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Loss Management with L.O.V.E.: Living Our Values Everyday
Topic 1 — Details of the risk management methodology utilized to identify and quantify the need for the technique, process, or program
2005 brought new leadership to the Safety Department.  With that leadership came the introduction of the concept that Safety should be a proactive culture, not a response-based initiative or method born out of negative conditions in the workplace.

In early 2006 we brought together the members of the Risk Management Team (Corporate Executives, Division Managers, Superintendents, Safety Managers, and Risk Control Managers).  Team members were queried on their perception of where the deficiencies were in the corporate safety culture.  Each level of the organization brought their unique perspective to the forefront, which immediately identified the multiple aspects of the concept of a “Safety Culture.”  

Each member of the team had its own interpretation of what a safety culture was.  However, there was a common idea that wove throughout:  the idea that risks and hazards need to be eliminated BEFORE they occur, not after an injury or incident brings the risk to the attention of management.

Deficiencies identified included the lack of a standardized orientation program, Apprentice skills assessments, jobsite hazards recognition, injury prevention, and post injury care and follow-up.  In addition, we defined the critical task of creating a comprehensive program that could be rolled out company-wide across an increasing number of states and operating divisions. 

These deficiencies were used as the foundation for building a comprehensive program; a program that incorporated every aspect of creating and maintaining a safety culture company-wide.  
Topic 2 — Details of the design of the technique, process, or program
The “Loss Management with L.O.V.E.:  Living Our Values Everyday” program was developed to incorporate the following components: 

· Orientation and I-3 Free education

· Pre-Task-Planning (PTP):  We developed a PTP card (Exhibit 1) by using historical loss information to address specific hazards that we have had. We then took the cards to the Superintendents to help us develop a PTP card about the industry-specific work we perform.   PTP cards are tri​-fold so our employees can easily put them in their pocket. All employees are required to participate in the PTP process.

· Site-Specific Orientation:  To make our site specific orientation more personal, photographs are taken of the jobsite and are used as part of the jobsite safety training.  
· I-3 Free (Injury, Incident and Impact Free):  I-3 Free is not a system.  It is a behavior-based program created to spread the message that no one should be injured while they are working to provide a living for themselves and their families. The four principles of the I-3 Free program are Supportive Leadership, Personal Commitment to Safety, Free and Open Lines of Communication, and Accountability.  The primary goals of the I-3 Free presentation are to convey the message that safety must be a value in the employee’s life, and to counteract traditional employee skepticism regarding safety by driving home the message that everyone has ownership of safety and that we are all responsible for everyone’s safety.  

· Mike’s Story:  A Division Manager allowed us to video him telling his story of how an arc fire 19 years ago forever changed his and his family’s life. He told his story so no one else would have to go through the pain and suffering he went through. He talks about everything from being in a burn unit, to not having enough money to pay his bills.  His story is a lesson in making the right choices.

· Apprentice Mentoring Program 

· Apprentice Portfolio:  Each apprentice is required to complete a professional development portfolio (Exhibit 2). On their personal portfolio they list all the training they have received and what tools they have worked with. As they receive additional safety training, or training on new equipment they update their portfolio. This is a living document. 

· Assigned Mentor:  In an effort to help our Journeymen become competent instructors/mentors, a mentor training program was created.  This program helps our Journeymen understand more about how the teaching process works.

· Employee Empowerment 

· Stop Work Card:  Our CEO signed a "Stop Work Card" (Exhibit 3) that empowers any employee to stop work if they believe they are working in a hazardous condition or putting others at risk.  

· Injury Prevention Initiatives 

· Stretch & Flex Program:  A comprehensive Stretch & Flex program (Exhibit 4) was designed to “warm up” our employees before they embark on their daily tasks; tasks that are always physical in nature. 

· RTW Program / Lost Day Prevention Program 

· Return to Work:  Our existing return to work program for injured workers on modified or transitional duty was expanded to encourage our Superintendents to work together to identify opportunities within the company as a whole.  
· Lost Day Prevention Program (Exhibit 5):  A comprehensive program was developed to create a partnership between the medical providers, the insurance carrier and the corporate claims manager.  

