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RA RCA PROJECT OVERVIEW
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Introduction

 2013 – integrated risk management (methodology) was introduced by the 
Ministry of Labour, Immigration, Training and Skills Development (MLITSD)
– Risk Assessment (RA) workshop to identify, discuss, and evaluate hazardous risk 

events within the industry

– Root Cause Analysis (RCA) workshop to identify and discuss root causes of a select 
hazardous event, and to brainstorm controls and solutions

 2023-2024, Workplace Safety & Prevention Services (WSPS) applied the 
methodology for the Food & Beverage Wholesale Distribution industry
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Industry Selection

WSPS has determined Food & Beverage Wholesale Distribution as a 
priority area of focus based on a thorough analysis

Industry 2021 LTI Rate Data Source

Service Sector 0.84 2021 By the Numbers Report

Class H1 – Petroleum, Food, Motor 
Vehicle, Misc. 0.93 2021 By the Numbers Report

NAICS 413 - Food & Beverage 
Wholesale Distribution 1.23 Custom EIW Report 
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A Bipartite and Collective Process 

Workshop process is open, transparent, 
and collaborative
Ensures that different perspectives or viewpoints are 
heard

Each response received is respected and not freely 
edited

Final workshop results are reviewed/validated by 
industry participants only

Finding acceptable solutions that all 
members can support:
Only industry participants vote, not regulator/HSAs

Process is NOT about consensus, although the results 
demonstrate a significant degree of convergence
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Risk Assessment Workshop

In September 2023, 
a risk assessment 
workshop was 
facilitated to 
determine the top 
health and safety 
concerns within the 
industry, with the 
support of MLITSD. 

Top 10 risks as identified by the industry subject matter experts:

FULL RESULTS OF THE RISK ASSESSMENT

https://www.wsps.ca/resource-hub/food-beverage-wholesale-distribution/food-beverage-wholesalers-risk-assessment-results


9 

WSPS Communications – Risk Assessment Results

https://www.wsps.ca/resource-hub/posters/top-10-root-health-safety-risks-in-the-food-beverage-wholesale-distribution-industry-an-infographic
https://www.wsps.ca/resource-hub/food-beverage-wholesale-distribution/toolkit-food-beverage-wholsale-distribution-risks-hazards-and-solutions
https://www.wsps.ca/resource-hub/food-beverage-wholesale-distribution/food-and-beverage-wholesale-distribution-industry-ranks-its-top-ten-risks
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Communications Campaign for Industry Stakeholders

1. Food in Canada – January 2024
2. OMAFRA Food & Beverage Industry News 

– January 2024
3. MLITSD – what’s new – January 2024
4. Inside Logistics – print and online February 

2024 
5. Meat Poultry Ontario – Block talk – March 

2024 issue
6. The Grower – print and online – March 

2024 issue

https://www.foodincanada.com/sponsored/food-and-beverage-wholesale-distribution-industry-ranks-its-top-ten-risks/
https://mailchi.mp/e863791e57f5/whats-new-january-2024?e=3a22c4b840
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RCA WORKSHOP RESULTS
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Risk Statement

Exposure to musculoskeletal 
disorders hazards such as heavy 
lifting, repetitive motion and 
awkward postures from manual 
material handling can have serious 
unintended and adverse effects on 
the safety and well-being of 
workers, organizational health, 
and the broader community.
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Participant List: Subject Matter Experts 

# Representative Company

1 Worker 1 McCormick and Company

2 Worker 2 Sobeys

3 Worker 3 Metro

4 Workers 4 & 5 Gordon Food Service

5 Worker 6 Coke Canada Bottling

6 Employer 1 McCormick and Company

7 Employers 2 & 3 Sobeys

8 Employer 4 Metro

9 Employer 5 Gordon Food Service

10 Employer 6 Coke Canada Bottling

11 Employer 7 Nestlé

Voting Participants Non-Voting Support 

# Representative Role

1 Julia Lok WSPS Facilitator

2 Rishma Brenner WSPS Facilitator

3 Subhra Dutta WSPS Support

4 Don Patten WSPS Ergonomist

5 Norm Kramer WSPS Warehouse Specialist

https://www.mccormick.com/
https://www.sobeys.com/en/
https://www.metro.ca/en
https://gfs.ca/en-ca/
https://cokecanada.com/
https://www.mccormick.com/
https://www.sobeys.com/en/
https://www.metro.ca/en
https://gfs.ca/en-ca/
https://cokecanada.com/
https://www.nestle.com/
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Identified 
Primary Causal 
Factors 

Root cause analysis on 
musculoskeletal disorders 
from manual material 
handling was completed 
on January 16-17, 2024.

Thirty-five (35) primary 
casual factors were 
identified.

Exposure to musculoskeletal disorders 
hazards such as heavy lifting, repetitive 
motion and awkward postures from 
manual material handling can have 
serious unintended and adverse effects 
on the safety and well-being of workers, 
organizational health, and the broader 
community.

