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MOTIVATING SAFETY PERFORMANCE

By SeaBright Insurance Loss Control

t some time in the past, your employer found you dependable, worthy and highly skilled at your job—so you were promoted

to supervisor. You were chosen because you knew how the company likes to do things, you had experience keeping production up,
you had superior knowledge in your craft and you were skilled at solving operational problems when they came up. But how much
training and experience in supervising people did you bring to your new position? Production skills and people skills are very
different talents. Doing a good job yourself is often easier than making sure others do a good job.

New Challenges to Meet

As a new supervisor you may have suddenly found yourself managing an entire crew of people that were your peers a few days
before. Along with more pay, and a more important role in the company, came a whole lot of new responsibilities. You now had a
multitude of duties associated with production, quality and employee safety, plus all the paperwork associated with a management
position.

Unfortunately, new supervisors don’t always receive the necessary tools and training to help them manage the people-problems that
often arise on the job. Some newly promoted individuals were lucky—they had an extraordinary role model to follow. But others
need to study the best ways to handle people, just as they had to study how to handle a new tool or piece of equipment. It can be an
uphill climb.

Getting the Most Out of Workers

Your job as a supervisor is to get the job done with the least amount of resources. So how do you get the most out of those you
supervise—individually and as a group? How do you get them to perform safely, so you don't lose this valuable resource to an
accident or fatality?

Do you use the carrot or the stick? Do you use authority or persuasion? It is true that you can sometimes get a lot done with "the big
stick" approach, but this style of supervision leads to poor morale, reduced work quality, and higher turnover. The most successful
supervisors do the following:

e Lead with assurance - Outstanding supervisors are confident in themselves and their skills, while recognizing the individual
strengths of their staff.

e Set the example - They know and abide by the company policies and programs. They follow all safety rules and model how to
be a responsible employee.

e Reinforce good performance - They notice such things as quality work and safe attitudes, and praise employees who
demonstrate these.
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e Develop coaching skills - When performance problems are identified, they coach and train the employee, using discipline as a
final recourse.

e  Value crewmember safety - They show this with sincere concern, actions and attention to safety & health issues.

e Learn what motivates employees - In order to strengthen both work performance and safety performance, they strive to
understand employees’ values and try to connect those values to work practices.

What Motivates People?

As a supervisor, your job is to get work done through the efforts of others. How well you succeed depends on how well your workers
are motivated to do a good job. Note, this does not say how well you motivate them, because motivation comes from within a
person—it involves values that they hold and bring to a job. They may not even be consciously aware of these values. The best you
can do is try to learn what drives them internally, and then connect to this need. Usually, a combination of motivators exists in all of
us, but some are more important than others. For example, a key motivator of your crewmembers could be a need for:

A Larger Paycheck - Someone with a large family to support, or expensive hobbies, may care most about financial
gain.

Popularity - Some people have a strong need to be in the limelight, or to be seen by their peers as a leader of the work
group.

Close Friendships - A person may be content with a job—or even change jobs—in order to work with a buddy they feel
loyal to.

Advancement- Those with ambition want chances to do things or learn things that can lead to promotion.

Job Security - When this is a worker's strongest motivation, they will often give up chances for pay increases or other
rewards to keep a job they can count on.

Supervisors Can Be Wrong About Worker Values
A research study asked both workers and their supervisors to rank the items listed in the table below, as to what was most important to

them.

WHAT WORKERS VALUE MOST

Worker's  Supervisor
Ranking Ranking

Credit for their work 1 7
Interest in their work

Fair pay, with increases
Understanding & appreciation
Promotion on merit

Counsel on personal problems

Good working conditions
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Job security

In this survey, crewmembers wanted most to receive credit for their efforts and to have work that interested them. Supervisors
guessed that pay and job security were most important. This demonstrates that if supervisors are not in touch with the values of the
people they manage, they’ll have a hard time understanding what motivates them.

If credit for the work they do is an employee’s highest value, but they don’t receive it; what will motivate them to perform well?
Some people work mainly for their paycheck, but others want a lot more out of the 8-10 hours a day they spend on the job. A good
supervisor tries to understand what that is.



Why Would A Person Want To Work Safely?

Try to find out why safety might be an important value for those you supervise. Is their strongest motivator connected to money,
power, fame, friendship, family, or security? To determine this, you must get to know your workers. You have to find their
motivational "button" and push it! What inspires one person may have just the opposite effect on someone else. Suddenly, you
realize that being a good supervisor is a very complex matter.

How can you find out what workers think, feel or need, when they may not be aware of these things themselves? You can learn a lot
by just watching, listening and asking questions. What they value is what tends to motivate them. Strike up a conversation now and
then just for the purpose of getting to know them better. Listen to what they say. Show an interest in their hobbies, interests, family
situation, etc. When you show a personal interest in them, they'll have more interest in doing a good job for you. When you talk about
safety, they’ll also tend to listen more carefully to your suggestions.

Connect Accident Prevention To A Lifestyle

When you know something about your crewmembers’ lifestyle and values, you can connect this knowledge to your safety messages.

During safety meetings or work discussions, you can remind them what a broken leg, amputated finger or back injury would mean to
them personally. You can talk about the effect this would have on their sports, hobbies and outdoor activities. If you know they have
hopes of getting ahead in the company, point out that setting a good safety example will be important for getting that promotion. If

some individuals tend to be rather “macho” about their own well-being, perhaps they can be inspired to watch out for their buddies.

Show interest in things crewmembers do with their children and encourage their health and safety for the family’s sake. In other
words, don’t require safe work practices because it’s the rule. Make safety a personal matter.

A Supervisor’s Role — Leader, Coach and Motivator

Some supervisors may have had a good role model to follow in the past, and have grown “naturally” into their leadership role. Others
must work to gain skill in leading and motivating. The following checklist may help identify both your strengths and some
supervisory skills you need to work on. Perhaps it will also lead you to understand what motivates you to become a respected
supervisor and leader. Check it out....

SAFETY LEADERSHIP & MOTIVATION CHECKLIST

Seldom  Sometimes  Always

1. Have you taken steps to understand the interests and values of your crew-

members so you can better understand what motivates them? ] ] ]
2. Do you “catch people doing things right” as often as possible, praising

their performance? ] ] []
3. When you offer recognition for good safety performance, do you try to

link it to the employee’s values? ] ] ]
4. Do you give thorough orientations and personal attention to new

employees for several days, since they are statistically at high risk for ] ] ]

accidents?
5. Do you “coach” work behaviors by acknowledging your crewmembers’

strong points, along with things that need improvement? L] L] L]
6. Do you emphasize teamwork and the need for everyone to set good safety

examples for new workers? ] ] ]
7. Are you aware of the high cost of accidents to your company and do you

convey this to employees in term of job security for all? ] ] ]
8. Do you consistently lead with a “carrot” instead of pushing with “a big ] ] ]

stick™?




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