· Job descriptions for all working crafts were reviewed by our Superintendents and expanded to include any light duty assignments that would be considered appropriate for the craft.  

· A designated driver system was developed to insure that all injured workers were transported to/from the medical facility.  

· A letter to the medical provider was created which outlines our expectations and aggressive return to work program.
Topic 3 — Details of the implementation of the technique, process, or program

The “Loss Management with L.O.V.E.:  Living Our Values Everyday” program was implemented as follows: 

· Orientation and I-3 Free education

· Pre-Task-Planning (PTP):  PTP training is now a mandatory component of the new hire orientation. By using PTP cards we allow our employees to be a part of planning their work, identifying hazards, and determining ways to eliminate or mitigate them. PTP cards are tri​-fold so our employees can easily put them in their pocket. All cards stay in the field where the work is, not in an office.  All employees are required to participate in the PTP process.

· Site-Specific Orientation:  With the use of jobsite-specific photographs, our Superintendents are able to show how certain tasks are performed.  By using pictures we not only help our new hires become familiar with the project, but this process helps them to understand our work procedures and quality assurance program. This enables our employees to see what the project looks like and the specific hazards associated with their new project before they leave the new hire orientation.

· I-3 Free (Injury, Incident and Impact Free):  The I-3 Free video is viewed by all employees during the Orientation process.  This is mandatory and no employee is allowed on the jobsite until it has been viewed.

· Mike’s Story:  This video is shown along with the I-3 Free presentation to show our employees how to view safety as a value in their life. A value they are not willing to compromise for anyone or anything. We ask the question; "What is the difference between someone coming to your home with the intent to cause harm to your family, and someone asking you to put yourself in harm's way at work?" We believe there is no difference; it's wrong. We also ask; "What would you do to protect your family?" The answer is, "Whatever it takes." With that said, "What limits do you have when it comes to working safe so you can be there to provide for and protect your family?" The answer should be the same, "Whatever it takes."  This message is the foundation of our craft's accountability to themselves as well as their accountability to their family. This video teaches them why they must not compromise their own safety by the choices they make.  

· Apprentice Mentoring Program 

· Apprentice Portfolio:  All Apprentices are required to complete a Professional Development Portfolio during the Orientation process.  The Orientation is not complete without it. Apprentices are to update their portfolio each time they receive training of any kind (new tool, piece of equipment, or safety program). This is a living document that the Apprentice is responsible for keeping up-to-date. 

· Assigned Mentor:  When the apprentice is assigned to a Journeyman (JW), that JW is required to read the portfolio and sign off on it acknowledging that they have reviewed the document.

· Employee Empowerment 

· Stop Work Card:  To open the doors that allow our craft folks to be a part of creating our culture, it takes everyone from the top person in the company to the person digging the ditch. We acknowledge this by giving every employee a Stop Work Card at their new hire orientation. This card empowers them to stop work if they believe they are working in a hazardous condition.  While we work hard to provide a hazard-free environment we can't do it by ourselves; our craft folks have to do their part as well.  The Stop Work Card allows employees to report hazardous conditions and stop working until the hazard is mitigated, without fear of reprisal or reprimand.

· Injury Prevention Initiatives 

· Stretch & Flex Program:  Each shift (morning and return from lunch break) is begun with stretch and flex so our employees can warm up before they start working. This program was created as a team exercise to help eliminate muscle strains and foster the team approach to injury prevention.

· RTW Program / Lost Day Prevention Program 

· Return to Work (RTW):  Site Superintendents have always had the responsibility of identifying Return to Work opportunities at their jobsites. Our existing RTW program was expanded to allow our Superintendents to work together to identify opportunities within the company as a whole.  When there are no RTW opportunities at the jobsite of injury, the General Superintendents are called in to orchestrate a “job-sharing” model, which allows them to work together to identify opportunities in other operating divisions or at the corporate facility.  This program allows employees to return to work sooner.  