Language barriers

Personal habits

Fatigue

Taking shortcuts

Unrealistic goals PPE required in extreme 
temperature

Hazardous weather conditions

Improper postures

Inadequate workplace design

Lack of leadership commitment

Lack of management of 
change program

Inadequate supervision

Job rotation or job variance

Inadequate training

Non-standardized pallet height/
size/weight

Equipment used outdoor

Inadequate equipment selection

Inadequate maintenance of equipment

Selection from 
automation

LEGEND

     

     
     
   

Primary cause

Top primary cause

Lack of/improper use of 
Hazards Identification and Risk 
Assessment

Lack of equipment

Load being handled (dimensions)

Lagging vs leading indicators

Incomplete data analysis

Legal implications on alcohol 
and drug screening

Too detailed measurement on 
performance

Volume based business 
performance measurements

Unfit for duty (drug/alcohol/
impairment)

Lack of process to measure

Unfamiliar environment

Working and walking surfaces

Employment status (e.g. 3rd party)

Not following the hierarchy of controls

Generational workforce

Inadequate reporting
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Exposure to musculoskeletal disorders hazards such 
as heavy lifting, repetitive motion and awkward postures 
from manual material handling can have serious unintended
 and adverse effects on the safety and well-being of workers, 
organizational health, and the broader community.

LEGEND

    

      Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Need to save 
time

More time 
for breaks

Achieve 
personal 
targets

Fatigue

Psychosocial factors (social 
support)

Tenure – old 
habits

Follow the people (assimilate)

Incorrect training/procedure
Acceptance 
(fit in)

Volume 
focus KPI

Ambitious forecast

Aggressive 
company target/
unrealistic goals

Increased 
workload

understaffed

Behind 
schedule

High turnover

Nature of the 
Business cycle

Poor general 
fitness

No physical ability 
pre-screening

cost
Decision makers unaware
Small hiring pool

anthropometrics

Unfit for 
duty (drug/

alcohol/
impairment)

Location of 
organization 
(demographics)

Workplace set 
up not suitable 
for 
demographics 

Rushing/
catch up Save time 

incentive

Exceeding personal 
limits (e.g. not 
taking a rest day/ 
calling in sick 
because they will be 
penalized in payroll)Fear of 

discipline

Not flexible
Lack of 
stretching

Worker not interested
No time

No fit for duty 
screening

Supervisors 
not trained 

on screening

No training 
program

cost

Mental 
health/

employer 
support for  

addiction

CostLack of 
employer 

support

Legal 
implication 

(human rights, 
privacy laws)

Lack of 
enforcement

Lack of 
procedures

Lack of robust incident 
management program

Personal 
habits

Fitness level

Poor diet and nutrition

Experience vs. 
inexperienceNot properly trained Language 

barriers

Don’t 
understand 
policies and 
procedures

Diverse 
population

Increased 
immigration

Lack of 
translation 
and training

Increased 
immigration 
(more languages)

Inadequate training

Bringing bad 
habits

Lack of refresher 
training

Lack of 
enforcement

/coaching

understaffed

Not enough 
resources 

(money, 
people, time)

Fatigue

Long hours 
and overtime

Environment 
(hot/cold)

Manual/
intense tasks

Shift work

Personal 
health

Business 
demand

Cost
Business growth

Seasonal requirement 
of the business

Increased exposure to 
extreme temperatures

Heavier PPE

Increased 
frequency of 

taking PPE 
on/off Inadequate automation or 

cannot be automated

Poor 
workplace 
design Lack of awareness of 

proper standards Not a priority 
for data to 
be measured

Lack of 
awareness of 
long-term 
implications Reliance on 

WSIB

Lack of appropriate 
training/measurement 

method

Improper 
postures

Taking 
shortcuts Incentives

Fatigue

Low or no 
knowledge

Legal complications – 
union/human rights

Diet/sleep

Unrealistic 
goals

Decision makers 
unaware of how 
tasks work

Business growth 
and continuous 
improvement 
mindset

Out of date time 
study data for 
decision making Decisions 

made on old 
data

Lack of 
internal 
expertise

Insufficient 
data on loss 
(effects on 
business)

Lagging vs 
Leading 

indicators

Not enough 
leading 

indicators 
(measured)

Don’t know what 
leading indicators are

OHS = cost to business

Too many 
lagging 

indicators

Focus takes away from 
leading therefore reactive

Lack of tool 
to measure

Inconsistent 
measurement 

of training 
quality

Not enough 
resources

Incomplete 
data analysis

Lack of 
standardized 
way of 
analysis

Company has 
different 
measuring 
data points

Reduced 
transparency 
of WSIB and 
MLITSD data

Divert 
attention
 to focus on 
lagging 
indicators

Immaturity of organization

Lack of JHSC

No internal 
resources

Do not have 
tools to 
measure

System tools 
are too 
generic

Too much 
money for 
customization

Legal 
implication 

of alcohol 
and drug 

screening

Negative 
perception

Costs related 
to support

Stigma 
(addiction)

Lack of 
education on 

topic and 
information 

resources

Business 
decision

Too detailed 
measurement 
(performance) Business 

targets

Shortcuts (see in 
People category)

