To Advance, Don't Improve Departmental Safety?
Thursday, September 8, 2011
PHOENIX (H&U) –

B

elow is an example of possible unwritten rules the employees may
devise to achieve their goals.

4. Keep the boss happy — Do whatever it
takes to stay on the boss's good side
to ensure promotion.

1. Not contributing — Do not standout as
an innovator and therefore be retained
longer. [What is meant here is to not
become so valuable to a given
department that promotion out of that
lower-level department becomes more
difficult or even impossible.]
2. Since departments are measured on
performance — Watch the quarterly
reports so as not to be flagged as a
nonperformer.
3. Avoid failure — Don't take any
chances; limit participation in teams
that may fail.

Doing so may produce the following outcomes:
1.
2.
3.
4.

Short term-ism
Poor team work
Lack of cooperation
Little or no innovation

(Source: "Managing System-Driven Incidents—A Business and Performance Approach," by Peter G. Furst.
International Risk Management Institute. August 2011.)
It's the first number 1 above that interests us most for the
purposes of this short article.

Normalization of Deviance
This point by Peter Furst ties in well with Diane Vaughn's
sociological research concerning what she terms the
"Normalization of Deviance" (See Hill & Usher's article:
"De-Normalization of Insurance-Coverage Deviance082811.pdf").
Diane's general point is that because an accident hasn't
occurred concerning something that is actually breaking
the written rules, the tendency in organizations is to

accept the rule breaking or deviance as the new normal
(often courting disaster). The unwritten rule becomes the
standard, accepted operating procedure. Peter Furst's
observations jibe with that, but we want to emphasize
that management and systems-thinking can unwittingly
also promote errors on account of unanticipated
selfishness on the part of individual employees and/or
groups.

Selfishness?
Perhaps you're thinking that everyone looks out for self
and that it's only the negative aspect of that fact that
concerns you. Well, that's fair enough; but let's delve into
it a bit more in an attempt to clarify what constitutes
"negative" here.
Surely, you agree that from the overarching organizational standpoint, Peter Furst's example employee (who
deliberately, consciously, does not contribute to improving
safety but rather simply follows all of the existing rules so
he or she will not be held back from promotion for actually
being less self-centered) is a prime representative of the
negative type of self-interest.
Perhaps also, a number of thoughts enter your mind
about, for instance, "not making waves." After all, plenty
of safety improvements can require radical change. As we
all know, many people get to the top by only appearing to
offer radical, valuable change. Also, to climb the ladder,
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one must step over other managers who fear change or
who are deeply engrained in the "don't innovate, just
follow the rules" model and who also don't want to see
underlings leapfrog them.
The reasons for obstacles are as numerous as the
imagination; but unless we look at them square on,
people's lives can and will be left in great jeopardy, as
Diane Vaughn pointed out happened with both Space
Shuttle disasters.
All crew members died in each case, and neither accident
would have happened had it not been for at least the
"Normalization of Deviance." We say "at least" here
because we are fairly confident that some of the negativeselfishness problem was also no doubt present amongst
the numerous governmental and corporate entities
involved in both errors: O-rings and thermal tiles.
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Negative Selfishness/Short-Sightedness at the Top
So, here we have the people who often climbed by having
achieved promotions by playing safe for self (but not
necessarily for others and all) and who also are the ones
most responsible for establishing and changing the
organizational culture from that "failure to contribute"

mentality to an actual culture of safety and other innovations for the sake of all concerned.
It's a dilemma, and it's critical to confront it on every
level.

If the Shoe Fits...
You may be that owner, that president, that CFO, or
department or project manager who says about this
article, "right on." On the other hand, you might be seeing
your current pattern of thinking and behavior in the
negatively selfish, ostensible team member. If you do,
there's no time like the present to begin changing that

pattern. Start by sharing this article around the office and
field. Get the juices flowing. Speak with those who are
most responsible for organizational-safety systems. Work
this safety-innovator friendly thinking into your own
systems, in writing, executing, and following through.

Comprehensive Approach
A truly comprehensive approach assumes the position that
improving is never ending. It must include what we've
heard called "thinking outside the box." Hunting down the
unwritten rules, whether 1) an individual's 2) a group's
within the organization or 3) the whole organization's, is
required for a constantly improving and comprehensive
approach.

We hope you've enjoyed this safety-management article.
Stay tuned to Hill & Usher. There will be more coming
your way. In the meantime, if you want assistance with
safety or any other insurance- or surety-related matters,
don't hesitate to let us know. We've tried to make that as
convenient as possible for you below.

Contact Us Right Now
Hints:
In newer versions of Adobe Reader and Adobe Acrobat:

larger list of possible matches."
3. Menu > Edit > Preferences > Forms > Auto-Complete >
Advanced: "The advanced auto-complete feature stores the
information you enter into form fields and uses these entries
to suggest relevant choices as you type into a field. If there
are probable matches for a field, tabbing into that field will
automatically display a list of them. If there is a very
probable match, it will be entered in the field automatically.
Pressing Tab while the pointer is over an entry in the list
chooses the entry and moves to the next field."

1. Save your work-in-progress: Menu > File > Save.
2. Menu > Edit > Preferences > Forms > Auto-Complete >
Basic: "The basic auto-complete feature stores the
information you enter into form fields and uses these entries
to suggest relevant choices as you type into a field. Once
you enter a character into a field, a drop-down box displays
a list of only the most probable matches. Double-click or
press Down Arrow in an empty field to display an even

Remarks

I've read Hill & Usher's article, "To Advance, Don't Improve
Departmental Safety?" (To Advance, Don't Improve
Departmental Safety-09082011.pdf), and wish Hill & Usher to
contact me to help improve my organization's overall safety.

Month

Date

Day

Year (yyyy)

If you know your Hill & Usher
Account
Number,
please
enter it now. Other-wise,
skip to the next section.

Attached to Pre-existing First Named Insured (if any)
Hill & Usher
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Full Legal Name

Primary Contact
Primary Contact data already
on file with Hill & Usher

Yes

No

If "Yes" and if you've entered above 1) the applicable Hill & Usher Account Number or 2)
the full legal name of the Pre-existing First Named Insured, then skip the rest of this
Primary Contact section, enter any desired remarks, and submit the form.
If you are unsure of any applicable Hill & Usher Account Number or whether there is a
Pre-existing First Named Insured, please fill out this Primary Contact section.

First Named Insured
Type

Co-Insured

Other

Not Selected

First Name

Middle Initial

Last Name

Home Telephone
(10 digits)

Cell
(10 digits)

Business Telephone
(10 digits)

Fax
(10 digits)

Email

Preferred Method
for Contact

Hill & Usher

Home Phone

Cell

Business Phone

Email

Not Selected
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Contact at Work

Contact at work anytime
Contact at work only for emergencies
Never attempt to contact at work under any circumstances
Not Selected

In newer versions of Adobe Reader and Adobe Acrobat, save your completed form before submitting:
Menu > File > Save.
SUBMIT

If you have any computer/technical questions/problems with this form, please email our webmaster or call our office @ 800·956·4220
- Monday through Friday, from 8AM to 5PM, Arizona time -

Hill & Usher Specialty Programs

Aerial Pak
(Aerial Photographers)

Package Choice
(Photography Studios)

Residential General-Contractors

Bar Pak
(Restaurants & Bars)

Trim Risk
(Landscapers)

You may also access Hill & Usher Speciality Programs via the menu and sidebar on our main
homepage: HillUsher.com
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