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EHS MANAGEMENT

Are Your Employees Stealing Your Discretionary Time?
EHS Management (http://ehsdailyadvisor.blr.com/category/ehs-management/) Charles J. Douros Thursday - December 21, 2017

Time. It’s the one commodity we can agree is always in short supply. Or is it? Perhaps it’s just what we do with the time we’re given that creates the perception it is
escaping us. After all, we all have the same 24 hours in any given day. Managed well, time can pave the way to greatness, allowing us to produce immensely powerful,
positive outcomes. Squandered, it often lends itself to disastrous and disappointing results. 

Safety professionals know all too well how valuable time is. There is constant pull in every direction. There’s never
enough time spent “on the �oor” or “in the �eld.” Company reports and regulatory documents take hours of o�ce
time, interrupted by countless emergencies we are called to manage. Many safety professionals are independent
contributors working tirelessly without sta�, and others have only part-time direct reports. If you’re fortunate to have
a dedicated sta� of safety professionals, managing their time is paramount to freeing up discretionary time for
yourself. This discretionary time can be devoted to high-value projects, strategic thinking, and personal or
professional development. Frankly, you can do with it what you want, not what is being dictated or demanded by
others.

Consider this: Your employees steal discretionary time from you every time they interact with you. When you
address them, you are diverting your own time and attention away from that which you would rather be doing.
Where do the employees fall in your organization? Are they stealing inordinate amounts of your discretionary time,
or are you managing them in such a way that wasted time is kept to a minimum? 

(http://news.blr.com/app/uploads/sites/2/2017/12/Douros_Graphic.jpg) 
Adapted from Bill Onken’s model on time management, all employees can be placed in one of four tiers in a time management scale.

Wait Until Told
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Those who reside in this largest block will steal the greatest amount of your discretionary time. These employees won’t lift a �nger until you direct them to do so. You
are so busy tending to their needs, you don’t have time for your own. A new employee fresh out of orientation is an example of someone who waits until told. Another
example is an employee who sees a large puddle of water on the factory �oor but does nothing to remedy it until he or she’s told to mop it up. The hazard will remain
until he or she is directed to address it. The sooner you can help this employee rise up the scale, the more discretionary time you will �nd.

Advise, Then Act
This next group of employees in the continuum �rst advise what it is they intend to do, then wait for approval or instruction before taking any action. They take a bit
less discretionary time to manage. While it’s a step in the right direction, these employees still steal too much discretionary time from supervisors and managers. In the
example where the employee sees water on the �oor, this employee would notify a supervisor that there is water on the �oor and then advise the supervisor on how
he or she intends to clean it up. The supervisor then takes time to evaluate the proposed solution and gives authority to continue or direction on completing the task.

Act, Then Advise
Further up the scale, and providing maximum value relative to discretionary time, there is a smaller universe of valuable employees who take initiative to act on the
hazards they encounter then communicate their actions to you at a later time. “Hey boss, I saw a large puddle on the factory �oor and I put up wet �oor signs, told the
area supervisor, called the sanitation department, and waited there, diverting foot tra�c until they came.” It takes a more mature organization with high trust levels to
endorse this mind-set among employees. When employees take the initiative to act then advise, it takes very little time to address them: only as much time as it takes
to listen and thank them for their e�orts.

Act on Own Behalf
In most organizations, few employees reach the point where they are accountable only to themselves. Those who can act on their own behalf go about their business
con�dently, making observations, assessments, and good decisions regularly, with great acumen and without hesitation. These employees make organizational change
happen and don’t seek approval, permission, or recognition for doing so. Their impact may or may not be immediately evident, and improvements are often subtle. It is
a pleasure to manage these individuals since they consume none of your discretionary time at all.

Where do the lion’s share of employees �t in your organization? Are they mostly in the “Wait Until Told” bucket, stealing hours of discretionary time from your day? Are
you actively working on helping them promote up the scale to “Advise Then Act”? Are the trust levels in your organization high enough to set expectations for more
employees to “Act Then Advise”? What steps can you take to create a culture where more individuals are acting on their own behalf? If you’re struggling to �nd enough
time in the workday to accomplish more of what you want and less of what they want, assess your organization, and answer these questions. It’ll be time well spent.

Join Charles J. Douros for his educational session Safety Coaching for
Supervisors: Shaping Desired Outcomes in the Workplace at BLR ’s
2018 Safety Summit (http://live.blr.com/event/safety-summit/?
code=EDDA&utm_source=BLR&utm_medium=referral) April 16–18,
2018, in Orlando, FL!