Design of measurement 
does not take into account 
on differences in people

Volume based business 
performance 

measurement

Lack of/
improper use of 
hazards 
identification 
and risk 
assessmentMaximizing 

business 
revenue

Lack of 
process to 
measure

Near misses 
are not 
reported

Don’t understand 
what a near miss is

Fear of reprisal
culture
Lack of refresher 
training

Employer doesn’t 
invest/not interested 
in knowing

Cost to 
implement/
maintain Lack of resources 

(money, time, people)

Supervisor ignores/
doesn’t resolve the 
complaint Workers lost 

trust

Inconsistent 
buy-ins for 
each location

Different 
priority due 
to products

Job rotation or 
job variance

Operating in 
silos

Reactive process instead of 
proactive (design)

Inconsistent 
implementation

Reporting (severity 
differs)

Subjective nature of 
pain (qualitative)

Specialized 
skill sets

Time for training

Increase exposure 
to other hazards

Mandatory 
certification

Lack of cross 
training

Seniority

Lack of effective 
rotation

No other tasks 
available

Business operation 
design Understaffed

Too complex to 
implement 

rotation

Pay differences

Maximize efficiency
Lack of job variety at 

the workplace
Personal choice 

Age/seniority

Inadequate 
training

Lack of 
training

Poor quality

Inconsistent 
implementati
on of training

Cost

Risk not 
evaluated

Lack of internal 
expertise

Lack of priority

No audit/
evaluation

Training 
design flow

Ineffective/
inactive JHSC

Outdated 
training 
method/
system

Lack of 
system 
information 
resources

Inconsistent 
trainer 
qualification

Lack of 
industry 
standards

Inadequate 
supervision

Lack of training

Lack of resources

Not held 
accountable

Emphasis on 
production 
over safety

High turnover of 
supervisors

High turnover of 
supervisors

Not part of KPI or individual 
performance

Lack of 
management of 
change program

Lack of 
understanding

Varying risk acceptance

Lack of KPIs

Time 
consuming 

exercise

Resource heavy 
process 

(time+people+$$)

Delays 
operations

Working in silos with 
different priorities

PPE required 
for extreme 
temperature

Cold – requires 
more PPE

Limits range of motion
Increased exertion because 
of weight of PPE

Grip strength required for when 
working with gloves

Cold 
promotes 
rushing

To keep 
warm

Fatigue from 
change in 
temperatures

Increased 
risk of Slips 
Trips & Falls

Poor floor 
conditions 
(condensation)

Increased use of 
improper posture

Increased 
stress in cold

Inadequate cold 
weather/temperature 
process

Lack of space

Lack of space 
management 

program 
(e.g., 5s)

Designers 
don’t 

prioritize 
ergonomics

Cost $$$

Lack of standards Unfamiliar 
environments

Inconsistent 
working 
conditions

Hazardous 
weather 

conditions

Increased 
stress

Variation in 
package

Lack of control from 
supplier/vendor

Inconsistent 
application of 
procurement process/
standards

Awkward 
space

Too low/too 
high packing 

heights

Optimization 
of space

Workplace 
layout

Congestion

No dock/
inadequate 
dock plate

Low 
clearance 
basement

Inadequate 
screening 
process

Becomes 
ramp with 
slope

Mismatched 
delivery 
truck with 
unloading 
area

Improper 
dispatch 
process

Lack of 
information

Increased 
trips with a 

load

Cannot use 
proper lifting 

technique

Working and 
Walking 
surfaces

Slopes increase 
force required

Stairs on 
delivery side

Road/sidewalk conditions 
for external delivery

Older warehouse with 
extension

Smaller 
warehouse

Cannot use 
mechanical 

carts

Inadequate 
workplace 

design

Load being 
handled 
(dimensions)

Equipment 
used 
outdoors

Equipment 
must be 
stored 
outside

Improper 
equipment 
for the task

Risk assessment 
was not done

OHS not 
engaged

Lack of 
management 
of change

Lack of training for 
equipment selection

Shortcuts

Equipment 
not available

Suboptimal 
job tasks 
design

No clear criteria for selection of equipment for task

Inadequate 
maintenance of 
equipment

Lack of 
adequate 
LOTO

Increased force/
awkward postures/
repetition requirement

Lack of 
accountability

Lack of 
resources

Inadequate 
PM

Lack of reporting of 
maintenance requirements

Lack of tracking of 
maintenance issues

Selection from 
automation

Requires 
additional 

safeguards 
(by design)

Lack of resources

No process for 
alternate equipment 
storage

Inadequate workplace design

Lack of 
inspections

No adequate 
alternatives

Increased 
MSD risk 

factors

Additional 
tools 

required

Varied 
product size 

and shape

Lack of 
resources

Lack of space

Lack of knowledge 
of solution types

Equipment not 
available/powered/

ready to use

Supply chain 

Different vendors with 
varied processes

Lack of technology

Backlog of 
maintenance requests

No centralized 
trusted list of 

equipment types

Inadequate/lack 
of process (being 

followed)

Non-
standardized 
pallet height, 

size and 
weight

International 
shipment not 

on pallet

Supplier/
vendor trying 

to maximize 
cube

Need to meet 
transportation 
requirements

Supplier may 
send broken/
non-standard 

pallet

High 
transportation 

cost

Need to reduce 
operational 

costs

Operational 
priority (over 

safety)

Double handling 
to re-pack

Shortage of pallets

Pallet cost
Lack of internal 

resources
Not following 

standard process

Weather

Weather 
conditions 
lead to 
inadequate 
use

Lack of risk 
assessment

Infrequent scenarios

Lack of alternative 
tools

Inadequate 
equipment 
selection

Cost

Lack of 
equipment

IRS not 
emphasized Decision makers prioritize 

operations over safety

Disengaged 
workforce

Risk acceptance

Negative perception 
towards safety

Lack of leadership 
support and 
accountability

Lack of OHS 
dedicated resources

Fear of 
reprisals

Lack of positive 
reinforcement/

recognition

Employment 
status (e.g. 

