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Seminar Objectives

* Recognize continuous improvement strategies
for a SHMS system.

* Identify strategies to increase management
commitment using continuous improvement
methods.

* Identify strategies to increase employee
involvement using continuous improvement
methods.




Why do this?

* Why improve your safety and health
management system?
— It’s the right thing to do
— Legal obligation
— It pays

Safety Pays

otectWorkers...
PavYourself
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$7,000!
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m On average, a worker injury with NO lost time costs $7,000.

m Workplace injuries are preventable. A safety and health

management system is your best defense.

® To “Protect Your Workers & Pay Yourself” contact MIOSHA's

m Phone: 517.322.1809 u Toll-free: 800.866.4674
m Web: www.michigan.gov/cet

LARA is an equal opportunity employer/program. Auxiliary aids, senices and other reasonable accommodations are
‘available upon request to individuals with disabiiiies. 10,000 copies printed at a cost of $000 or $0.00 per copy
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pays!

Protect Workers. . .Pay Yourself

For every $1 invested in = The National Safety Council estimates a worker injury
workplace safety and health. . . with NO lost-time costs $7,000 an average.
employers see a $4 to $6 return = Acompany must sell extra product to cover the accident
casts.
* For example, if a company has an accident that costs
Bottom Line Benefits $5,000 and operates with a profit margin of 3%, then

$167,000 in additional sales are needed to make up what

T Reduced absentecism was lost on this one accident. (See chart below.)

2 Lower tumover rates

3 Higher productivity Sales Needed to Recover the Cost of an Accident
& Greater efficiency eyl Py g
B Increased quality $1,000 $100,000 $33,000 $20,000
$5,000 500,000 167,000 100,000
6 Decreased scrap/waste §10,000 1,000,000 333,000 200,000
7 increased employee morale 25,000 2,500,000 £33,000 500,000
: - 50,000 5,000,000 1,666,667 1,000,000
8 Positive brand image $100,000 10,000,000 3,333,000 2,000,000
9 Decreased health care costs
1 o Decreased workers
‘compensation costs RAM Construction paid itself $245,000
L4 3 D
. Rate (EMR) from o high of 1.43 to o low of 0.286. This reduction
Kamminga & Roodvoets resulted in on overage Savings in warkers’ compensation easts of
paid ftself $211,000 582,000 per year for the last 3 years.
We developed o more visible and RAM Construction Services, Inc, Livonia,
structured safety and . ! ., irector

Our Experience Modification Rate (EMR)
is now below 0., resulting in savings
i our workers” compensation costs this

year of more than $211,000.

Kamminga & Roodvoets, Inc.,

Grand Rapids, Rob De Ward, MIOSHE'
Safety Director o=y




Nothing Happens Without a Plan

Workplace injuries are preventable. A safety and health management
system (SHMS) is your best defense against 2 workplace injury

An effective safety and health management system has five primary
elements:

Management Commitment,

Employee Involvement,

Workplace Analysis,

Hazard Prevention and Contro, and

Safety and Health Training.

This systematic approach integrates occupational safety and health
objectives into the company's arganizational structure.

The results of a system approach include
An effective system supports the arganization’s philosaphy,
Safety and health policies and goals are clearly communicated,
Accountability for implementing the system is understood and

accepted,
Long term solutions are implemented rather than one-time fixes,
Fvaluation of results over time promotes continual improvement,
An effective system positively impacts the company's bottom line.

CET Services

MIOSHA's Cansultation Education and Training (CET) Division has
consultants available ta provide employers with assistance in creating
safety and health systems, developing accident prevention programs,
and Implementing long-term safety and health solutions

For free statewide safety and health assistance, contact the CET Division:
517.322.1809, phone

800.866.4674, toll-free

www.michigan.gov/miosha, web

Michigan Dgarimant of Licersng and Regulor
‘Sefely and Healtn Admiristrstion (WIOSHA, Gonsdtation Eduzation

iy AfEars (LARA), Michigan Oceupationsl

Workers.
Yourself

Workplooe
Good

usiness Sense
The costs of reacting te workplace injurles
and llinesses far exceed the costs of
preventing them from happening in the
first place.
The direct costs of workplace accidents
were estimated at $48.6 billion in 2006.%
Direct costs of a workplace accident/
incidant include:

