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INTRODUCTION

With OSHA's relentless focus on formalized safety programs and reduced experience modifiers,
every company needs to have a safety program in place. This roundtable will address the
importance and the development of a working safety manual and program, the development of
safety director positions, the role of the safety director in a construction firm, experience
modifier rates (EMRs) and how improved safety can directly affect the bottom line.

ROUNDTABLE DISCUSSION TOPICS

1. What incentives have been effective in promoting safe behavior?

Participants agreed it is not easy to get operators to comply with safety regulations. Companies
have tried a variety of ways to encourage safe practices, mostly using positive reinforcement.
Cash incentives are popular; one company gives operators $5 when they are seen practicing
proper safety procedures. Some participants said they make a point to compliment an operator's
good work in front of another coworker. Regular use of safety glasses seems to be a big issue.
Some companies supply them while others let operators pick out ones they like, figuring they
will be more likely to wear them.

One company developed an incentive program as a way to control their growing safety problem.
The program made a dramatic turnaround for that company. It is a bonus program structured so
that either everyone benefits or no one benefits. If there is any claim for a vehicle accident or lost
work claim, everyone loses their cash incentive for that month. The company does not
discourage the reporting of injuries, but if there is lost work there is a repercussion. The first
month that there is no claim, all employees get $50. If there are no claims for the second month,
employees get $75. The third month with no claim, employees get $100. At six months with no
claims, employees make $175 and the rate stays at that level. So if the company continues to
have no claims, employees get a $175 bonus every month. That is a good amount of money for



the operators, and they come to count on it. But if there is a claim, everybody loses their bonus
for that month and it goes back to $0 and starts again the following month at $50. This creates a
tremendous amount of peer pressure, and everybody watches everyone else. If they see an unsafe
activity, they try to stop it. The first thing new hires learn is that they better not lose their safety
bonus.

The company also has an incentive for the managers to get people back to work if there is a lost
work claim. Managers tend to think every operator who says he is injured is faking it and trying
to get out of work. But for this program, managers get a bonus based on their bottom line. If an
operator has a lost workday claim, the manager gets $1,000 off his bottom line and $250 off each
day the operator is off work. So when the bonus starts dropping, managers try to get people back
to work. This program has changed managers' attitudes toward back-to-work programs. It sounds
like a very expensive incentive program but the owner got his money back within the first year.
The company paid out $100,000 in bonuses the first year, but when they received their insurance
renewal, it had dropped about $100,000.

In Canada, a company was paying huge premiums — about $18.47 per $100 of employee
earnings. The company was classified as concrete drilling but was later grouped with forming
contractors. Even though the company was trying to be safe, they had a lot of accidents. So
several companies joined a group called Workers Safety Insurance Board and all participated. If
they achieved certain results, they got money back. There were five elements to satisfy within
the first year of signing up. The company is now starting its fourth year with the program and has
received several bonuses just for participating in the program. After the first year, they got
$8,000 back. After the second year, they received $18,000. For their third year, they expect to
get about $25,000 back. To make the program work, management has to be involved and set a
good example. If operators are required to take a safety course or first aid course, management
had better take it too if they haven't already. This same company also has a trained health and
safety officer even though they have fewer than 20 employees. They don't need it but they do it
anyway to set a good example. There are several groups like the Workers Safety Insurance
Board throughout Canada. The premiums received last year were around $1,270,000 with 68
employers participating. One employer alone got over $240,000 back. It costs money to
participate, companies have to attend five meetings during the season and at any time they can
be audited by the Workers Safety Insurance Board. But it pays off. The company's premiums are
down to $16 (per $100), which isn't a big reduction, but their rate may drop to $13 or $14 next
year. The money they received from participating helps the company to stay competitive. Once
the company has met the five required elements of the program, employees are rewarded for
participating the whole year.

One company has a pool of money and they base their incentive program on the insurance
dollars paid out the previous year. Everyone suffers if there are losses at any of the company's
locations.  They used to promote individual accountability, but the reality is that in the insurance
game, everybody suffers. As an example, assume they paid out $20,000 in the previous year's
insurance premiums — when everything paid in claims comes out of that dollar figure, the rest is
divided up among the people who are working and trying to avoid getting hurt.