3rd party)

High 
turnover

Variance in 
orientation

Lack of 
leadership 
commitment

Lack of follow 
up/audit

Unfamiliar 
with 

workplace 
and/or risks

Use cheaper 
solutions 

first

Generational 
workforce

Resistance to 
change (new 
technology)

Risk acceptance 
(workers and 
supervisors)

Failure to 
follow 
process

Lower accountability Skilled labour 
shortage

Lack of 
knowledge of 
risk

Ineffective 
communication 
(disconnect)

Managerial/
training 
styles 
outdated

Rushed to 
get worker 
working

Not 
accounting 
for varied 
learning 
styles

Inadequate 
reporting

Not following 
the hierarchy 

of controls
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Category Breakdown – 35 Primary Causal Factors

People (6)
17%

Measures (7)
20%

Process (5)
15%

Environment (6)
17%

Tools and Machines (6)
17%

Culture (5)
14%
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Voting Process – Level of Importance

1 – Not Important

2 – Low importance

3 – Slightly important

4 - Neutral

5 – Moderately important

6 – Very important

7 – Extremely important / 
showstopper

Significance of 
each primary 
cause
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Top 10 Primary Causal Factors
 Validations were completed on January 23 - February 1, 2024

Rank 
# Category Primary Causal Factor Workshop 

Average
Workshop 

SD

1 Culture Lack of leadership commitment 7.00 0.00

2 Process Inadequate training 6.83 0.40

3 Process Inadequate supervision 6.38 0.67

4 Environment Load being handled (dimensions) 6.23 0.65

5 People Improper postures 6.23 0.79

6 Environment Inadequate workplace design 6.05 0.70

7 Process Lack of management of change program 5.98 0.63

8 Measures Lack of/improper use of HIRA 5.98 1.10

9 Tools and Machines Inadequate equipment selection 5.97 0.63

10 Culture Inadequate reporting 5.97 0.83
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Employer vs. Workshop Results 

Rank 
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 6.67

3 Environment Load being handled (dimensions) 6.67

4 People Improper postures 6.67

5 Environment Inadequate workplace design 6.50

6 Tools and 
Machines Inadequate equipment selection 6.33

7 Process Inadequate supervision 6.17

8 Process Lack of management of change 
program 6.17

9 Measures Lack of/improper use of HIRA 6.17

10 People Taking shortcuts 6.00

Employer Top 10 Results Workshop Top 10 Results 

Rank
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 6.83

3 Process Inadequate supervision 6.38

4 Environment Load being handled (dimensions) 6.23

5 People Improper postures 6.23

6 Environment Inadequate workplace design 6.05

7 Process Lack of management of change 
program 5.98

8 Measures Lack of/improper use of HIRA 5.98

9 Tools and Machines Inadequate equipment selection 5.97

10 Culture Inadequate reporting 5.97

same ranking                              different ranking
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Worker vs. Workshop Results 

Rank 
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 7.00

3 Culture Inadequate reporting 6.60

4 Process Inadequate supervision 6.60

5 Process Lack of management of change 
program 5.80

6 Culture Not following the hierarchy of 
controls 5.80

7 Environment Load being handled (dimensions) 5.80

8 People Improper postures 5.80

9 Measures Lack of/improper use of HIRA 5.80

10 Tools and 
Machines Inadequate equipment selection 5.60

Worker Top 10 Results Workshop Top 10 Results 

Rank
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 6.83

3 Process Inadequate supervision 6.38

4 Environment Load being handled (dimensions) 6.23

5 People Improper postures 6.23

6 Environment Inadequate workplace design 6.05

7 Process Lack of management of change 
program 5.98

8 Measures Lack of/improper use of HIRA 5.98

9 Tools and Machines Inadequate equipment selection 5.97

10 Culture Inadequate reporting 5.97

same ranking                              different ranking



21 

Employer vs. Worker Results 
Employer Top 10 Results Worker Top 10 Results 

same ranking                              different ranking

Rank 
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 6.67

3 Environment Load being handled (dimensions) 6.67

4 People Improper postures 6.67

5 Environment Inadequate workplace design 6.50

6 Tools and 
Machines Inadequate equipment selection 6.33

7 Process Inadequate supervision 6.17

8 Process Lack of management of change 
program 6.17

9 Measures Lack of/improper use of HIRA 6.17

10 People Taking shortcuts 6.00

Rank 
# Category Primary Causal Factor Average

1 Culture Lack of leadership commitment 7.00

2 Process Inadequate training 7.00

3 Culture Inadequate reporting 6.60

4 Process Inadequate supervision 6.60

5 Process Lack of management of change 
program 5.80

6 Culture Not following the hierarchy of 
controls 5.80

7 Environment Load being handled (dimensions) 5.80

8 People Improper postures 5.80

9 Measures Lack of/improper use of HIRA 5.80

10 Tools and 
Machines Inadequate equipment selection 5.60
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Top 10 Comparison