Payment to workers,

Waorkers' compensation payments,

Medical expenses, and

Costs for legal services.,

Businesses paid an additional $127 billion
10 $212 billion of incireet costs in 2006.*
Indireet costs of a workplace aceident/
incident include:

Replacement workers,

Damaged property,

Aceident investigation,

Correcsive action,

Delays/lost productivity,

Low employee morale,

Increased absenteeism, and

Poor customer/community

relations

The total financial Impact of sericus
workplace incidents s between $170 and
5255 billion annually.*

“Liberty Mutunl 2008 Werkploce Safety Index.

nd Training (CET)
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MIOSHA'’s Guidelines for
Management Commitment

MIOSHA guidelines outline a number of
factors that demonstrate management
commitment and employee involvement.




2014 Report

In 2014, Michigan reported 37 Program-
Related fatalities

2011 36
2012 26
2013 27
2014 37

Check the items you feel your
company does well.

QTop management is involved in all aspects
of safety and health management.

QWorksite policy provides clear
understanding of management’s
commitment to and expectation of having
a safe and healthful work environment.
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Check the items you feel your
company does well.

QWorksite policy ensures that managers,
supervisors and employees understand
the priority of safety and health.

There are clear safety & health goals and
objectives for every manager, supervisor
and employee.
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Check the items you feel your
company does well.

LEmployees give input into decisions that
affect their safety and health.

The organization believes that employees
have insight and knowledge regarding how
to make their jobs safe.
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Check the items you feel
your company does well.

dManagers, supervisors and employees are
all assigned roles and responsibilities for
implementing the safety and health
system, and are given authority to carry
out their roles.

13

Check the items you feel
your company does well.

dManagers, supervisors and employees are
held accountable for carrying out their
roles and responsibilities in the safety and
health system.

14




Check the items you feel
your company does well.

The organization conducts annual reviews
to evaluate its progress in implementing
the safety and health system, to address
areas of concern, and to set new goals
and objectives.

15

MICHIGAN

MVPP

e What is MVPP?

The Michigan Voluntary Protection Programs (MVPP)
promotes effective worksite-based safety and health. In
the MVPP, management, labor, and MIOSHA establish
cooperative relationships at workplaces that have
implemented a comprehensive safety and health
management system. Approval into MVPP is MIOSHA’s
official recognition of the outstanding efforts of
employers and employees who have achieved
exemplary occupational safety and health.

16




MICHIGAN

MVPP

e How Does MVPP Work?

In practice, MVPP sets performance-based criteria for a
managed safety and health system, invites sites to
apply, and then assesses applicants against these
criteria. MIOSHA's verification includes an application
review and a rigorous onsite evaluation by a team of

MIOSHA safety and health experts.

17

MICHIGAN
STAR
WORKSITE A

MVPP

nnnnnnnnnnnnnnnn

« MIOSHA approves qualified sites to one

of two programs:

* The Michigan Star designation is the most rigorous of
the MVPP. Its purpose is to recognize "the best of the
best" in safety and health.

* The Rising Star program provides the "stepping stone"

for those establishments that have the desire and the
potential to achieve Star Status within 3 years.

18




VPP

* The Federal VPP has a 20+ year history,
and the average VPP worksite has a Days
Away Restricted or Transferred (DART)
case rate that is 52% below the average

for its industry.

19

How Has MVPP Improved
Worker Safety & Health?

MICHIGAN
STAR
WORKSITE A
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* These sites typically do not start out with
such low rates. Reductions in injuries and
illnesses begin when the site commits to
the MVPP approach to safety and health
management and the challenging MVPP

application process.

20




MICHIGAN
STAR
WORKSITE A

How Does MVPP
Benefit Employers?

