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Learning Objectives

e Focus on the public sector
e Describe leadership’s role in workplace safety

e |dentify various leadership styles and their impact on worker
safety

e Describe real-life examples of leadership’s impact on safety




Why Research This?

State/Local Government Direct and Indirect Costs

Experience

Staffing Lower
National Safety Council, 2020 Insurance Backfill Productivity

Medical

Treatment

e 1,949,440 work-elated injuries

2011-2018

Decreased Administrative
Morale Time
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Private vs. State & Local Governments

Nonfatal occupational injury and iliness incidence rates by case type and ownership, 2018

6.0 - B private industry State government [ Local government

TRC = total recordable cases

DART = days away from work, job transfer, or restriction cases
DAFW = days away from work cases

5.3

5.0 - DJTR = days of job transfer or restriction only cases
) ORC = other recordable cases

Incidence rate per 100 full-time workers

TRC DART DAFW DITR ORC
Case type

Continuing a trend since 2008, the total recordable cases (TRC) incidence rate of injuries and ilinesses remained highest
among local government workplaces (5.3 cases per 100 full-time equivalent workers), compared to state government
(3.6 cases) and private industry (2.8 cases) workplaces. The local government TRC rate increased from 5.0 cases in
2017 to 5.3 cases in 2018, while state government and private industry rates remained statistically unchanged.
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The Big Picture on Safety Management
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Leadership’s Likely Imp