Rank # Category Primary Causal Factor
Average

Employer 
(rank)

Worker 
(rank) Workshop

1 Culture Lack of leadership commitment 7.00 (1) 7.00 (1) 7.00

2 Process Inadequate training 6.67 (2) 7.00 (2) 6.83

3 Process Inadequate supervision 6.17 (7) 6.60 (4) 6.38

4 Environment Load being handled (dimensions) 6.67 (3) 5.80 (7) 6.23

5 People Improper postures 6.67 (4) 5.80 (8) 6.23

6 Environment Inadequate workplace design 6.50 (5) 5.60 (14) 6.05

7 Process Lack of management of change program 6.17 (8) 5.80 (5) 5.98

8 Measures Lack of/improper use of HIRA 6.17 (9) 5.80 (9) 5.98

9 Tools and Machines Inadequate equipment selection 6.33 (6) 5.60 (10) 5.97

10 Culture Inadequate reporting 5.33 (18) 6.60 (3) 5.97
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Final Workshop Recommendations and Conclusions

Trusted resources Consolidate trusted resources in an easy to find way and 
enable networking opportunities.

Industry-specific best practices
Develop resources and information on tools, assessments, 
and equipment for supervisors and employers. Also 
highlight the cost of MSD hazards when not controlled.

Industry-specific 
guidelines/standards

Develop for common equipment, workplace designs, and 
processes (e.g., pallet size, cube height, ordering processes, 
frozen goods, perishable goods, etc.)

Empower workers Increase worker participation in decision-making and 
solutions development to enhance workplace culture.

Incentives/Rewards/Recognition On tools, assessment, processes and equipment to highlight 
the importance of MSD prevention.
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APPENDIX A – FISHBONE DIAGRAMS
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Primary Causal Factors

People • Taking shortcuts
• Fatigue
• Improper postures
• Unfit for duty 

(drug/alcohol/impairment)
• Personal habits
• Language barriers

Process • Lack of process to measure
• Job rotation/job variance
• Inadequate supervision
• Inadequate training
• Lack of management of 

change program

Tools and 
Machines

• Equipment used outdoors
• Non-standardized pallet 

height/size/weight
• Inadequate equipment 

selection
• Lack of equipment
• Inadequate maintenance of 

equipment
• Selection from automation

Measures • Unrealistic goals
• Lagging vs leading indicators
• Incomplete data analysis
• Legal implications on alcohol 

and drug screening
• Lack of/Improper use of 

Hazards Identification and Risk 
Assessment

• Too detailed measurement on 
performance

• Volume based business 
performance measurements

Environment • PPE required for extreme 
temperature

• Inadequate workplace design
• Unfamiliar environments
• Hazardous weather 

conditions
• Load being handled 

(dimensions)
• Working and walking surfaces

Culture • Inadequate reporting
• Lack of leadership 

commitment
• Employment status (e.g., 3rd 

party)
• Generational workforce
• Not following the hierarchy of 

controls

• Top 10 Primary Causal Factor
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LEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Need to save 
time

More time 
for breaks

Achieve 
personal 
targets

Fatigue

Psychosocial factors (social 
support)

Tenure – old 
habits

Follow the people (assimilate)

Incorrect training/procedure
Acceptance 
(fit in)

Volume 
focus KPI

Ambitious forecast

Aggressive 
company target/
unrealistic goals

Increased 
workload

understaffed

Behind 
schedule

High turnover

Nature of the 
Business cycle

Poor general 
fitness

No physical ability 
pre-screening

cost
Decision makers unaware
Small hiring pool

anthropometrics

Unfit for 
duty (drug/

alcohol/
impairment)

Location of 
organization 
(demographics)

Workplace set 
up not suitable 
for 
demographics 

Rushing/
catch up Save time 

incentive

Exceeding personal 
limits (e.g. not 
taking a rest day/ 
calling in sick 
because they will be 
penalized in payroll)Fear of 

discipline

Not flexible
Lack of 
stretching

Worker not interested
No time

No fit for duty 
screening

Supervisors 
not trained 

on screening

No training 
programcost

Mental 
health/

employer 
support for  

addiction

Cost
Lack of 

employer 
support

Legal 
implication 

(human 
rights, 

privacy laws)

Lack of 
enforcement

Lack of 
procedures

Lack of robust incident 
management program

Personal 
habits

Fitness level

Poor diet and nutrition

Experience vs. 
inexperience

Not properly trained

Language 
barriers

Don’t 
understand 
policies and 
procedures

Diverse 
population

Increased 
immigration

Lack of 
translation 
and training

Increased 
immigration 
(more languages)

