... AGARP MATTERS

TRUST IS CRITICAL TO MINE SAFETY PERFORMANCE

The =afe operation of Australian coal mines requires a level of trust between
workers and management that does not always exist on site. Previous
research indicates that mistrust is deep-seated at a number of coal mines
and that these mines are usually the worst performers in terms of
Occupational Health and Safety (OHS), thereby illustrating that there iz a
strong correlation between the lack of trust among workers and
management and poor OHS performance. Where mistrust is not overcome,
workers treat management safety initiatives with suspicion and refuse to
‘buy’ into them. Consequently the absence of trust greatly influences OHS
outcomes even in circumstances where there iz significant management
good will and where sophisticated and ambitious OHS tools are being used.

An industry-zponzored rezearch project hazs investigated the experiences of miztrust
within companies, at individual mine sitez and with the Mines Inzpectorate using in-depth
anahyziz. Project leaders Meil Gunningham and Darren Sinclair found that in many of the
loweer OHS performing mines they examined, a zingle cataltic event had precipitated a
serious breakdown of trust between managers and workers.

“Although precize events varied from caze to caze there were striking =imilarities
between the mines that had experienced such an event in termz of their negative
conzequences,” they zaid.

“Firet, zuch events create a ripple effect throughout a mine site’s operations, with
miztruzt infuzing relationzhipz outzide the original context ... Second, the ill-feling on the
part of the “wronged’ party (usually workerz) often perzizted for many years,
zuggesting that mistrust arizing from catalytic eventz iz deep =eated and long lasting.
Third, even when the ill-fesling appears to have faded, it may flare up again at pointz of
ztre==, =2uch as changes in management practice and/or structures, zuggesting that the
=zcars from such eventz are readily re-inflamed.”

The key to creating trust, they found, iz to act in ways that people perceive to be fair.
People who feel they have been treated fairly will be more likely to trust that organization
and be more inclined to accept itz decizionz and follow itz directions.

PRACTICAL STEPS FOR DEVELOPING TRUST

To a=zzizt companiez, mine =itez and the Mines Inzpectorate to foster the development of
trust, the rezearchers have developed a zeries of practical step=. Two of the most
critical recommendations focus on the prozecution policy and enforcement strategies.
Rather than prozecting routinely in the caze of fataltiez or 2erious injuriez, prozecution
zhould only take place againzt genuine “bad apples’ and in circumztances that will foster
prevention rather than retribution. The principal (but not exclusive) criteria for determining
pre=ecution =hould be past track record, the =2eriouznesz of the rizk and itz potential
conzequences, and the degree of culpability of the offender (irrezpective of whether
death or injury has rezulted). Enforcement strategies =hould be arranged in a regulatory
pyramid with more cooperative strategies deployed at the baze of the pyramid and
progressively more punitive approaches used only if, and when, cooperative strategies
fail. Beyond all elze, the inzpectorate =hould steer a middle path that neither rejectz
pre=ecutionz, an important deterrent at the top of an enforcement pyramid, nor uzes it in
circumstances where it ig likely to do more harm than good.

1. Leaderzhip begins at the top. Corporate leaders =hould 22t high heatth and
zafety standards, develop an ambitious corporate QHS vizion, dizzeminate the
zafety mez=age widely, and develop and implement 2ophizticated =afety
management toolz.

2. Take measures to encourage the creation of a more united, cohesive workforce
(including contractors), particularty where there iz antipathy between groups
within the workforce.

3. Take measures to ensure that the 2enior mine management's OHS mezsage is
both internalty conziztent and conziztent with itz OHS actions.

4. Management, particularty corporate management, =hould enzure that the
necessary resources are available to enable other levelz of management and
the workforce to implement OHS commitments.
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5. Corporate management =hould strive to minimize rotation of mine managers and
other =enior mine level positionz. Frequent mine management changes resultin a
loz= of corporate memory, conztrain the development of good working
relationzhips between managers and workforce, and inhibit the building of trust.

§. Senior management, from the mine manager down, =hould interact with and be
=zeen to interact with middle management and workers on a daily bazig, both
formally and informalky.

7. Mine management =hould provide opportunities for communication and
conzultation with the workforce, with an emphasiz on generating ownerzhip of
OHS initiatives acrozs the workforce. In practical termz thiz invobvez conzulting
widely prior to the introduction of new =afety initiatives, providing timehy and
relevant feedback to workers on reporting, eztablizhing a ‘blame free’ reporting
culture, providing a variety of formal and informal avenues for information
exchange and for raizing OHS concerns, and providing workers with acceszs to
OHS decizion-making proceszes.

&. Line managers (and deputiez in particular) require greater management support
in order to successfulty perform as the crucial link between management and
the workforce.

5. Where practicable, process-bazed organizational structures (for example
dividing a ming’s operation into production, development and surface operations)
with work teamz allocated on thiz baziz, =hould be extended. Thiz enablez a
stronger relationzhip to be developed between management and workers in
gach process az workers identify with their own =ection.

10.  Motwithztanding itz unpopularity in ome quarters, management =hould conzider
the intreduction of rotating =hiftz at more mines, in combination with procezs-
ba=zed crganizational 2tructure. Rotating =hiftz have a number of crucial benefitz
for improving trust, including regular training rosters during normal =hift time, the
effective removal of 2hift 2eniority and opportunitiez for mine management to
interact with all workerz at =ome point during a =hift cycle.

11.  Strategies mu=t be put in place to overcome ‘middle management inertia’ and
unweilingness to buy the zafety mez=age. Middle managers must be provided
with appropriate rezources (including rezources to rezpond to and implement
audit recommendationz}, training to carry cut their OHS responzibilitiez, and
opportunitiez for genuing input into the development of corporate initiatives.

12. I iz desirable to improve relatienships with onsite union representations by
providing better communication channelz.

13. Al mines must work together to achieve a ‘just’ culture — one in which workers
perceive that they will be treated fairly or justhy. There iz conziderable evidence
that =uch a culture 2erves to reinforce trust.

TRUST BETWEEN THE INDUSTRY AND NSW MINES INSPECTORATE
The rezearcherz alzo found that there was a high level of miztrust between mining
companiez and the New South Wales Mines Inzpectorate, primarily due to the
intreduction of the new prosecutions pelicy arizing from the Gretley mine dizaszter in
1956,

“It iz clear that Gretley was the catahyst for a dramatic =hift in regulatory style away from
the previous and long-favoured “advize and perzuade’ approach to a much more
muzcular and adverzarial approach. Thiz new appreach to enforcement had a profound
impact on the relationship between the inspectorate and the industry and exacerbated
exizting miztruzt of the Department by =enior corporate management and of corporate
management by many inzpectors,” they =aid.

“To achieve a perception of fairnezs would require a much more nuanced prosecution
policy. Currently, prosecution against those who neither intended harm nor were
recklezs in their behaviour (gpitomized by the Gretley decizion) iz widehy perceived to be
unjuzst, and thiz has cauzed the law to loze itz legitimacy in the eyes of duty holderz. |
has alzo generated defenzivensess on their part that rezults in an unwilingness to
examine the root cauzes of accidentz and incidents for fear of being prosecuted.”
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