act on Worker Safety

Leadership
-~ Lead
Saciaty of I -
AS o -
char a eadership
American Relati
American Milita) i H HH
The Effecty Public Adn Insights From Military Research
Injuries in A Culture of Saf Shahidut By Garv L Wi
Author(sk I yihar(s): Antd "Ofida Stal ¥y Gary L inn
Souree: Jou Souree: The Mill Leadership and need for leader in in- ip In their career was “mpor-
Published b Pubslished bys So Author{s): Lars dustry and within the safety and engineer tantIn & person’ swpﬂ‘h Tr'smmdmu
Stable URLS ublished by: Source: Public A ABSTRACT § communities in ilas is the topic of  Cinarily high proporfion, 98%, suggestad that
T e Stable URL: htt {NOVEMBER,/ DB many articles, p an practios what they might
A 1 1 ‘This article res the need to consider of moom the class-oom was “Impodant in a
! Published by: W] Fewr zational resenrch conducted by military vesearch ﬁw s caroer path m Mow;\ar loam
5708 t-for- hologists, sociologists and about lsackerstip practice is vakadie
REFERENCH m;;:'_'ﬁ;;ﬁ Stable URL: htty influen) By Rebeccal d peye R k. PO i 1o osorepocthe o paths mmm:v;d
—_— theory " comrmunites might best gain from ml]narj'orp,nm Sngrean and bahaviorsl sciences,
Linked refd  temiiisisicre] 15108 1 e not-rors ATHESIS conpuf it aational research. Woking sty d enginesing the miltary, among others. [riginal smphass]
of contant in o manag Eastern Kentuck] ' are lead-  In preparing the course, many existing academ-
https://ww facilitate new farma it also employes engagel — ers who can see the b!s plcture and act as change  ic syllabi on leadership were reviewed. Akhough
You may nd Your e of the TSTO) duratiol castern U.S. (Mol agents. These pmbcsﬂwuls can benefit from un- 2 few contained respected acacemic treatises on
Bttpa:/ fabout jutor o self-reparted em Itiva dership and were research based (e, Nor-
| mancey ces; 2) engageme] internally in the milihry In aé'd.nm many safety house, 2013), most required texts were volumes
manag and procedures; just starting  of well-packaged, bulleted words of wisdom pre-
TSTOR is a not] is high of he thesis was ™ their careers Mw not held Iobs while in  =ented as emﬂﬁE‘:ﬂ‘:ﬂ*m Ieaﬁe;dwelmzl.
f conte i Lo sustain an inj school and, co tly, have missed While visi schoals durin ta-
penge o o by dffy Likert-scale ,..”3 *Commiment, loelty sod jies to see how busk gathering process, the author eonchuded that many
facllitate Correspon) al | OFF
= e emploj SEan persontl | ate and how authentic leaders act. teaching salety and engineering academic courses
averiug teria relate 1o an ] Crver the past few years, the author has  in ip are either unaware of or actively ig-
; “Two limitati iatarinogol begias wth n analyeisof | cen buikding an experimental groduate- noce the bounty of information and research on
Your use of thd or pu udn § - an ® level course at West Virginia University orgarizational behavior written by military acade-
y focused from the organization. Virgind ity orga ry
https:/ fabout.j emplo} determine trans] <The military's “Bs, Know, | (VVU)- The course is desigried to offsct micians and scholars. _
engagement in Do” modei forleader | e missed oppartunities for salety and This finding was intriguing and raised some
1o sur] i 3 g students. surveys indi- ‘Tl;:wn\?r Why _‘}Idd:hc ?:I itary leadership syllabi
of control aver 1) i cate, for example, that only a few at Virginia Tech or Virginia Military Instilute
INTRODUC] was that all part :"':‘ m-u";'"-u' people entering these pl'g&ﬂﬂnll.'l have (VMI), for example, include research by nonmdli-
i Engagement ] P_..-:‘ ey worked summer jobs. [n addition, they tary rescarchers such as Edgar Schein, Geert Hof-
Public ady ty activities acr| Exieriential tainingjs | Dave not traveled do not read stede, Kumt Lewin or Jean Plaget (among many
important such as “involv| primsacily what “':2"“_ widely, and have not mnnagcdse much zs  available), yet &‘E academic Jeadership syilabi re-
& the deliver) Fioe milkary missione from | & 25t food shift or a swi d no mention of Thomas Kolditz,
and Selden| KEY TAKEAW/ n the pool. On the more hopeful side of the led-  Michoel Matthews, Doug Crandall or Patrick
Bresarch ".N__-l'z;“' the same surveys + that these  Sweeney (among the dozens of military research-
- Terry 1995 sition cfa oy b donrsen bori Fitore profrasionals are shoet nsuitvely av:uﬂ.blcl ‘Are military theorists and research
sector liter] ”“m‘“ How to ci '::H"r‘_"“"':"‘- altruistic, have oM penee and hidden from ili demi
[' about h and safety perfor] Majibian I.ﬁ“.ﬂﬂ“‘m.* O enow they are expected to be Future lead- o are they simply being i ?
| t how| " mm' pol s.hl- 4 |esin .M, filds, As Winn, Williams and ~ More research revealed that some academic and
{ Trottier, V4 importance of ge| Health Red m:"‘"' o | Eeafey (2013) explain: military institutions do exchange concepts. For
Amsericn] ‘mowve Lhis | ployees meaning| Inthe palr of questions ranking at thahigh.  ©Ample, Harvard Business School (an academic
digitize, inall aspectsof 8 est affrmaive rosponse of he entra sur- institution) reguladdy conducts field trips to Get-
it examines the | VB, our resp tysburg, PA, to analyze the strategic and logistic
a recent study md decisions made by James Longstreet and Robert
JSTOR u - Chambelit Diring taes ipa, sabisey bt
. o sitalsa provides Gary L. Winn, Ph1, CHST, is  professo in the Industrial and Management % INGing ps, histod-
JSTOR dod:10,1093/foy ommendations s i &t Wt Visginia ity, Movgastm, Wy, s and business analysts are on hand o provide
Advarce Accesy ment can institut{ | hobds & PhD. in Technology fram Ohic State anMA details about the difficulty of making life and death
& The Author 2] that n = Ry Undversity of Dy deBS, in = de?:mmdﬁmmemndiﬁws.
‘and Theory, Inc] ployees lI,\dwlegz WEgst ¥ P ASSE's more materials were reviewed, it became
N “,.Dmh:'“x : u arthem West Virgieda Chapter. clear that safety and engineering undergraduste
- 32 Prisdualihly JANUARY 20014 wwewssse.org

48™ CONFERENCE & EXPO

Bparme

public agency risk management



Leadership’s Likely Impact on Worker Safety

Scholars repeatedly emphasize the role of organizational
leadership in a safety program

efficient services in government (Hassan, Hatmaker, 2014)