Inadequate training

Bringing bad 
habits

Lack of refresher 
training

Lack of 
enforcement

/coaching

understaffed
Not enough 

resources 
(money, 

people, time)

Fatigue

Long hours 
and overtime

Environment 
(hot/cold)

Manual/
intense tasks

Shift work

Personal 
health

Business 
demand

Cost
Business growth

Seasonal requirement 
of the business

Increased exposure to 
extreme temperatures

Heavier PPE

Increased 
frequency of 

taking PPE 
on/off Inadequate automation or 

cannot be automated

Poor 
workplace 
design Lack of awareness of 

proper standards Not a priority 
for data to 
be measured

Lack of 
awareness of 
long-term 
implications Reliance on 

WSIB

Lack of appropriate 
training/measurement 

method

Improper 
postures

Taking 
shortcuts Incentives

Fatigue

Lack of 
awareness of 
proper 
standards

Low or no 
knowledge

Legal 
complications – 

union/human 
rights

Diet/sleep
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Unrealistic 
goals

Decision makers 
unaware of how 
tasks work

Business growth 
and continuous 
improvement 
mindset

Out of date time 
study data for 
decision making Decisions 

made on old 
data

Lack of 
internal 
expertise

Insufficient 
data on loss 
(effects on 
business)

Lagging vs 
Leading 

indicators

Not enough 
leading 

indicators 
(measured)

Don’t know what leading indicators are

OHS = cost to business

Too many 
lagging 

indicators

Focus takes away from 
leading therefore reactive

Lack of tool 
to measure

Inconsistent 
measurement 

of training 
quality

Not enough 
resources

Business 
operating 

decision

Incomplete 
data analysis

Lack of 
standardized 
way of 
analysis

Company has 
different 
measuring 
data points

Reduced 
transparency 
of WSIB and 
MLITSD data

Divert 
attention
 to focus on 
lagging 
indicators

Immaturity of organization

Lack of JHSC

No internal 
resources Do not have 

tools to 
measure

System tools 
are too 
generic

Too much 
money for 
customization

Legal 
implication 

of alcohol 
and drug 

screening

Negative 
perception

Costs related 
to support

Stigma 
(addiction)

Lack of 
education on 

topic and 
information 

resources

Business 
decision

Too detailed 
measurement 
(performance)

Business 
targets

Shortcuts (see in 
People category)

Design of measurement 
does not take into account 
on differences in peopleVolume based business 

performance 
measurement

Lack of/
improper use of 
hazards 
identification 
and risk 
assessment

Maximizing 
business 
revenue

LEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause
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Lack of 
process to 
measure

Near misses 
are not 
reported

Don’t understand 
what a near miss is

Fear of reprisal culture

Lack of refresher 
training

Employer doesn’t invest/not 
interested in knowing

Cost to 
implement/
maintain

Lack of resources (money, 
time, people)

Supervisor ignores/
doesn’t resolve the 
complaint Workers lost trust

Inconsistent 
buy-ins for 
each location

Different 
priority due 
to products

Job rotation or 
job variance

LEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Operating in 
silos

Reactive process instead of 
proactive (design)

Inconsistent 
implementation

Reporting (severity 
differs) Subjective nature of pain (qualitative)

Specialized 
skill sets

Time for training

Increase exposure 
to other hazards

Mandatory 
certification

Lack of cross 
training

Seniority

Lack of effective 
rotation

No other tasks 
available

Business operation 
design Understaffed

Too complex to 
implement 

rotation

Pay differences

Maximize efficiency

Lack of job variety at 
the workplace Personal choice 

Age/seniority

Inadequate 
training

Lack of 
training

Poor quality

Inconsistent 
implementati
on of training

Cost

Risk not evaluated

Lack of internal 
expertise

Lack of priority

No audit/
evaluation

Training 
design flow

Ineffective/
inactive JHSC

Outdated 
training 
method/
system

Lack of 
system 

information 
resources

Inconsistent 
trainer 

qualification

Lack of 
industry 
standards

Inadequate supervision

Lack of training

Lack of resources

Not held 
accountable

Emphasis on 
production 
over safety

High turnover of 
supervisors

High turnover of 
supervisors

Not part of KPI or individual 
performance

Lack of 
management of 
change program

Lack of 
understanding

Varying risk acceptance

Lack of KPIs

Time 
consuming 

exercise

Resource heavy 
process 

(time+people+$$)

Delays operations

Working in silos with 
different priorities
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PPE required 
for extreme 
temperature

Cold – 
requires 
more PPE Limits range 

of motion

Increased exertion 
because of weight of 
PPE

Grip strength required 
for when working with 
gloves

Cold 
promotes 
rushing

To keep 
warm

Fatigue from 
change in 
temperatures

Increased 
risk of Slips 
Trips & Falls

Poor floor 
conditions 
(condensation)

Increased use of 
improper posture

Increased 
stress in cold

Inadequate cold 
weather/temperature 
process

Lack of space

Lack of space 
management 

program 
(e.g., 5s)