» Fewer injuries and illnesses mean greater
profits as workers’ compensation
premiums and other costs plummet. Entire
industries benefit as MVPP sites evolve
into models of excellence and influence
practices industry-wide.
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Sherwin Williams 2001-2006
Journey to MVPP

e 63% improvement in incident rates

e 46% improvement in productivity

e 12% cost reduction

e 37% reduction in hazardous waste

e 68% improvement in cost of poor quality
e Customer service levels over 99%

» Significant reduced absenteeism and
turnover at all levels




The Hunt Study

Hunt Study — 220 Michigan Firms

High-claims firms vs. Low-claims firms
10 claims vs. 1 claim

Only 25% of variance explained by
differences industry, size, and location

23

Hunt Study continued

» 10% better self-rating on Safety Diligence
translates into 17% fewer lost workdays
(Hunt Study)

Safety Diligence - companies that act on their
stated safety goals and put their safety
measures into practice.

Safety Diligence is evident when Management
Commitment and Employee Involvement rate
high.

24




Striking Similarities of Low-Claims Firms
Mirror MIOSHA'’s 5 Elements of an SHMS

Managerial Style and Organizational Culture
1. Employer Commitment & Planning
2. Employee Involvement
Safety and Accident Prevention
3. Safety & Health Training
4. Worksite Analysis
5. Hazard Prevention & Control

Disability Management

25

Module 1
Creating Accountability
Objectives:

» Define “accountability.”

» Discuss factors that motivate and sustain
behavior in the workplace.

This clip designates a group This clip designates a individual
activity activity




Creating Accountability

* What gets measured and rewarded gets
done!

“The Buck Stops Here!”

Harry Truman

» Accountability measures performance

27

Defining Accountability

» Accountability = performance evaluated in
relation to standards or goals that result in
certain positive or negative consequences

Accountability=Responsibility + Evaluation =-=-——fp- Consequences

28




Defining Performance

» Effective performance occurs when:
— Tasks are clearly defined
— People know how to do the tasks
— Valid measures are used
— People are rewarded for achievements

g - K
Why do we do what we do in the ‘
workplace?

ﬁl-
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An injury occurred while two forklift drivers were engaging
in horseplay. It was routine for employees to play
“warehouse rodeo” during lunch.

When confronted, the warehouse supervisor complained
that he had tried to stop it, but the plant superintendent told
him to lay off and let them have a little fun.

The supervisor had safety rules regarding the use of fork
lifts, but could not identify any rules about consequences
for breaking safety rules or that they were ever enforced.

Warehouse Rodeo

30




5 Components of an
Effective Accountability Systems

. Establish formal standards
— Communicate performance expectations

— Programs, policies, plans, processes, procedures,
practices, etc.

— Formal, in writing

Provide adequate resources

— Physical — tools, equipment, materials, workstations,
facilities

— Psychosocial — workload, schedules, training,
relationships, leadership

31

Effective Accountability Systems

. Evaluate employee performance
— Behaviors observed and quantified
— Informal and formal observation
. Apply effective consequences
— Goal is to increase frequency of desired actions
— Applied only if management has met its obligations
— Consistent throughout the organization
— Appropriate to severity of incident and impact on organization
. Include evaluation of the accountability system
— Continuous improvement
The 5R’s

“If you Regularly Recognize and Reward, you'll Rarely
have to Reprimand!”

32




Creating Accountability
Management Commitment

Performance Measurement Framework

Three Levels of Objectives:

1. Mission and Vision
— Upper Management Actions

2. Proactive Performance Measures of Activity
— Everyone else

3. Reactive Safety and Health Measures of
Activity
— Everyone
(Historically number 2 and 3 are reversed)

33

Management Commitment:
Mission and Vision

Mission and Vision

Common Characteristics:

— Broad Statements
» Safety & Health, Environmental, Customer Service...
» Mission statements, vision statements, slogans

— Inspirational and motivational

— Easy to remember — catchy words/phrases
— Describe organizational commitment

— Establishes what the organization expects
— Sets priorities and direction

34




Management Commitment:
Mission and Vision §

Activity:

» Share your organization’s slogan, mission
or vision statement

» What makes Mission and Vision
statements effective (or not)?

35

Best Practice in Construction

ECHRISTIMAN

SINCE 1894

The Christman Way A o

Our Purpose: (Mission) 4
To unite great people in great achievement

Our Values: b o
Honor all commitments with integrity ‘ tf
Build lasting relationships A L

Have passion for your work and a competitive spirit
Be a great place to work

M\ 9
AR
\‘

i

Our People:
Experts. Leaders. Partners.