Another company, a manufacturer, developed an effective incentive program without using
money as the incentive. When the company has a clean month with no accidents, management
has a barbecue for the employees on the last Friday of the month. Management prepares and
serves the food to show their appreciation. Around six years ago, the company's experience
modifier was around 100, and it has never reached 100 since. Today it is around 86. It is
inexpensive but also effective. And it is an enjoyable time for everyone. By the last Friday of
every month, everyone is ready to wind down.

An important aspect of an incentive program is keeping the incentive very close in time to the
activities. Focus on short-term, not long-term rewards. If the reward is too far out ("a yearly
bonus"), employees can't relate the day-to-day activities to a year's worth of activities. Monthly
rewards seem to work well.

Participants agreed that several methods to encourage safe behavior can work as long as they are
approached positively. Employers should reinforce that operators are the ones who encounter
safety issues on a daily basis and have the final ability to maintain a safe workplace; not the
supervisors. Also, employers should be willing to go to bat for an employee. If something is
unsafe and the operator does not want to perform the job in that condition, the employer should
be prepared to defend their operator's judgement.

2. What training do you cover for new hires?

• Most have a basic orientation, some are more extensive than others
• Guidebooks
• Checklists; some are used early in training and then afterwards only checked

periodically
• Adapted CSDA Safety Manual
• Several companies use safety videos, such as the ones developed by CSDA. They

give employees a good idea of what to expect on the job and have tremendous visual
impact.

• Scheduled, hands-on training
• One-on-one training
• For one company, training includes doing baseline hearing and pulmonary drug

checks
• Making sure to put Material Safety Data Sheets (MSDS) in vehicles

One participant mentioned an approach he called "rhyme and reason," which entails giving
rhyme and reason to what the operational costs are — putting value on the equipment, blades,
saws and drills. It is important to do this one-on-one with each operator so that the discussion is
not just addressing a whole group of people, but explaining it individually.

Some companies have their own individual policies so employees know what's expected of them.
In New Zealand, employees are issued a "Site Safe" card for taking a specific construction-
related safety course. For at least one company present at the roundtable, it's mandatory to be in



it. Many companies are Site Safe companies, so general contractors can't turn up on site unless
they've got that card. These regulations are all an effort to get operators to buy into safety, and
the program reportedly works well.

One company does a fairly extensive new hire orientation that includes Basic Plus, a 5-hour
program that covers hearing protection, fall protection and a wide range of other safety issues.
Then the new hire will come back to the office and go through a physical, drug test and in-house
orientation. At this time, the company shows CSDA videos on what their work covers. The
company highlights safety, job performance, expectations, and hazard awareness and MSDS
sheets.

Moderator Rick Norland made a point that along with the MSDS sheets, the operator manual for
the equipment that the new operator will be running either has to be on the truck or made readily
available. Regarding fit testing and pulmonary function testing, employees need to be fit tested
for the disposable masks, or "dust masks."

3. How often does your company have safety meetings, and when is the most effective
time?

Weekly safety meetings on a specific day and time are most common. Most are held early in the
morning, usually around 6:45 or 7:00 AM, when all the trucks are in and the most number of
employees are present. Also, one company noted that employee interest was much greater at the
beginning of the day. When meetings are held at the end of the day, there tends to be less
attention from the employees. A company with multiple locations discusses the same safety topic
across all branches each week. Some meetings are based on current events, and a larger company
bases meetings on incidents within the organization. Having a "guest speaker" is a good way to
keep the meetings meaningful and interesting.

Other companies had daily toolbox talks, monthly meetings or quarterly meetings. In some
cases, the meetings involve conducting a job-specific, jobsite safety analysis before beginning a
new job to evaluate conditions and potential hazards on a new site. In addition to shorter regular
meetings, one company has one big meeting at the end of the year. Another company has its
safety meeting four times a year, usually for 8 hours on a Saturday.

4. What methods or agencies does your company use for background checks?

• On-the-spot drug tests
• Criminal records / Police records — an option in Canada for $10
• Calling references and/or previous employers and asking if they would rehire the

operator (this presents a liability/litigation issue in some cases). It is only possible to
get limited input because people are not willing to give up much information if they
had a problem employee. They fear litigation and hide the truth.