Designers 
don’t 

prioritize 
ergonomics

Cost $$$

Lack of standards

Unfamiliar 
environments

Inconsistent 
working 
conditions

Hazardous 
weather 

conditions

Increased 
stress

Variation in 
package Lack of control from 

supplier/vendor

Inconsistent 
application of 
procurement process/
standardsLEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Awkward 
space

Too low/too 
high packing 

heights

Optimization 
of space

Workplace 
layout

Congestion

No dock/
inadequate 
dock plate

Low 
clearance 
basement

Inadequate 
screening 
process

Becomes 
ramp with 
slope

Mismatched 
delivery 
truck with 
unloading 
area

Improper 
dispatch 
process

Lack of 
information

Increased 
trips with a 

load

Cannot use 
proper lifting 

technique

Working and 
Walking 
surfaces

Slopes increase 
force required

Stairs on 
delivery side

Road/
sidewalk 

conditions 
for external 

delivery

Older warehouse with 
extension

Smaller 
warehouse

Cannot use 
mechanical 

carts

Inadequate 
workplace 

design

Load being 
handled 
(dimensions)
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Equipment 
used 
outdoors

Equipment 
must be 
stored 
outside

Improper 
equipment 
for the task Risk assessment 

was not done

OHS not 
engaged

Lack of 
management 
of change

Lack of training for 
equipment selection

Shortcuts

Equipment 
not available

Suboptimal 
job tasks 
design

No clear criteria for selection of equipment for task

Inadequate 
maintenance 
of 
equipment

Lack of 
adequate 
LOTO

Increased force/
awkward postures/
repetition requirement

Lack of 
accountability

Lack of 
resources

Inadequate 
PM

Lack of reporting of 
maintenance requirements

Lack of tracking of 
maintenance issues

Selection from 
automation

Requires 
additional 
safeguards 
(by design)

Lack of resources

No process for 
alternate equipment 
storage

Inadequate workplace design

Lack of 
inspections

No adequate 
alternatives

Increased 
MSD risk 
factors

Additional 
tools 
required

Varied 
product size 

and shape

Lack of resources

Lack of space

Lack of knowledge 
of solution types

Equipment not available/
powered/ready to use

Supply chain 

Different vendors with varied processes

Lack of technology

Backlog of maintenance requests

No centralized trusted 
list of equipment types

Inadequate/lack of process 
(being followed)

Non-
standardized 
pallet height, 

size and 
weight

International 
shipment not 

on pallet

Supplier/
vendor trying 

to maximize 
cube

Need to meet 
transportation 
requirements

Supplier may 
send broken/
non-standard 

pallet

High transportation cost

Need to reduce 
operational costs

Operational 
priority (over 

safety)

Double handling to re-pack

Shortage of pallets

Pallet cost

Lack of internal resources

Not following standard process

LEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Weather

Weather 
conditions 
lead to 
inadequate 
use

Lack of risk 
assessment

Infrequent scenarios

Lack of alternative 
tools

Inadequate 
equipment 
selection

Cost

Lack of equipment
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IRS not 
emphasized

Decision 
makers 
prioritize 
operations 
over safety

Disengaged 
workforce

Risk 
acceptance

Negative 
perception 
towards 
safety

Lack of leadership 
support and 
accountability

Lack of OHS 
dedicated 
resources

Fear of 
reprisals

Lack of 
positive 

reinforceme
nt/

recognition

Employment 
status (e.g. 

3rd party)

High 
turnover

Variance in 
orientation

Lack of 
leadership 
commitment

Lack of 
follow up/
audit

Unfamiliar 
with 

workplace 
and/or risks

Use cheaper 
solutions 

first

Generational 
workforce

Resistance to 
change (new 
technology)

Risk 
acceptance 
(workers and 
supervisors)

Failure to 
follow 
process

Lower accountability
Skilled labour 
shortage

Lack of 
knowledge of 
risk

Ineffective 
communication 
(disconnect)

Managerial/
training 
styles 
outdated

Rushed to 
get worker 
working

Not 
accounting 
for varied 
learning 
styles

LEGEND

    
 
     Root causes:

Primary cause

Tertiary cause
Quaternary cause
Quintenary cause

Secondary cause

Top primary cause

Inadequate 
reporting

Not following 
the hierarchy 

of controls
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APPENDIX B – CONTROLS/SOLUTIONS FOR TOP 
PRIMARY CAUSAL FACTORS
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1. Category: Culture – Leadership Commitment
a) Develop tools to build a business case – cost of MSDs – e.g. calculator

i. Cost of injury outweighs cost of “savings” from doing things unsafely
ii. Methods to strengthen the return on investment (MSD prevention) to senior leadership

b) Give OHS the tools to speak the language of the leader – how to maximize return on investment
c) Develop OHS Policy template that is more specific – acknowledges top priorities, goals, mission statement
d) Increase knowledge of senior leaders of their responsibilities with respect to OHS – more specific
e) Give access to competitor safety statistics – make easily available 
f) Establish a requirement for mandatory owner training (similar to mandatory worker/supervisor training)

i. Tied to WSIB business registration
g) Highlight employer requirements in WSIB welcome package
h) Provide financial incentives for implementing OHS programs

i. Making safety part of organizational business – tie safety to performance (leading indicators)
ii. Lower WSIB rate if organization can show Leadership Commitment 

i) Provide templates and the tools to implement OHS programs
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1. Category: Culture – Leadership Commitment
j) Establish a requirement for OHS self-assessment during WSIB registration – with resources based on answers 

