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Introduction 

We have built the team and the culture. This week is about execution and how to run meetings that produce 
results and keep the momentum going between sessions. 
 
Monday – The Anatomy of a Meeting That Actually Works 
We have spent two weeks talking about the people and culture behind effective SATs. This week is about what 
happens in the room, and what happens after people leave it. 
 
Most unproductive meetings share one trait: no structure. People show up, talk for a while, then leave without a 
clear picture of what was decided or who's doing what next. Structure isn't bureaucracy, it's respect for people's 
time and energy. 
 
An effective SAT structure has five main roles: (1) a Chair - an hourly team member that leads the team's 
actions; (2) a Co-Chair - usually a supervisor or manager that supports the Chair and coaches them on running 
effective meetings; (3) a Timekeeper - someone assigned to make sure meetings start and end on time; (4) a 
Scribe - the note taker of the meeting minutes and the person responsible for posting new meeting minutes on 
the communication board; (5) Other Members - primarily composed of other hourly team members that are 
passionate about making improvements. 
 
Real-World Example 
A hydraulic components manufacturer in Ohio had launched a SAT with genuine get-er-done mentality. 
Management gave the team authority to red tag equipment, select their own projects, and manage their own 
budget for improvements under $3,000. The team was motivated and the right people were in the room. But 
early meetings ran long, went in circles, and people left unclear on who was doing what. The problem wasn't 
commitment, it was structure. 
 
The plant manager called the experts at Workplace Learning System (WLS) to come in and help. WLS helped the 
SAT define five formal roles, and the difference was immediate. The Chair was a veteran machinist named 
Renee, seven years on the floor, respected by all her teammates. She ran the meetings, opened them, kept 
discussion on track, called the vote when the team prioritized projects, and made sure every action item had an 
owner before the meeting closed. The Co-Chair was the area supervisor, Marcus. His job was not to run the 
meeting; Renee ran the meeting. Marcus was there to support her, help navigate anything that needed 
management coordination, coach her between meetings on facilitation, and use his organizational access to 
unblock anything the team couldn't move on their own. The Timekeeper was a press room operator named 
Devon, who took the role seriously enough to bring a small digital timer to every meeting. Meetings started at 
7:00 AM sharp regardless of who hadn't arrived yet. The Scribe was a quality technician named Amara, who 
captured every action item in real time on a shared form: the item, the owner, the due date, and the current 
status. Within 24 hours of every meeting, Amara posted the updated minutes on the SAT communication board 
at the entrance to the production floor. In the first quarter under this structure, the SAT closed 11 action items, 
more than in the previous five months combined. 
 
Discussion Prompt 
Think of the best meeting you've ever been part of, safety or otherwise. What made it feel productive? What 
can we borrow from that? 
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Tuesday – The Action Item: Making Commitment Concrete 
Yesterday we talked about meeting structure. Today we zoom in on the most important output of any SAT 
meeting: the action item. 
 
An action item is not a note. It's not 'someone should look at that.' It is a commitment: a specific task, assigned 
to a named person, with a deadline. Without all three elements, it's just a conversation that got written down. 
 
'Fix the lighting in the deburring area' is not an action item. 
'Maria to submit a work order for two additional overhead fixtures in the deburring area by March 22nd' is an 
action item. See the difference? 
 
Specific action items protect the team member as much as they drive results. 
 
Real-World Example 
A glass packaging plant in West Virginia decided to test a theory: does the way you write an action item affect 
whether it gets done? The EHS manager pulled 12 months of SAT meeting minutes and categorized every action 
item into two groups: 
 
Group A: items that named a specific person responsible and included a specific due date. Group B: items that 
were assigned to 'the team,' 'maintenance,' 'supervision,' or had no due date noted. 
 
The results were stark. Group A items were completed on time 79% of the time. Group B items were completed 
on time 22% of the time. Same facility. Same people. Same hazards. Same level of organizational support. The 
only variable was how the item was written down. 
 