—

Safety performance can be tied to individuals, leaders, and the organization working
together through systematic programs, processes, and training to achieve safe job
performance (Kowalski, Summers, 2019)

[Leadership has long been considered an antecedent for the delivery of high quality and ]

48™ CONFERENCE & EXPO ‘»pa rm c



Leadership’s Likely Impact on Worker Safety

Scholars repeatedly emphasize the role of organizational
leadership in a safety program

For the systematic approach to safety to be effective, the alignment of behaviors of the
organization, leaders, and individuals is needed (Kowalski, Summers, 2019)

—

Ineffective leadership, specifically when it comes to safety, hinders an organization’s
ability to achieve success (Cooper, 2015)
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Jorge’s Take

e Leadership in the City Manager’s Office

 Role of leadership at all levels of the organization

e Leadership from a Risk Manager’s Perspective

e Safety is not a meeting, an email or a tailgate discussion, it is in
everything you do. Employees take notice




A Quick and Funny Video on Leadership

Leadership-cartoon - YouTube

Can we surmise from this video that leadership can also reduce
workplace injuries?



https://www.youtube.com/watch?v=HxEntJiIEd0




Your Leadership
Style

What’s your leadership
style?

What are leadership
styles in your
workplace, regardless
of effectiveness?




e Focuses on obtaining results by

=kt ladleaIB  conforming to an existing structure
and system of rewards and penalties

 Transactional leaders consider their agents as
responsible for their own work, and utilize monitoring
and consequence management systems to ensure
adherence

- Cooper, 2015




Applying Transactional Leadership to Safety

 Consequence-based management is not new to the field of
Occupational Safety & Health (think OSHA....)

e A persistent belief in the safety industry is that unsafe
behaviors are the primary cause of injuries (Gantt, 2017)

e Organized and practical approaches for rewarding and punishing
certain safety-related behaviors

* As a result, tools have been developed to address unsafe
behaviors

e Training initiatives and other behavior-based safety solutions
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e Endeavors to evoke change in
Transformational workers’ value systems to align

them with organizational goals

Transformational leaders shape and transform company culture by

knowing where they want to go and doing everything possible to
make it happen

- Cooper, 2015




Applying Transformational Leadership to Safety

e Achieve collective safety goals by creating an environment
necessary for success and participation.

e Generate higher levels of commitment by motivating public employees to
be more heavily invested in the goals and objectives of a safety program

* A Transformational leader would endeavor to motivate
employees to place their own safety and that of others onto their
own shoulders.

e Encouraging active participation in safety-promoting activities.
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e Endeavor to work closely with workers
on safety-related issues, building
expectations and responsibility into
the fabric of the relationship

Using tools like coaching, open communication, and resource
development, servant leaders seek cooperation and dialogue for
improving relationships and thus aligning behaviors for improving
safety performance

- Cooper, 2015
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Applying Servant Leadership to Safety

e Servant leaders strive for a culture that is imbedded with
safety; they aim for authority rather than power through
Interactive processes.

e Primarily done through relationship building and sharing
responsibility

* Leaders are actively involved in cooperative activities
promoting safety, like safety committees and training.

* Actively promote and receive ideas of the workforce on how
to improve safety
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Examine these Leadership styles to......

. e Motivate employees to work safely through rule
Transa Ctlonal setting, monitoring, and consequences for non-
compliance

e Motivate employees to work safely through

Tra nSfO rmational engagement, partnerships, and a true
understanding of organizational ideals

e Motivate employees to work safely through culture
Se rvant changing events, promoting communications and
partnerships with management and cooperation




Studies on How Leadership Impacts Safety

Sharon Clarke in 2012 developed a safety leadership model that
incorporated Transactional and Transformational leadership styles.

* Both were shown to be effective in certain aspects of safety management

e Transactional — motivated employees to comply with rules and
regulations

e Transformational — Encouraged active participation in safety
activities

Most Notablc)(: When considering safety program management,
different leade
participation.

rship styles have a different effect on compliance and




Safety Performance is Management-
Sponsored and Leadership-Driven

By the collective behaviors of the
organization — Executives to the
Workers

Shared Perceptions from the group are
promoted when a consistent pattern of
action regarding safety is displayed




Jorge’s Take

 We need all three leadership styles. It’s about application
and commitment

e Public Works- an example in action!

e Transactional- Tailgate Meetings, Compliance, Safety Inspections,
Documentation

e Transformational- Managers providing training, vision and
direction.

e Servant- PW Director creates the environment where “Pismo Beach
is the greatest place you will ever work”. Beach Cleanup Events

 Employee Training Is Tailored to Employees Role
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CEO/City Manager Role/Executives

e Employee Culture Matters
e Reinforced through action
e Employee Quarterly Lunches- It’s not just

about meeting a safety goal; it is a
reminder to employees.