Our Goal: (Vision)
To be the most sought after in the markets we serve.

36




Best Practice in Construction

ECHRISTIMAN

SINCE |1894

“Safety: It's How We Live”

Corporate wide contest
Employees voted to select winner
Site Signs

O . . |\/| . | II'.'HI!IET!'["IA_I:!
* QOrientation Materials '
. SAFETY
o Sticker to all trades
>, 2009 &

\
NHow wE v

http://www.michigan.gov/dleg/0,1607,7-154-11407_15323-196937--,00.html 37

Management Commitment:
Proactive Performance Measures
» “Leading” Indicators

» A measurable factor that changes before a
pattern or trend can be established

» Used to predict changes that are in the
process of taking place

» Leading indicators include trending
(increases, decreases)

» A sign of what is to come




Management Commitment:
Proactive Performance Measures

Examples of a Measureable Factor:

* Number of hazards identified during
monthly walk arounds

» Number of employees participating in
safety training this quarter

* Number of tool box safety meetings held
at the beginning of every shift

 Action taken on near miss reports

39

Management Commitment:
Proactive Performance Measures

e Communicate and monitor

 Measure activities needed to reach the
mission and values

» Reflect specific safety/health activity

» Proactive activities designed to improve
the system

40




Management Commitment:
Proactive Performance Measures

* Measure activities to improve the system:
— Increase safety & health communication

— Expand opportunity for employee input &
involvement

— Survey employees for input before policies
and rules are implemented.

— Pilot new strategies before full implementation
» Create accountability for all

41

Management Commitment:
Proactive Performance Measures

* How to select?
— Directly relate to opportunities to improve

— Look at the gap between where you are
versus where you want to be

— Prioritized by how serious and/or how
common a hazard is

— Review analysis tools: near miss reports,
hazard surveys, suggestions, quality reports,
customer feedback

42




Best Practice: Monsanto

» Constantine, Michigan.

— Process/deliver 1.5 million bags of seed corn
annually

— 54 permanent and about 300 seasonal employees
» MVPP Star

» Every employee must participate in a safety
activity each year

43

Create Accountability:
Proactive Performance Measures

Communicate — to all employees

Establish Standards — for every level
Provide Resources- budget, resources
Create a Measurement System — build it in

Establish Consequences
(positive/negative)

» Apply to all Levels of the Organization

44




Creating Effective Performance
Measures

SMART

S - specific

M - measurable
A - achievable
R - realistic

T - time-based

45

SMART Measures

Specific

— Well defined

— Clear to anyone that has a basic knowledge of the issue
Measurable

— Know if the goal is obtainable and how far away completion is

— Know when it has been achieved
Achievable

— Agreement with all the stakeholders what the goals should be
Realistic

— Within the availability of resources, knowledge and time
Time Based

— Enough time to achieve the goal

— Not too much time, which can affect project performance

46




Activity

ABC company wants to increase employee
involvement in the safety and health system.
Develop one SMART proactive performance
measure for:

*SH Manager
*Production Supervisor
*Purchasing Agent
*Employee

47

Flow of the activity

48




Management Commitment:
Reactive Safety and Health Measures

» “Lagging”/“Trailing” indicators
» Measure final results of the safety system

» Traditional measures such as those
qguoted in benchmark studies
— Lost workday case rate
—TCIR
— Miles driven w/o accident

49

Management Commitment:
Reactive Safety and Health Measures

Class Discussion
» What are benefits/limitations of reactive safety
and health objectives?

— How can reactive safety and health objectives be
useful (benefits)?

— What are they lacking (limitations)?

50




“Great Ideas” Update

Take a few minutes to update your “great ideas”
sheet.

51

Module 2
Management Commitment
Objectives:

» Recognize the role of management
commitment in creating accountability

 List common strategies to demonstrate
management commitment

52




Management Commitment:
Critical to Success

Management commitment creates
impressive results:

» VPP sites have injury rates 52 percent
below their industry BLS Rates

53

Management Commitment = Results

Examples:

* A 1,000-employee chemical company kept lost-workday
injury rates 93% below the average for its industry for 15
years.

