Successful Mishap Prevention





The purpose of this pamphlet is to help supervisors discharge their safety management responsibilities which will in turn reduce the frequency and severity of both on and off duty mishaps.
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Those Who Dare to Lead


Must Never Cease to Learn�
Preamble





Success in mishap prevention is not easy.  It requires the same kind of persistent effort that is required in any worthwhile endeavor.





A supervisor's sincerity in mishap prevention must be combined with a working knowledge of the fundamentals of mishap prevention before mishaps can be successfully controlled.  The suggestions offered here are intended to help the supervisor achieve both management and safety goals.





Supervision is the act of controlling the performance of others for the purpose of achieving an established goal.  At one time, the supervisor's job was just to get the job accomplished.  Today the supervisor's responsibilities include maintaining a harmonious and safe relationship with all other workers.





The supervisor is expected to know mishap prevention techniques and maintain an active interest even at times when individuals seem to show a lack of concern for their own safety.





The supervisor is expected to recognize faulty performance, unusual occurrences or substandard conditions that interfere with the mission or may generate mishaps.





The supervisor is expected to recognize the development of a poor attitude or other mental disturbance that might effect one's work.





The supervisor is expected to be mindful of the fact that faulty performances will result in injuries are the same faulty performances that are already recognized as waste, such as:  


	- improper handling of materials and equipment


	- improper operation of equipment


	- deviation from established standards


	- lack of knowledge or indifference by the worker





The supervisor who hopes to maintain high operating efficiency must accept mishap prevention as an integral part of daily operations and make use of the fact that mishaps are the result of faulty performances.�
Safety Salesmanship





Even after the Air Force has provided a good working environment, safe equipment, effective mechanical guards, safety apparel, and safety standards--people must be convinced to conduct themselves in a safe and sane manner.  They must be persuaded not to take chances and to cultivate safe working habits.





Frequently, the remark heard is to be successful in mishap prevention, the individual has to be sold.  this is true;  the supervisor who develops selling ability will enjoy substantial improvement in work center safety and operating efficiency.





So the second step for the supervisor is to take a few tips from good salesmanship for a successful operation.





Salesmanship and good supervision are very similar.  Controlling worker performance is accomplished not by direct orders, commands, or threats but by persuasion, appeal, and leadership.





Just as a good salesman knows his product, a good supervisor must be prepared to talk about his responsibilities, duties, and the values involved and ready to answer convincingly the questions and doubts of the work force.





In the prevention of mishaps, the supervisor must have a working knowledge of basic management principles that have proven acceptable and practical to all kinds and types of work.





The good supervisor always has these facts in mind:





a.  Mishaps just don't happen.  Every mishap is the result of a sequence of factors.  The mishap itself is one of these factors.





b.  Every mishap that has occurred and every one that will occur in the future are the direct cause of either an unsafe act of a person or the existence of a physical or mechanical hazard.





c.  A person does not always become directly involved in a mishap or injury every time something is done wrong.  Nor will the individual be injured every time there is exposure to a mechanical or physical hazard.





d.  When a mishap does occur, injury severity is uncertain and unpredictable.





e.  The reason why a person acts in an unsafe manner or why an unsafe condition is allowed to exist usually will  provide a good guide to the selection of effective, realistic, corrective measures.





f.  The methods of mishap prevention are similar to the methods required for controlling any well-managed production process.





g.  Every on-duty mishap is a supervisory failure and could have been prevented by good management actions.





�
Knowing the Causes of Mishaps





Knowing your people and the work process is not enough.  The supervisor also must have knowledge of the probable causes of mishaps.





To know the causes of past mishaps that have occurred within the work center should not be difficult for any supervisor.  By their job knowledge, the supervisors should be prepared to recognize cause factors, especially those that are most likely to result in any type injury of losses of other types/kinds, if permitted to exist.





The supervisor should thoroughly investigate and analyze every mishap that occurs in the work center to determine:





a.  If an unsatisfactory work performance or physical condition not previously recognized is inherently unsafe.





b.  If violations of established technical data, safety rule or directive have occurred.





c.  A performance that is contrary to the approved method for which no specific safety standard has been established.





d.  A performance that repeats causes of previous mishaps.





An understanding of those facts will help the supervisor in selecting the proper corrective action by the issuance of new or different instructions, checking and rechecking, and taking actions to revise existing requirements.





Job Analysis





In addition to finding or recognizing the cause factors for the mishap that has already occurred, the immediate supervisor, as well as the second-line supervisor,  should look for cause factors that can and will generate mishaps if allowed to go undetected or corrected.  Each supervisor should periodically and thoroughly analyze each work position to anticipate and eliminate potentially unsafe acts or conditions.





The supervisor who anticipates mishaps takes a great step forward in mishap prevention.  �
Human Touch





The supervisor has to develop the human touch in order to be successful.  How to influence workers, how to persuade them, how to convince them to adhere to accepted safe practices are the marks of an accomplished supervisor.





Every supervisor has an excellent opportunity of helping himself/herself if each will try to discover answers to the reason(s) a worker fails to follow instructions when violations are identified.





Frequently, the reason given for an unsafe act is the individual was tired and didn't think.  Fatigue could be the result of poor lighting, glare, lack of contrast, awkward movement, monotony of work or even an uncomfortable position.





If the worker expresses a "don't care" attitude, it may be the result of discomfort from cold, heat, of drafts.  It may even come from a feeling that the supervisor has failed to show a personal interest in the individual.





Workers can become annoyed from noise or other distractions and then unintentionally do things that are wrong.