• Check workers' compensation history
• Driver's License checks, checking for DUI



• Social security checks
• DOT physical / Doctor's report

Some employers request a "statutory declaration" — asking potential employees if they have any
previous health problems or injuries so that if anything comes to light, their company is not
responsible for an existing condition.

Equifax will run a full background check, and there are a lot of private institutions that will also
do this. One participant uses Intelefacts, a comprehensive online service that can do background
checks, criminal checks, etc. Employers pay based on different options they choose to check.
Employers can check their current counties as well as see historical records from where the new
employee or job candidate has been. Employees must sign a waiver allowing the company to
perform the background check. During the application process, the service asks if the waiver has
been signed. One participant uses the FBI to conduct background checks because they do a lot of
work in nuclear plants.

One participant said it is important to sit down with prospective new employees and talk to them
to gauge what kind of person they are. The conversation does not have to focus on cutting
concrete — the point is to strike up a conversation and see what kind of personality the
employee has.

5. What do you check for in a background check?

• Patterns
• Character
• Driving record / DUI

6. What training has your safety person received?

Most safety directors have completed the 40-hour Occupational Safety and Health
Administration (OSHA) certification, which qualifies the person to train other employees. Most
participants said it was very important for the safety director to have considerable knowledge of
and experience with concrete cutting. The ability to relate to the operators was also very
important, and "smarter than them" attitudes were seen as unacceptable. In some cases,
companies promote operators to safety supervisor positions because they can relate well to the
other operators.

A larger company with multiple offices has a full-time safety director who has a bachelor's
degree. But the safety director said that his degree is not the most important part of his
credentials. He said it is most important to have the knowledge and the common sense to be able
to relate to what the operators go through. Also, safety meetings should not just include random
material taken from the Internet. All lessons should be made relevant to sawing and drilling, and
specifically, to the sawing and drilling application at hand.



One company has a person on staff who is a licensed Emergency Medical Technician (EMT) and
is also in the process of getting the OSHA certification. A small firm has a health and safety
officer. In this case, an organization similar to the Ministry of Labor puts on the training — it's
40 hours, similar to OSHA. When the employee gets their card, it is good for approximately
three years before an update is needed. Where this company is located, a health and safety
officer is required on all large jobs if employers have a certain number of employees on a
construction site.

One company hires an outside firm to handle their safety issues. In some companies, the owners
function like the safety directors and regularly brief their employees. Another company simply
gives operators a price list in hopes that they will take proper care of the equipment, thereby
reducing the chance of accidents from malfunctioning equipment.

The responsibility and actions of the safety person should include: addressing bad decisions,
choices, actions and risky behavior of the employees; discussing with employees what choices
were made and why they were poor choices; and helping the employee realize what to do and
what not to do in the future to correct the problem. This process is necessary so employees know
they are going to be held responsible for their actions.

7. How has your company established a relationship with a doctor at a clinic?

Several participants invite their clinic doctors and nurses into their offices to learn about the
equipment and operating procedures. Many participants have gotten to know their doctors and
nurses fairly well. When they send an employee to that clinic, the doctors know the company and
the employees, so there's much more mutual respect. Some participants report that there can be
problems when an operator is sent to an unapproved doctor.

One company sends their operators to an occupational medical clinic called Concentra. The
clinic sends a physical therapist to the jobsite to write up a report that they put in that company's
file. Then when the operators come in for physicals or injuries, the clinic has a much better idea
of what to look for. Concentra has several locations, and there are probably many other clinics
similar to this one.

In some cases, companies have insurance carriers that recommend certain clinics to go to. Some
company safety directors recommend clinics with good occupational staff.  Some companies
have no relationship at all with a medical provider.

8. Does your company do pre-employment screening?

Yes, many do. For some companies, the pre-employment screening includes a drug test, with a
Department of Transportation (DOT) physical given within 30 days of hire (this checks for
hepatitis, tetanus, flu, etc.). Some participants also perform background checks as pre-
employment screening.