The EHS manager presented this data at the next SAT meeting and then walked the team through a before-and-
after exercise. She put a Group B item on the whiteboard: 'Improve ergonomics at the label inspection station.' 
Then she asked the team to rewrite it as a Group A item. After some back and forth, they landed on: 'Kevin to 
contact the ergonomics equipment supplier by November 8th for a quote on an adjustable-height workstation 
for the label inspection station, and present options at the November 19th SAT meeting.' That single item was 
completed on schedule. The ergonomic workstation was installed six weeks later and reduced the reported 
shoulder strain complaints at that station from an average of three per quarter to zero. 
 
Discussion Prompt 
Pick one safety concern on this floor. Let's practice right now, can we turn it into a proper SMART action item 
with a who, a what, and a when? 
 
Wednesday – Prioritization: You Can't Fix Everything — So Fix the Right Things First 
Action items need owners and deadlines. But before any of that, the SAT must answer the hardest question in 
any improvement process: where do we start? 
 
The answer isn't gut feel. It isn't whoever speaks loudest in the meeting. And it isn't whatever is easiest to fix. 
Effective SATs make prioritization decisions based on data and facts. That means looking at your injury and 
illness logs, your near-miss reports, your first-aid records, your maintenance work order history, and your 
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equipment inspection findings before the team decides what to work on first. When you put that information in 
front of the group, the right priorities tend to surface quickly because the data tells a story the floor already 
knows but hasn't seen written down. 
 
Understanding risk is part of that picture. A condition that is both highly likely to occur and capable of causing a 
serious injury deserves to be near the top of the list. But risk alone isn't enough. The SAT should also be asking: 
How often is this happening? How many people are exposed? Has it already caused harm? Those are factual 
questions with factual answers, and they lead to better decisions than a conversation based on opinion. 
 
Once the data has shaped the priority list, the SAT sets 90-day goals. Not a two-year improvement roadmap. Not 
an aspirational wish list. Ninety days. Projects the team can realistically research, plan, execute, and close within 
that window given their available time, budget authority, and bandwidth. When those 90-day goals are 
complete, the team goes back to the data, reassesses what has changed, and sets the next 90 days. This rhythm 
of data, goals, execute, close, repeat - is what separates a SAT that continuously improves its workplace from 
one that stalls after the first few projects. 
 
Real-World Example 
A stamping facility in Michigan gave their SAT full authority to select and drive their own improvement projects. 
Before their first prioritization session, the team asked the HSE Manager to present some data: 18 months of 
OSHA 300 log entries, the near-miss report log, the maintenance corrective work order backlog filtered for 
safety-related items, and the results of the most recent equipment inspection sweep. 
 
What emerged from the data surprised no one on the floor but it was the first time anyone had seen it 
assembled in one place. The scrap conveyor that ran the full length of the production bay had generated two 
near-miss reports, one first-aid hand laceration, and four maintenance work orders related to the same jam-
clearing access point — all within 18 months. Workers were reaching into an unguarded pinch zone to clear jams 
that happened three to five times per shift. The frequency was documented. The injury history was 
documented. The exposure - nearly every press operator on the floor, every day - was documented. It wasn't a 
debate. The data made the priority obvious. 
 
The SAT set their first 90-day goals: 1) Get a communication board set up so the team could post their meeting 
minutes and communicate to the floor what was going on and project status, 2) identify and define the guard 
issue at the scrap conveyor access point, 3) find potential guarding solutions and implement the solution. All 
three were closed before the deadline. The operations manager later told the plant director: 'They go straight to 
the worst things every time. Because the data tells them what the worst things are, and they trust each other 
enough to act on it.' 
 
Discussion Prompt 
If we pulled our injury log, our near-miss reports, and our maintenance work orders right now and laid them on 
a table what pattern do you think would show up? What would the data tell us to work on first? 
 