· Lost Day Prevention Program:  This program was initially introduced to the Nurse Managers on staff with our Workers’ Compensation carrier.  Once they were familiar with the program, it was introduced to the Directors at the Occupational Medicine Clinics we use.  With both organizations on board with the program, it was rolled out to our field management (Foremen, General Foremen, Superintendents, and Project Managers).  Program training was conducted by our EHS Managers and the Risk Control Manager at Foreman Safety Meetings, and with site-specific trainings for all remote locations.  

Topic 4 — Details of the results of the technique, process, or program
The “Loss Management with L.O.V.E.:  Living Our Values Everyday” program is succeeding in fostering the “Safety as a Value” culture company-wide, as evidenced by a decrease in injury severity, lost workday cases, apprentice injuries, claim costs, insurance rates, and Experience Modification Rate (EMR).

Our injury prevention Initiatives (Stretch and Flex, Pre-Task Planning, Apprentice Mentoring, and the Stop Work Card program) are having a positive impact on injury severity and frequency from year to year.

Prior to implementation of the Stretch & Flex program, back, shoulder, and knee strains accounted for 32% of our Lost Workday cases.  In 2007, our first full year of the program, we had zero lost workday cases attributable to back, shoulder, and knee strains:  a clear indication that the severity of strain/sprain injuries has decreased.

We saw a steady decline in frequency of strain/sprain injuries as well:  25% in 2006 to 23% in 2008. This does not appear to be a significant reduction until you consider the company’s growth over the same time period:  2,887,581 man hours in 2006 to 5,629,412 man hours in 2008 (Chart #1).  This represents a 51% increase in man hours while maintaining a decrease in severity and frequency of strain/sprain injuries.

With an aging workforce in an industry that is physical in nature, we will never see the elimination of injuries.  However, with these programs in place we are able to minimize the severity of injuries.  

Our major focus was to reduce strain/sprain injuries and their impact on overall performance.  In doing so, our programs have not only reduced these injuries, they have reduced the overall severity of workplace injuries. There were 19 Lost Workday Cases in 2006, 7 in 2007, 3 in 2006, and 0 YTD in 2009 (Chart #2).

With that decrease, along with severity decreasing, we’ve seen a steady decline in claims costs from $777,809 in 2006 to $343,587 in 2008 (Chart #1), as well as a reduction in our workers’ compensation insurance audit rate from 0.9847% to 0.7115% for the same time period.  In addition, our EMR has gone down each year (Chart #3).
We have experienced enormous growth over the last three years as noted above in annual man hours worked.  As significant as the increase in man hours was, it was the complexity of beginning 2006 working in only 6 states to entering 2009 working in 12 states that speaks to the value of our standardized orientation process.  

Results are concrete when you count claims and add up their costs.  It is the less obvious results that are carrying the company forward to attainment of the goals of I-3 Free – a work environment where safety is a value, employees carrying that value home with them, the elimination of employee skepticism regarding safety, and every employee actively participating in the process.  We have succeeded in fostering good work habits that employees can use away from work as well as teaching each employee how to be responsible for their personal safety and well being as well as the safety of those around them. 
















Summary of the Rosendin Electric, Inc. Loss Control Program –


Winner of the 2009 Gary E. Bird Horizon Award





The members of the Risk Management Team of Rosendin Electric, Inc. are the recepients of the 2009 Gary E. Bird Horizon Award presented by IRMI. The team received the award for devising a safety program that focused shifting the organization’s attitude from “safety is someone else’s responsibility” to “safety is everyone’s responsibility.” This culture shift produced tremendous results. From 2006 to 2008, the organization workers compensation claims costs shrunk by 50% even though manhours worked increased 51% and the number of geographic locations where projects were underway doubled. As a result, Rosendin saw its experience rating modification factor – which reflects past losses and has a major impact on workers compensation premiums -- drop from .90 to .71 over that same timeframe. More detailed information about Rosendin’s award winning program can be found in the following presentation. To learn more about the Gary E. Bird Horizon Award and how to submit a nomimation for 2010, click �HYPERLINK "http://www.irmi.com/conferences/crc/awards/horizon/howto.aspx" \t "_blank"��here�.