— 400 injuries prevented, $10 million estimated savings.

* A 600-employee manufacturer with lost-workday case
rates 73% below average for 15 years

— 600 injuries prevented and annual savings of more than $1
million per year in direct and indirect costs.

* A 74-employee manufacturer Michigan Challenge
Program patrticipant:
2006 — IR - 43.5, Est. Cost of Injuries - $177,747
2008 — IR —21.6, Est. Cost of Injuries - $107,237

54




Management Commitment:
Common Strategies

Class Discussion:

What are some common ways that you see
management commitment demonstrated?

55
T Management Commitment:
7
A0, -
) Critical to Success
» Pfizer Corporation - SHMS Model
 MVPP Star Award, May 2008
Listen for Nat Riccaidi’s
comments about:
EHS
- p°""\Gu5I|:ﬁm *Management's commitment,
e «How employees are involved,
g iy s, EraMPles of ccouniabiy
ey, e + Implement S *How information is
reecy syetema convols cOMMunicated.
" Compiance
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S Pfizer Corporation MVPP Star Award
- Ceremony, May 2008

MICHIGAN
@ STAR

WORKSITE )

Partneting with MIOSHA
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Management Commitment:
Key Components

Budget
Resources
Personnel
Communication

58




Budget

Good

— Expenditures reviewed and supported on case by
case basis

— SH Director has authority to approve
Better

— Annual SH budget established with input from
employees and committees

Best

— Budget established and authority delegated to SH
committee to develop activities/spending plan

— SH committee and SH Director make joint decisions

59

Resources

(Time, Money, Personnel)

Good

— SH committee makes recommendations to management
— Management must review and respond

Better

— Joint labor-management work in cooperation, but still need
approval when making decisions and authority to act

Best

— Self-directed employee group makes decisions and has authority

to act

— Associates work independently to solve problems and share
solutions willingly

60




Personnel

Good

— Person designated with SH Responsibilities
Better

— Person designated to oversee SH; and

— Accountability extended to supervision and
management

Best
— Person designated to oversee SH; and

— Accountability extended to every person
(management, supervisors, and employees)

— Employees feel comfortable sharing concerns with
upper management

61

Communication

Good
— Post Safety and Health policy in prominent location
— Provide written safety information/bulletins
Better
— Supervisors announce new Safety and Health policy
— Periodic meetings to share Safety and Health information
Best
- Or?anization wide involvement in developing Safety and Health
policy
— Regular scheduled SH meetings (start of each shift have

meeting to include safety and health, quality, and production
numbers

— Variety of methods to share/distribute information (posters,
newsletter, special flyers)

— CEO has face-to-face kick off of new Safety and Health policy
with questions encouraged

62




Management Commitment:

8

iy Update “Great Ideas”

* Identify strategies for your workplace
* Record your ideas

63

Dan Peterson Video

» He is arguably the best known safety

professional in the U.S. He has written 17 books

and appeared in 10 videotapes on a variety of
safety-related topics.

* He is a past president of the National Safety
Management Society and a former vice
president of the American Society of Safety
Engineers.

64




Module 3
Continuous Improvement for Employee Involvement
Objectives:

1. Recognize the role of employee
involvement in a successful workplace
safety and health management system.

2. List common strategies to cultivate
employee involvement, empowerment,
and accountability for continuous
improvement of a safety and health
workplace system.

65

Chinese Proverb

Tell me and | will forget
Show me and | will remember
Involve me and | will understand

5™
‘4
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Benefits of Employee Involvement

More knowledgeable about Safety &
Health Management System

Closest to the work and have valuable
information to contribute

More likely to buy-in and become involved
Other benefits...?