Which is the Best Style to Use?

 There is no “one” best leadership styles. Leaders need to
employee different styles to address a differing and changing
workforce.

 The best leaders use multiple styles.

e The best leaders know their audience working style and adapt
e Authenticity and Sincerity come into play

nirle of Risk
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How Effective Leaders Enhance Worker Safety

For the systematic approach to safety to be effective, the alignment of behaviors of the
organization, leaders, and individuals is needed (Kowalski, Summers, 2019)




Safety Starts
at the Top

The Chief Executive Officer
indirectly influences safety
through the shaping of
collective experiences and
injury reduction efforts of
organizational actors



Safety Starts at the Top

Various management-
level staff are closely
associated with
translating safety

A clear understanding
of the CEO’s high
expectations and

Employee/Supervisor
exchanges can be a
primary determinant
of employee behavior




Increase Employee
Involvement

Studies have been conducted
on the correlation of an
employee’s engagement with
organizational leadership
and the likelihood of that
employee experiencing a
work-related injury




Communication is Critical

Well-Structured
communication
strategies that are
understood and well-
practiced.




Establish and Maintain Good Relationships

Start by understanding
where you stand with the
general population

Appendix A

Employee Safety Perception Survey

1. New hires are trained quickly and are expected to work safely and follow the rules.

2. Shortcuts or compromises are not taken,

3. Management works hand in hand with staff to ensure safe working conditions.

4, Staffis spoken to when they do not follow good safety practices.

5. Worker safety is a big priority with management.

6. Ican freely report safety violations.

Source: (Janicak, Zreiqat, 2019)







Summary

e A primary component of management is leadership

e Studies have shown that leaders are both directly and indirectly involved in
an organization’s safety program
e Powerful and high-status individuals can significantly influence the
behaviors of others
 They do this from the executive level down through implementing
safety protocols and setting the tone on expectations and safety culture

e Leadership development is critical
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Complete Session Surveys on the App

Find the App, Click on Events, Click on Browse by Day, Click on the
Specific Session, Click on Rate Event. See Below for Screen Shots.

L4 Event
bl Browse by Day . _ Welcome and Keynote
p— Speaker
I_ Browse by Level X Search Events P
il E=1 il =4 |
Browse by Track 7:00 am Date: Monday, Feb 28 8:45
s :4: i Exhibitors Maps Events ¥ AM
Chedule Conference Registration Desk Duration: 1 hour, 15 minutes
* and Cyber PARMA (2) >
i 700 AM-7:00 PM il Rate Event
Speakers  Attendees Whats op Locate Me 8:00 am

of the Most Misunderstood Emotion,

MNow
e iz In her new book and presentation,
= A\ I Welcome and Keynote Speaker : [ )
i b "
%E IE] iE s et Good Anxiety: Harnessing the Power
M

My — COE:'Q‘F;‘;“ Dr. Suzuki transforms the definition of
Exhibitors Favorites 1t 10:00 am anxiety from one of our least favorite

emotions to one of the most powerful

If-help tools we never knew we had.
Exhibit Hall Open Day 1 Selhep - .
PARMA Connect Sync * Rl gttt ay 3 Weaving in her own personal anxiety
] story with cutting edge research as

well as some of the most recent

About 2022 About This N king Break and Dedicated findings from her own lab, Dr. Suzuki

PARMA Exhibit Time
Conference * ?

gets at the complex web of
interactions that make up anxiety's
underlying brain pathways and reveals
how all of us can learn not only how to
better manage difficult, negative

Cash Drawings in the Exhibit Hall emotions, but also use the learning
and wisdom that come from those

App

i 10:00 AM - 10:30 AM
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