In at least one case, the company safety director reviews all the DOT physical results in detail.
He notifies other company locations of areas to watch out for; for instance, an operator may have
a slightly strained back that could be an issue with heavy lifting.

9. What light duty programs does your company have for injured employees?

Several companies have light duty programs to keep their employees working and help them get
back in the field as quickly as possible. Depending on the extent of their injury, workers can file
paperwork, make copies, answer the phones, paint, sweep, pressure wash equipment, do shop
inventory or burn segments off of blades. In one case, a lead operator got hurt and went on to
train a new employee. It was made very clear that he could do nothing but explain and point.
One company brought up the fact that injured employees can do volunteer work, such as
working in a soup kitchen, and the company can use this as a tax deduction. Employees in this
scenario get paid a regular wage and the employer gets a 25 percent tax refund. As a bonus, the
company builds a positive image in the community as a concerned employer. It is important to
always work within the doctor's restrictions of what the employee is able to do.

10. What relation do you have with your insurance carrier and how has it helped?

Several participants have had insurance carriers/agents visit their shops and go out on job sites to
see the operations and see how operators follow safety procedures. Several said their insurance
adjusters were impressed with how the safety programs work. One company said their insurance
carriers come out twice a year to visit the job site. That company said they did not have a good
safety program in place, but found the honest relationship with the insurance carrier to be
extremely useful. Another company's insurance carrier was a state-run program.

One company said that in their opinion, the best way to have a good relationship with the
insurance carrier is to sign up for the CSDA Insurance Program (CSDAIP) and become a part of
the Captive. Several participants were also part of the CSDAIP.

Many participants stressed the benefits of using their insurance companies. Some send their
contract documents to the insurance company to review, and they'll look at the indemnity and
give their feedback. Remember that the insurance carrier is in the same boat as the company they
are insuring. They don't want any accidents, and that is how they will make their money. If a
company develops a good, close relationship with the insurance carrier, the carrier will work
very hard to offer their help and expertise.

SUMMARY

Safety and training have to be the first priority in this business. Knowledge dispels fear. If a
company has employees who think they might get hurt on the job, they probably will. It is the
job of the owners and managers to ensure that operators get the proper training so that they can
perform their duties safely and confidently. In closing, moderator Brian Wnuk shared advice he



received from his instructor before parachuting for the first time: "If you pay attention to the
basic safety regulations, they will not only save your life, but you will also have a very
rewarding and memorable experience." The bottom line is, a safe place to work is a happy place.
A happy place is a productive place. A productive place adds to your bottom line.

The Seven Steps to Controlling Workers' Compensation Costs

1. Screen job applicants

2. Develop a good safety program

3. Control claims

4. Develop a return to work program

5. Build accountability into program

6. Develop close relationship with physicians/clinics

7. Develop close relationship with insurance carrier

Screen Job Applicants

• Utilize temp-to-perm arrangements with outside staffing company
• Require Pre-employment drug screen and physical
• Get thorough employment history
• Conduct criminal background check

Develop a Good Safety Program

• Put it in writing
• Integrate top to bottom
• Establish safety responsibilities
• Establish safety rules
• Provide orientation and training
• Set goals
• Monitor and give feed back  ("People respect what you inspect")
• Provide incentives
• Implement drug/alcohol abuse program

Control Claims

• Demand prompt internal reporting
• Pay medical claims in house
• Utilize physicians network
• Establish & maintain contact with physician and carrier
• Learn the law, exercise your rights



• Participate in the process

Develop a Return to Work Policy

• Make it policy
• Communicate to employees
• Educate supervisors
• Communicate to physicians
• Educate insurance carrier
• Be creative — light duty or modified jobs

Build Accountability into Program

• Make one person responsible
• Give authority
• Provide education and training
• Buy into the program
• Demand results (safety audits, etc.)

Develop Close Relationship with Physician/Clinic

• Establish network of treating physicians
• Develop and protect the relationship
• Involve the insurance carrier
• Stay out of emergency rooms

Develop Close Relationship with Insurance Carrier

• Deal with the adjuster
• Establish expectations for when employee can come back to work
• Demand to be kept informed
• Be involved
• Be credible