67

Employee Involvement
Key Components

Communication
Committee
Problem Solving
Team

= 0N
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1. Communication

» Good

— Post information for employees to read
— Watch DVDs

Better

— Announce to employees that new information is
posted

— Interactive videos that test knowledge
Best

— Train employees on job-specific hazards and safe
guards

— Use employees to develop and conduct
training/presentations for new and current employees

69

2. Committee

Good
— Assign committee members
— Meets infrequently and makes recommendations

Better
— Volunteer
— Regular meetings

Best

— Cross-section of volunteers and top management
presence

— Regular meetings with agenda, facilitator, minutes

— Authority to implement pilot programs and make
decisions

70




3. Problem Solving

* Good
— Suggestion box/hazard reporting
— Tell your supervisor

e Better

— Suggestion box/hazard reporting with accountability for timely
response

— Fill out form and give to your supervisor
* Best
Employee involvement in the problem solving process
Conducting self inspections
Conduct accident/incident investigations
Fixing hazard within your control
Participate in a pre-use or change analysis

71

4, Team
» Good
— Do what they are told
— Get along
» Better

— Make suggestions for improvement
— Create their own ground rules
e Best
— Self-directed work group with authority to take action
— Mutually respectful and supportive

72




A Word About Incentives

Government Accountability Office (GAO) report
recently cautioned employers about incentive
programs based on reporting injury, illnesses
and near misses.

More than three-quarters of health practitioners
said they believed workers sometimes avoid
reporting work-related injuries and illnesses as a
result of incentive programs.

73

US Gypsum
Platinum Award

Involved all 80 employees and went 8 years
without a lost time injury

Gave decision authority to safety committee
Gave work time to participate in contest

Incentives were not based on accidents or
incidents; instead it was based on creativity and
participation

Created safety Olympics

U.S. Gypsum Company's River Rouge Plant Receives State Award for Outstanding Safety &
Health Record
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US Gypsum

Tools to Evaluate Your Safety and
Health System

Audits

Perception Surveys
Interviews with Employees
Focus groups

Observation

What tools have you used to evaluate your
safety and health system?

76




Module 4
Root Cause Analysis
Objectives:

» Review root cause analysis tools

» Apply a root cause analysis tool to the
“safety glasses problem” that is coming up
soon.

77

When to use Root Cause Analysis?

» Root Cause Analysis is used to determine
the underlying reason that an incident is
allowed to happen. Use the information to
make system improvements to assure
another incident will not occur in the
future.

» There are several tools to help identify the
root cause.

78




“Employee Should Have Been
More Careful”

Does this solution improve the system?

To reduce variation, find the root-cause

— 5 Whys
— Fishbone Diagram

— Nominal Group Technique

79

Continuous Improvement Tool:
5 Whys

The Problem and Levels of Cause

Corresponding Countermeasure

Employee tripped on debris

1st Why
- Debris on floor

2nd Why?
- Scrap accumulates next to machine

3rd Why?
- Someone took the scrap container to
dump waste

4th Why?
- Because the dumpster is on other end of
shop

5t Why?
- Was trying to save cost on waste
remova

Sweep floor

Put scrap container next to machine

Obtain extra containers

Add second dumpster closer to production
area

Evaluate options for two smaller ones for
the same price may have to switch
vendors, secondary containers
throughout the plant




Continuous Improvement Tool:
The Fishbone (Cause & Effect) Diagram

(Causes)
People Material Equipment
xxx (Effect)
Problem /
Accident
Method Environment Other

+The Cause & Effect, or Fishbone Diagram, was first used in 1943. This diagram is used to identify all of the
contributing root causes likely to be causing a problem. This methodology can be used on any type of problem,
and can be tailored by the use to fit the circumstances. Use of this tool has several benefits to process
improvement teams.

+Straightforward and easy to learn visual tool

+Involves the workforce in problem resolution-preparation of the fishbone diagram provides an education to the
whole team

+Organizes discussion to stay focused on the current issues

*Promotes "System Thinking" through visual linkages.

+Prioritizes further analysis and corrective actions 8l

The Fishbone Diagram-Class Activity

is used to problem solve the root causes.