Thursday – Between Meetings: Keeping the Work Moving 
A SAT only meets for 35-45 minutes, maybe every two weeks. The other 335 hours of the work cycle are where 
the real work either gets done or doesn't. 
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Effective SATs don't go silent between meetings. Owners of action items know they're expected to make 
progress, not just wait until the next meeting to report that nothing happened. 
 
Supervisors play a key role here. Asking an action item owner, 'Hey, how's that work order coming?' between 
meetings isn't micromanaging, it's showing that the work matters. 
 
When blockers come up, and they will, the between-meeting period is when they need to get escalated, not 
saved for the agenda. 
 
Real-World Example 
At a pharmaceutical packaging facility in New Jersey, a SAT action item to install anti-fatigue matting at three 
standing workstations on the tablet coating line had been open for six weeks. The item had a named owner, a 
line technician named Priya, and a due date that had already passed. At the check-in review, Priya explained that 
she had submitted the purchase request the week after the meeting, but it had disappeared somewhere in the 
procurement pipeline. She had followed up once by email with no response and then assumed it was in process. 
The supervisor did a quick check and found the request had been sitting in a procurement queue, flagged for 
vendor approval that had never been initiated. A one-minute phone call to the maintenance planner moved it to 
active status. The matting arrived four days later and was installed the same afternoon. 
 
Total time from Priya's original submission to installation: six weeks and five days. Time from the supervisor's 
phone call to installation: four days. The delay wasn't caused by budget issues, organizational resistance, or 
anyone failing to care. It was a simple communication gap that nobody would have found if the supervisor 
hadn't asked 'How's that coming?' between meetings. At the next SAT session, Priya added an informal 
suggestion: for any action item involving procurement, the owner should confirm the purchase request was 
received and active within 48 hours of submission, not wait for the next meeting to find out if it stalled. The SAT 
adopted it as a standing best practice. 
 
Discussion Prompt 
What typically gets in the way of follow-through between meetings here? Is it communication gaps, competing 
priorities, unclear ownership — or something else? 
 
Friday – Closing the Loop: Why Completion Matters as Much as the Fix 
We've covered structure, action items, prioritization, and between-meeting accountability. The final piece is 
closing the loop, making sure the team knows when something is done and why it mattered. 
 
When an action item is resolved, it shouldn't just disappear from the board. Take 30 seconds at the next 
meeting to say: 'The anti-fatigue mats are in, nice work, Jordan. That's going to help everyone on that line.' 
Done. That's closing the loop. 
 
This matters for two reasons. First, it validates the effort of the person who owned it. Second, it shows the 
entire team that raising issues leads to something. 
 
Next week, we talk about recognizing small safety wins. Today was the setup for that conversation. 
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Real-World Example 
A structural steel fabricator in the Southeast had a SAT that was functioning well with good attendance, solid 
action items, reasonable close rates. But something felt flat. Members showed up, did the work, and left. There 
wasn't much energy. The EHS manager couldn't put her finger on why until she sat in on a meeting and watched 
the transition from old business to new business: completed items were erased from the board and new ones 
were written up, almost without comment. Nobody acknowledged what had been done. It was purely 
transactional. 
 
She proposed adding a 'closed items' segment at the start of each meeting with two minutes, maximum, to read 
the completed items aloud, name the person who owned each one, and say briefly why it mattered. The first 
time they did it, there were four closed items. She read them out: 'The fall arrest anchor point above the crane 
runway bay, completed by Thomas. The updated chemical SDS binder for Welding Station 6, completed by 
Maria. The repaired pedestrian crosswalk striping in Bay 3, completed by the facilities crew with input from 
Darnell.' It took 90 seconds. But something shifted in the room. People sat up a little. Thomas and Maria both 
nodded. Over the following three months, the number of new hazards submitted per SAT meeting nearly 
doubled from an average of 3.1 to 5.8. When people see their work acknowledged out loud in front of their 
peers, the SAT stops being an obligation and starts being something worth contributing to. 
 
Discussion Prompt 
Weekly Wrap-Up: What's one process change to how we run meetings, track action items, or follow up that you 
would want to try starting next cycle? 
 


