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Presentation Overview

Observations on “The H&S Culture”
Where are we at?

Technocratic Job Design

Changing our focus

Socio Technical Job Design
Benefits

Questions
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Why can't we get safety right?

Business entropy
Normalisation
Routine

Hazards
Murphy's Law




Desired H&S Culture Shift

$$$$$$$

Failure < Failure
Appraisal < Appraisal
P ti > Prevention
revention
TODAY TOMORROW
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What are the factors involved

High number of Accidents, Incidents, Near Misses
OSH Prosecutions, Notices, Warnings

Statutory Ignorance

Property Damage, Sabotage

High Insurance Costs

Adversarial Employee Relations

High Staff Turnover

Absenteeism

Low Morale, Stress claims

Theft
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Technocratic Job Design
(The technological safety dilemma)

Machines are our prime profit making facility/ ability
Jobs are designed to get the most out
of the machine and the workers task
is to fit in with that overriding need
People are regarded as simple
extensions of our workplaces
This has significant safety
implications
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External Design Control

Engineers or managers decide
how work will be done
because they are the
experts.

The effect is to reduce for
workers any sense of real
participation in their jobs.

Let us look at examples such as
Peiterbilt, Toyota, Hyundai,
BMW as to how they
overcame these issues.
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Specialisation

Flow of work is broken down into the
smallest possible steps

The smallest possible number of

these is grouped into a job to reduce
training needs and costs m
The effect on the worker is to make
jobs boring
DownerEDI
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Technological Dominance

Work is designed to meet the needs of the
machines or the physical layout of the
workplace

Designed to get the most out of these
investments

The effect on the worker is to alienate him from
the workplace and attack his self-esteem,
since it is made obvious that workers are
valued less than machines.




Repetition

Activities within a job are made as
simple and repetitive as possible,
again to reduce training needs.

The effect on the worker is to reduce
any chance to be creative, so
contributing to boredom and
apathy.
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Deskilling

The skills needed for a job are reduced
as much as possible, again to
reduce training needs.

This discourages workers from
learning new skills, contributes to
boredom, and may create
hopelessness as an unskilled
worker feels trapped in a poor job.
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Equalised, distributed workloads

The various tasks making up the
whole production process are
divided into individual jobs so
that each worker has a similar
workload.

The effect on the worker is to take
away any sense of responsibility
for the whole process or its end
product.




Work measurement

Is then necessary to see that each worker
is producing their share of the
equalised, distributed workload

The effect on the worker is to put artificial
limits on his performance since there is
no point doing more than the set
workload

The implicit mistrust may further increase
alienation.
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Individual financial incentives

Are used to encourage workers to work
harder
This reinforces the belief that workers only
work for money
Creates competition amongst the
workforce rather than co-operation y
After a while management put arbitrary
limits on everyone to ensure a
consistent high output

14

7

Minimal social interaction

Is necessary to get the most out of
them because, if they are talking to
each other, they must be off the job.
The effecton workers is to increase
alienation and to reduce social support
within the workplace
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Close supervision

Is finally necessary to co-ordinate the whole
process, since none of the workers is now
responsible for the whole process, and to
control individual workers® activities ‘

They can’t be trusted to work properly without
supervision.

This has two paradoxical effects:

1. for some workers, it further reduces their
initiative, responsibility and self esteem,
creating marked dependency on supervisors

2. and acts of rebellion, such as petty sabotage or
over zealous unionism.
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**If we always do what we’ve always
done,we’ll always get what we've always
got**

And the first sign of madness is
expecting a different outcome.

Technocratic work design has 3

‘ inevitable results: $(
/

lousy work, Dy > 2
unhappy and & ‘ "‘ Q
demotivated workers. SJ ‘1
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It is easy to conclude then, that better
designed jobs should contribute to:

« increased job satisfaction

« greater interest in, motivation towards, and responsibility for the work in
the job

+ consequentimprovements in productivity and industrial relations

« reductions in job related stress and consequent illness and problems,
and therefore reduced health costs
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Socio technical Job Design
(People ownership of the machine/work
process)

So is there a better way to design jobs that will
tip the balance in favour of discernible and
participative approach to H & S?

The alternative to technocratic job design
concentrates on the people issues.
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Instead of external design control

Workers participate in designing
how work will be done, using
external experts for support,
when needed

Let us look at the Peiterbilt f’

example. ﬁ
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Instead of specialisation

&
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A variety of tasks are combined
into a job, so that the worker
creates or contributes to a
product of identifiable
significance




Instead of technological dominance

Work is designed to make the
most of both technological and

human resources :
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Instead of repetition

Jobs are redesigned to provide
some challenge

g
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Instead of deskilling workers

Socio technical job redesign
encourages mulii skilling, to
master the expanded task
range
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Instead of equalised workloads distributed
amongst individual workers

Workloads are allocated to groups of
workers, within which there can be
individual flexibility, and giving the
group responsibility for a significant

process.
£ Works s

Instead of measurement of individual
work output

Output standards are
negotiated with worker groups,
which then need feedback to
monitor their performance
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Instead of individual financial
incentives

There is a standard wage with
increments for increasing skill levels
If there is an incentive scheme it uses
group bonuses.




Instead of minimising social
interaction

Social interaction is encouraged
because now much of it is task
related
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Instead of close supervision

Workers receive increased
control and autonomy, through
their participation in work
design
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But does it work? Job redesign is neither an
academic exercise nor a charitable activity,
however results from studies conclude that
there is:

significant improvement in job satisfaction, encouraging partici pation in cultural H& S
change

decreased staff turnover, reducing training costs

decreased absenteeism, reflecting reduced illness and possibly be tter motivation towards

work

significant increases in productivity, in both quantity and qu ality, with increased value in
sales

increased work efficiency, with more work problems being solved , re duced wastages and
lower costs

improved industrial relations (from which we all win)

fewer failures
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Human Error

-a departure from accepted or
desirable practice on the part of an
individual or group of individuals,
that can, or does result in
unacceptable or undesirable
behaviour”
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..estimated that up to
90% of all workplace
accidents have human
error as a cause !
¥ Works =
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Mistakes

It ain‘t so much the things we don‘t know
that get us in trouble. It‘s the things we
know that ain‘t so.

Someone does not know what to do

or, worse,
thinks he or she knows but does not.
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Health and Safety is good business

W The clearest evidence about ‘stressed and fatigued’ workers
involves evidence that productivity suffers.

W For every dollar lost in direct costs from health and safety, four
dollars are lost in indirect costs.

m ‘Stressed and fatigues’ workers are like injured workers
| They are an output of poor management
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Fatigue

“The temporary inability,
or decrease in ability, to
respond to a situation,
because of previous over-
activity, either mental,
emotional or physical.”
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