John Adams was instructed by his supervisor to retrieve a box from Aisle K, Bin 200 in the general
warehouse. At that time, John reported that he was having trouble operating the mast on his fork truck.
His supervisor told him to, “worry about that later” since they were short of production supplies. John,
consequently, drove his truck to Aisle K, which was dark due to several burned out lights. When
attempting to pick up the box in Bin 200, John speared it with the fork from his truck. He noticed an
odd smell, dismounted his truck, and examined the box for damage. The box was leaking liquid, he fell
to the floor unconscious. It turned out the box contained diethyl ether, which is not only toxic but highly
flammable. No MSDS was on file.

(Causes)
People Material Equipment
(Effect)
Problem /
Accident
Method Environment Other

82




Sample completed Fishbone Diagram from previous slide:

(Causes)
People Material Equipment
haste Damaged hi-lo
Supervisor authorized
use of defective hi-lo (EffeCt)
Supervisor production Fork truck
over safety Accident
Improper Storage Poor light
No MSDS / Inad. RTK
Method Environment Other
Root Causes Solutions
1.Spvsr — use defective hi-lo 1.Spvsr. Training &/or accountability
2.Haste 2.Safety as priority
3.Damaged hi-lo 3.Reqgular PM
4.Poor lighting 4.Inadequate maintenance
5.Production over safety 5.Safety not priority 83

Continuous Improvement Tool:
Nominal Group Technique (NGT)

Nominal Group Technique is an effective technique to
solve problems that come up. It's a systematic
approach that promotes creativity and objectivity

BENEFITS:
Balances patrticipation across members
Balances influence of individuals

Produces more creative ideas and greater number of
ideas than interacting groups

Results in greater satisfaction of participants
Reduces conforming

Confront issues rather than persons

Greater sense of closure and accomplishment

84




1.

O N kWD

Nominal Group Technique
Review

Define the Issue @ minue)
Why are employees not wearing their safety glasses

Brainstorm Ideas— silently ( min)

Record the Ideas (a. b. c. not 1. 2. 3.) @omin)
Refine the List — Clarify & Combine min)
Determine the Importance (NGT scorecard)

min.)

Record the Ratings min)

Total the Points @min)

Assign a Priority Number (1. 2. 3.) @min)

85

Nominal Group Technique
Example

I het g1t the Pt o thgst Orviiai.
ummu(_..;—,‘fn_e_ Gede L.' (}__,LJ,LL{{_&;: Mee I.,;..: P,
Gro ot rpla fobiielones 3,

J /

b. Loch uf Meragerpanct

gl £ 1 ~
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% Group Activity!

Case Study — DLM Industries-Safety Glass
Problem

» Use any root cause analysis tool — Fishbone,
NGT, 5 Whys to analyze a problem, reveal the
root causes, and identify solutions

» Use flip charts
* Report out to class
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action on the “Great Ideas” sheet.
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Module 5
Plan-Do-Study-Act
Objectives:

Recognize the steps in the plan-do-study
act change model

Apply the plan-do-study-act change
model to implement solutions for the
“safety glasses problem”
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Continuous Improvement Using
PDSA

« One change model that we will be using
today is the Plan-Do-Study-Act change

model
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Continuous Improvement

A set of activities designed to bring gradual, but
continual improvement to a process through
constant review.

» Root-cause analysis tool
— 5 Whys
— Fishbone Diagram (Cause and Effect Diagram)
— Nominal Group Technique

» Plan/Do/Study/Act — PDSA change model
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Plan—Do-Study—Act (PDSA) cycle

We PLAN what we want to accomplish over a period of time and what we
will do to get there.

We DO something that furthers the strategies and goals developed in our
plan.

We STUDY (check) the results of our actions to make sure we achieve
what we plan.

We ACT by developing procedures to ensure our plans continue to be
successful and by changing what is needed to achieve the initial goals.