Charles J. Douros is senior consultant for ProAct Safety. Charles
engages organizations in every major industry on their journey to
achieve and sustain excellence in safety performance, organizational

development and cultural alignment. Since 2004, he has worked hands-on in the safety and
environmental arena with companies in all regions of North America. As a former small
business owner, regional director of EHS, and safety consultant, Charles has personally
implemented safety performance and cultural improvement processes across many
industries. Chuck is a proli�c writer of online safety content and has been a frequent
contributor to eHow, Business.com (http://business.com/), Examiner, CBS News, Boy Scouts
of America, Nation’s Restaurant News, Career Tracker and other business & industry sites.

He can be reached at 936-273-8700 or info@ProActSafety.com.
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EHS Salary Guide 2018 (http://ehsdailyadvisor.blr.com/resource/ehs-salary-guide-2018/)

As an EHS professional, it’s hard to tell if you are being paid competitively, and as an employer, it’s hard to tell if you are o�ering salaries that are
competitive and e�cient. BLR’s 2018 EHS Salary Guide will help you evaluate if you are being paid a fair amount for the responsibilities you are
shouldering or if you are paying the right amount to retain hard-to-�ll positions but not overpaying on others.

7 Preventable Reasons People Get Hurt at Work (Infographic)
4 comments • 7 months ago

Wendy S — I find it a bit disparaging that we're saying it's STUPID to not ask
questions. In fact, these reasons are not STUPID, they are
preventable...maybe we …

Between RCRA and a Hard Place: Operating Under Conflicting
Regulations
1 comment • 8 months ago

John Williams — This is an important recycling industry issue. We take what
would otherwise be wastes at the end of the useful cycle for the original user.
It is …

Hazardous Drugs: Good for Patients, Bad for Healthcare Workers
1 comment • 2 months ago

akhil arya — Wegener's granulomatosis is a syndrome that causes
aggravation of the veins in a few sections of the body, prompting blood stream
issues in …

OSHA Citations Continue, But Press Releases Remain Scarce Under
New Administration
3 comments • 7 months ago

Rich DeLeau — Better news is that we'll have 7 1/2 more years. Best news
with the VP running for POTUS, it could be 15 1/2 more years!
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EHS Salary Guide 2018
(http://ehsdailyadvisor.blr.com/resource/ehs-
salary-guide-2018/)

As an EHS professional, it’s hard to tell if you are being paid competitively,
and as an employer, it’s hard to tell if you are o�ering salaries that are
competitive and e�cient. BLR’s 2018 EHS Salary Guide will help you
evaluate if you are being paid a fair amount for the responsibilities you

are shouldering or if you are paying the right amount to retain hard-to-�ll positions but not overpaying on others.

Cal/OSHA Inspections: What to Expect
and How to Prepare

(http://ehsdailyadvisor.blr.com/resource/calosha-inspections-expect-prepare/)

Whatever the reason, if Cal/OSHA on your doorstep, you can’t send the inspector away—not for long or without a very good reason— but you can be prepared for a
Cal/OSHA visit. You can even take some steps to reduce your risk of being inspected. This Special Report will show you how.
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Temporary Worker Safety

(http://ehsdailyadvisor.blr.com/resource/temporary-worker-safety/)

From helping you understand the latest OSHA regulations on temporary worker safety, to strategies for improving training and adherence to your company’s “safety
culture,” this in-depth Safety Insider Report (a $299 value!), will provide the knowledge you need to limit your liability, comply with federal regulations, and drive safety
success in your organization for your entire workforce.

California’s
Workplace Violence
Prevention in
Health Care: What
You Need to Know

(http://ehsdailyadvisor.blr.com/resource/californias-workplace-violence-prevention-health-care-need-know/)

The phenomenon of workplace violence, which has increased steadily in recent years, has been generating concern among employers. Employees, as well as
supervisors and managers, have become all too frequent victims of assaults or other violent acts in the workplace, which entail a substantial risk of physical or
emotional harm. Take a step towards protecting your workplace with this free report.

A. Respirable crystalline silica for general industry and maritime

B. Occupational exposure to beryllium

C. Annual civil penalty adjustment for in�ation

D. Electronic submission of only 300A data for all covered establishments

OSHA CHALLENGE

This Week's Question (http://oshachallenge.blr.com/index.aspx)

Which of the following �nal rules is fully e�ective January 2, 2018?

Submit Your Answer (http://oshachallenge.blr.com/index.aspx)

SAFETY SOLUTIONS SHOWCASE

Safety Decisions Magazine

(http://ehsdailyadvisor.blr.com/resources/safety-decisions-magazine/)
A quarterly magazine o�ering a fresh look at the strategic issues that challenge safety executives in today’s ever-changing business arena. Read the latest edition
today (http://ehsdailyadvisor.blr.com/resources/safety-decisions-magazine/).

Safety Training

(http://www.safestart.com)

Compliance will only take you so far with injury prevention. To achieve world-class safety performance on and o�-the-job you must address the human factors that
are involved in the majority of incidents and injuries. Learn how SafeStart �ts within your existing safety system to reduce injuries 24/7

www.SafeStart.com (http://www.safestart.com)
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