There will be times the supervisor will find the reason for an unsafe act is the result of physical conditions.  For example, a mishap most likely would not have occurred of controls were located to eliminate awkward or hazardous positions of the worker, adequate clearance was allowed for equipment operation, machine controls were located within reach, and material was accessible when needed.





Approaching the problem in this manner, the supervisor establishes a sense of fairness in the minds of hid/her workers.  This procedure is called human engineering--the work situation in which man and machine efficiency are at a maximum.�
Talking to People





Supervisors who talk to their people will find many advantages for themselves in their effort to direct people.





They get to know attitudes.





It improves their ability to give instructions.





The supervisor has the opportunity to show appreciation for individual opinion.





The supervisor gains experience in getting people to work together.





The  supervisors will build their own enthusiasm which is important if they hope to convince others.





The supervisor is able to analyze and evaluate problems and to offer solutions before they become items of major concern.





The supervisor has the opportunity to tactfully guide the workers' attention to the proper method of doing the job.





Talking to people has been proven to be the most effective way of gaining instruction, and the supervisor will seek ways to improve this approach.  It should be remembered that there are different types of people, which means the approach must be modified to reach all workers.  People usually fall into four general types of categories: 





1.  Those who ask questions, not just for the sake of an argument.  They show cooperative attitudes, are interested, and want to have a better understanding of why things have to be done a certain way.





2.  Those who are argumentative to the point of being antagonistic.  They argue not for the purpose of clarifying a point but rather in an attempt to frustrate the supervisor.





3.  Those who are insecure.  they lack initiative or confidence in themselves.  They want everything spelled out for them with instructions in detail.  The supervisor cannot assume that this type or person will exercise care in an emergency situation.





4.  Those who are sincere, dependable, and conscientious.  They need only general, not detailed, instructions and take pride in their ability to work things out.�
A Way To Show Interest





The following step-by-step procedure may be helpful to the supervisor in establishing a program for making personal contacts with his/her work force:





a.  Know the unsafe work practices that have caused past mishaps.  If necessary, getting the information from the unit safety activity.





b.  Select causes that are most likely to be repeated and which represent conditions that would most likely result in injury or damage if allowed to exist.





c.  Add to the list of those unsafe practices or habits that past experience indicates what would most likely develop whether or not mishaps actually occurred in the perviously identified group.





d.  Make known to the workers probable causes of mishaps, with an explanation as to why they were selected.  Show your workers that a good work habit is just as easy to develop as an unsafe one.





e.  Give the workers an opportunity to explain why they think a job would be done another way.  Letting the individual talk will often give the supervisor the underlying cause of improper performances of unsafe acts.





f.  Achieve workers confidence to establish the point that a supervisor wants them to work "smarter" not harder.  Confidence in the supervisor will increase when it is found that the supervisor is not anxious to prove the worker is incorrect and the supervisor is willing to listen to possible errors in supervisory opinion.





g.  Follow up on any failure to adhere to established safety standards/requirements.





h.  Talk with the individual involved in a violation to show that observed violations will not be ignored.  It is at this point the supervisor has the opportunity to display his supervisory qualifications since there is no way to guarantee the person committing an unsafe act can be permanently cured.  Approached to resolve the problem open to supervisors may include some form of discipline.





I.  Do not forget that every individual responds to a number of motivating forces, such as ambition, desire for recognition, security, participation, promotion, and pride of accomplishment.





j.  Give the individual an opportunity to explain why he/she continued something that was obviously unsafe or wrong.  Make the individual concerned for their own safety and they will usually want to cooperate.





k.  Show the worker how the incorrect method may create a mishap and how it will effect them and their co-workers personally.





l.  Talk to an errant worker:  take the opportunity to compliment the worker's previous performance.  They won't be convinced of anything if they are angry.  Don't let the worker develop a negative attitude:  "What's the use, nobody cares how many things you do right."





m.  Do not limit talks to observed violations of work practices.  Try to talk to at least two persons a day about their personal safety  Show the work force a sincere, personal concern-- that you are expressing your own thoughts and not merely carrying out instructions.





n.  Let the work force discuss the value of safe procedures.  Suggestions offered should be used if possible;  if they can't be used, an explanation is in order.





o.  Emphasize instances of the Air Force's interest in individual welfare during standup safety talks.





p.  Show what the Air Force has done to make the job easier and safer for the individual.





q.  Find out what prevents total job satisfaction.





r.  Give clear instructions.  The good supervisor will know in advance the usual objections and how to cope with them.





s.  Point out that the individual will lessen the event of an injury, when discussing mishaps with the work force.





	(1)  A probable loss of opportunity for promotion.





	(2)  The inability to provide for self and dependents.





	(3)  The inability, due to physical deficiencies, to enjoy personal hobbies, sports, 	       etc.





	(4)  The physical pain, trauma to family, and interference with the plans of 		       others.





t.  Create within the workers an attitude that will inspire them to ask "How can we help?"  For mishap prevention, encourage suggestions from the work force.�
Summary





Good supervisors will be successful in preventing mishaps if they will:





a.  Realize mishap prevention is essential for advancement in the art of supervision.





b.  Have the self-confidence in their ability to use that basic knowledge in a practical manner.





c.  Keep in mind all people are different and take different approaches to changing attitudes.





d.  Constantly display interest and enthusiasm to build a worker's confidence.





e.  Know mishaps can be prevented be a "can do" attitude.





"SAFETY IS NOT A SEPARATE SKILL -- 


IT IS THE RESULT OF APPLYING MANY SKILLS"
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