence when addressing their top management. The lack of Emotional Intelligence on the part of a safety manager may alienate top management from supporting his safety initiatives. A philosopher called Isaiah Berlin drew a line of separation between “hedgehogs and foxes” among human population. Hedgehogs move people around like pieces on the chessboard without taking their feelings into account. On the other side of the coin, Foxes take the individual needs of people into account. We definitely need safety “foxes” not safety “hedgehogs” (Sunter, 1999).

6. HOW SHOULD TOP MANAGEMENT LEAD

There is an acute need for leadership in safety management. It is a truism that safety is over-managed and underled. Leading skills are different from managing skills.  Managing involves planning, organising, controlling and doing. Leading involves visioning, aligning, empowering others and constancy of purpose (Mathebula, 2000).

Research and practice had shown that there are five activities that leaders must engage in (Neuschel, 1998).

· Show the way

The leader must be involved in shaping and articulating the safety mission of the organisation. He must articulate it clearly and convincingly and inspiringly, identify the ongoing tasks necessary to achieve the mission, and discipline the organisation to always concentrate on those tasks. Leaders should know that safety cannot be assumed, but it must be displayed. They must be torchbearers of safety performance (Mathebula, 1999).

· Motivating the organisation
Leaders must generate excitement i.e. “turn people on”. This was further enhanced by Tom Peters “programs fail because of systems without passion or passion without systems”.

· Being the ambassador
The leader must represent his people and must be beyond blemish. He must bring joy and pride to his people. When things go wrong he must take collective responsibility.

· Coping with the strategic

He needs to be conceptual and imaginative, coupling his vision with action and pragmatism.  Develop strategic goals, which incorporates safety goals and objectives.

· Developing new leaders

He must ensure that people are coached and counselled.  He must provide them with resources to do the work.

David Goode, Chief Executive Officer of Norfolk Southern Corporation believes that six leadership characteristics have been most critical in his own career.

1. Generating loyalty in one’s followers;

2. Making a total commitment to the company;

3. Being, and being perceived to be, completely fair;

4. Demonstrating great trust in your managers;

5. Developing an in-depth understanding of the business and the capacity to use that knowledge and experience in making the right choices;

6. Emphasising that it is important never to be a “phony”.

Smith and Kelly (1997) argue that a leader must have credibility. Credibility they argue is based on six dimensions:

· Conviction

· Character

· Care

· Courage

· Composure

· Competence 

7. SPOORNET BUSINESS OBJECTIVES 2002

	BUSINESS OBJECTIVE
	MEASURE

	Safety
	· Reportable per 200 000, Hours

· Lost Days Case Rate

	Customer Focus
	· Customer satisfaction index (year end)

· Service Delivery index

	Operating Performance
	· Return on Assets

· Operating Ratio

	Financial Performance
	· Net income

· Cash Contribution


“Spoornet is a leader in providing profitable freight logistic solutions”.  It would be impossible to realise the above vision without making safety a business objective.

At Spoornet safety is one of the business objectives.  It is not enough to say, “safety is important to our company” if you do not make safety one of your business objectives.  Management must ensure that safety becomes one of their business objectives along with other business objectives. Once you make safety your business objectives top management will be compelled to expend their efforts on safety. We have reached a stage in life where safety must become a condition of employment. If top management does not make safety a condition of employment employees will make it an option.

“HOW WE DO IT”

It is important that safety is demonstrated not assumed. At Spoornet safety is always the first item on top management’s agenda. Safety specialists are invited to give presentations on their safety activities twice per month to top management during the “safety hour”. The presentation range from safety, health and environmental issues. Top management strictly monitors safety action plans for the collective good of safety performance in the company.  

The four E’s

The following are the four E’s employed within Spoornet:

· Education – safety bulletin boards, safety talks and posters

· Enforcement – safety audits and inspection

· Engineering – cut the trees and install the gates

· Elimination – do away with level crossings if possible.  

Active participation by organised labour

Social responsibility goals are increasingly becoming important. Health, safety and the environment have emerged as important goals for many organisations. Today, corporate citizenship is a mainstream corporate issue that has permeated the boardroom and the shop floor. Management and organised labour have to partner for the common good of safety. There is a strong partnership between management and organised labour in Spoornet to deal with health, safety and the environment.

Three Levels of Safety

· Mandatory safety – the enforcement of rules and safe working procedures

· Team safety – participative safety (workers care about each other)

·  Employees believe in the company safety processes - safety is the right thing to do.

The three levels are the basic safety levels for Spoornet. As a company, we do not want to legislate common sense.

Benefits of the “peace be still” approach for Spoornet

The safety approach we employed paid us some wonderful dividends. For example SPADs (Signal Passed at Danger) is a thorny problem all over the world. Our record shows that in 1996 we had 286 SPADs and last year we recorded 39 SPADs. What an improvement! 

8. THE “FRUITS OF SAFETY”

Safety is good business.  Any business has income as well as losses.  The direct costs of an incident include

· Capital costs: replacing damaged assets as well as clean up costs

· Operating costs: lost production time due to injury

The following are hidden costs. 

· Investigation of incidents

· Education and training

· Legal representation

· Reporting, monitoring and attending hearings

· Selecting new employees

A number of companies are trying doubly hard to trim down their costs.  Successful companies make safety stewardship the responsibility of each employee in their organisation, from the CEO to the shopfloor worker.  Once employee are energised and management is totally committed to safety, productivity, quality and EVA will automatically improve. In addition, the other company objectives will also be realised namely, customer focus, operating performance and financial performance.

9. CONCLUSION

In conclusion, let me borrow language from Norman Vincent Pearle,  “Become a possibilitarian. No matter how dark things seem to be or actually are, raise your sights and see possibilities – always see them, for the’re always there” (Anderson, 1997).

It is up to a safety manager to affirm big and think big in order for big things to happen, i.e. top management’s commitment to safety.  This dream can only become true if we have the courage to pursue it.

Personal commitment is not situational.  If you want the support of your top management, you must work towards that goal, regardless of whether others are helping.  Use the techniques we’ve provided.
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