Act Plan

‘ Continh

System

Improvement
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PDSA Change Model

 Plan. Recognize an opportunity and plan
a change or select the problem to be
addressed

Purpose: Take time to thoroughly plan
the proposed change before it's
implemented
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PDSA Change Model

* Do. Test the change

Purpose: Implement the change or test it
on a small scale. (pilot the change)
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PDSA Change Model

« Study. Review the test, analyze the
results and identify what you've learned

Purpose: To determine what was learned,;
what went right or wrong
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PDSA Change Model

« Act. Adopt, abandon, or repeat the cycle.
Use what you learned to plan new
improvements, beginning the cycle again

Purpose: Incorporate what works into the
system
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When to Use PDSA

To address a problem
For continuous improvement

Developing a new or improved design of a
process, product or service

To implement a significant change
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Workplace Systems

» When you do your plan-do-study-act it is
important to remember that everything is inter-
related and affects each other

» A system is an established arrangement of
components that work together to attain a
certain objective, such as:

— Eliminate waste
— Satisfied customers
— Prevent injuries and ilinesses in the workplace

* Remember! Every system is designed
perfectly to produce what it’s producing
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No System is an Island

Shipping & Safety & Health
Receiving
Regulatory
Agencies Material
aterial
Handling
Outside
Contractors
Purchasin
Human Suppliers
Resources N
s

When Systems are not in
Alignment Variations Occur

+ If all systems are functioning optimally, variations (poor
quality, waste, accidents) will not occur. According to Dr.
E. Deming:

— Common Cause variation - 95%
Fix the system

— Special Cause variation — 5%
Fix the person

If a variation does occur, it is because of imperfect, lacking,
or conflicting systems — fix the system.

If systems conflict, the effectiveness of all impacted
systems will be compromised — fix the system.
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Hierarchy of Controls

1. Engineering controls —

reduce or remove the hazard
2. Administrative Controls

remove or reduce the exposure
3. PPE

equipment for personal use that

presents a barrier between worker &
hazard(s)
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PDSA Problem Solving Worksheet

o Step 1 - Plan
Step 1 - Based On the HO-7 student handout §|
Safety Glasses ‘Problem’ s

come up with some
Measurable Goals and
methods for Leadership
Approval/ Buy-in.

Analyze the problem
using the information
from your root cause
analysis tool.

Analyze the

Vhat systems are impacted?
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PDSA Problem Solving Worksheet
o Step 2 - Do

Step 2 - Develop Solutions oo et
and Implement a N (A RICn Sty kRS, CUOge
Solution/Change.
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W Class discussion

e Each group share one to two answers from
steps 1 and 2 of your PDSA Change Model
worksheet.
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PDSA Problem Solving Worksheet

Step 3 — Evaluate the
results.
Decide if you've achieved | [z
the desired results. If yes,
fully implement - Step 4.
If no, go back to Step 1.

Step 4 - Refin_e and I MmﬂymeJ
continue to implement the
solution/change.
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HO-7 Instructor Version

Class discussion

« Share plans to evaluate the change and
plans to adopt on a broader scale.
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i Individual Activity

J]
2\

* Individual brain storm ideas on how to use the
root cause analysis tools and the PDSA change
model in your organization.

107

i, Final ~ “Great Ideas” Update

Take a few minutes to update your “great ideas”
sheet and come up with a game plan to fit your
organization.

Share one example with your table.
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Assessment

» The purpose of this assessment is to
validate the knowledge learned in class.

e Passing score of 70% correct is required.

* Class reference materials/books are not
allowed to be used during the test.

e Collaboration/discussion with others is
not allowed during the test.

» Answers will be reviewed after everyone
completes and submits their test.

109

Thank You For
Attending This Presentation

Michigan Occupational Safety & Health Administration
Consultation Education & Training Division
525 W. Allegan Street, P.O. Box 30643
Lansing, Ml 48909-8143

For further information or to request consultation, education
and training services, call (517) 284-7720
or
visit our website at
www.michigan.gov/miosha
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MIOSHA

Michigan Occupational Safety
and Health Administration

Michigan Department of Licensing and Regulatory Affairs
Michigan Occupational Safety & Health Administration
Consultation Education & Training Division
525 W. Allegan St., P.O. Box 30643
Lansing, Michigan 48909-8143

For further information or to request consultation, education and training services
call (517) 284-7720
or
visit our website at www.michigan.gov/miosha

LARNA

LICENSING AND REGULATORY AFFAIRS
CUSTOMER DRIVEN. BUSINESS MINDED.

www.michigan.gov/lara

LARA is an equal opportunity employer/program. Auxiliary aids, services and
other reasonable accommodations are available upon request to individuals with disabilities.