(e.g. do you lift heavy boxes? Then you need an MMH program)
k) Have more continuing education on safety (from external parties for leadership)
l) Establish a “Badge of honour” system – sticker on website/trucks – for proven leadership commitment to OHS 

(e.g. all leaders have taken xyz course on OHS)
i. Make this entry level – less intense than ISO/COR

m) Provide a CEO/owner landing page – one click point to help build commitment 
i. From a reliable, trustworthy source
ii. Include which tools are available and how to access

n) Build OHS into social responsibility networks (e.g. we are sustainable, we are environmentally friendly, we 
value safety)

o) Engage workers (e.g. learning team) to investigate and develop solutions
p) Encourage top management to consult with those doing the tasks on the type of equipment required to safely 

complete the task
q) Regularly solicit worker feedback on equipment/tasks for continual improvements
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1. Category: Culture – Leadership Commitment
r) Resources to fund workers to attend industry or OHS tradeshows (e.g. WSPS Warehouse Conference, Regional 

PIP) 
i. To learn about new technology from vendors and network

s) System competition like an “Ergo Cup” – avenue to network and share industry best 
practices/equipment/knowledge

t) Internal competition for safety innovation
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2. Category: Process – Inadequate training
a) Develop short (2-3 minutes), industry specific video training (e.g. how to select from different slot levels, how 

to unload a trailer) 
i. Include non-routine situations
ii. Include things to consider (e.g. selector using poor ergonomics and what could happen long term)

b) Provide supervisor/JHSC specific training to help identify MSD hazards
i. How to assist with coaching on MMH – specific to workplaces

c) Provide observation checklist for supervisors/JHSC to determine if they are using tools correctly, lifting 
correctly, etc.

i. App for mobile devices
d) Consider what best practice training looks like and provide a template

i. Modular to allow for customization
e) Consider wearable technology to help reinforce proper lifting techniques
f) Include MMH and basic lifting techniques for young workers – as part of school curriculum
g) Include non-routine situations in training programs – allow training to match reality – customized to the 

workplace



41 

2. Category: Process – Inadequate training

h) Empower workers to understand that non-routine MMH exists and be able to control situations/ask for help
i) Increase visibility and cost of MSD hazards across the industry
j) Inform workers of the stresses on the body from MMH
k) Enable opportunities for custom short videos to be provided to workplaces to share with workers
l) Promote the value of train-the-trainer programs

i. Make more accessible to increase trainer competency
ii. Peer trainers (non-supervisor) can increase trust between workers and workers have shown more 

effective knowledge retention (remove fear of reprisal when trained by other workers)
m) Provide incentive/rebate to employers to help cover the cost of customized training (like the Green Energy 

Program)
n) Provide visual materials (e.g. pictograms) that are accessible on how to lift, when to ask for help, etc. 

i. Limited/no words to be posted in work areas
o) Provide building blocks for training programs – allow organizations to make customizable training packages 

based on a template
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3. Category: Process – Inadequate supervision

a) Provide training to supervisors
b) Tie observations and things that supervisors are being asked to do to performance (and KPIs)
c) Have defined actions for supervisors with respect to MMH
d) Have standardized job description for OHS requirements 

i. Provide resources to hiring departments/individuals
e) Ensure supervisors have a skillset to train others
f) Have defined supervisor skillset (including soft skills) and expectations

i. Make accessible (e.g. defined ideal supervisor attributes) and specific to industry
ii. Information resource (e.g. checklist)

g) Have enhanced supervisor “on-the-job” and onboarding training – with safe MMH principles
h) Have regular reinforcement on training
i) Create supervisors from within – focus on safety for all workers (culture)
j) Ensure supervisors are effective communicators
k) Increase mentorship opportunities (partner with high performing supervisors)
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3. Category: Process – Inadequate supervision

l) Conduct culture survey for workers, including evaluation of supervisor
m) Conduct 360 surveys for supervisors during performance review
n) Increase resources to invest in the worker and supervisor – leadership must understand the importance
o) Provide template/information resource for daily safe lifting observation tasks
p) Ensure supervisors are present where workers are – increase visibility/accountability
q) Develop guideline for supervisor to worker ratio based on MMH tasks – based on risk level – roadmap to risk 

level
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4. Category: Environment – Load being handled (dimensions)

a) Standardize packaging size requirements – similar to Transport Canada requirements for chemical 
transportation

b) Provide enhanced lift tables that allow neutral postures for lifting heavy loads
c) Develop an “Available equipment list” based on non-standard loads

i. Database of solutions, best practices
d) Standardized pallet cube
e) Legislated pallet height for manually handled product
f) Include warehouse specific parameters for pallet size in contracts (as a best practice) – fine for non-

compliance
g) Use Artificial Intelligence (AI) in how to build a pallet to optimize cube and pick path
h) Use a standardized ordering process (require a minimum number to reduce hand picking) – must order a full 

pallet
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5. Category: People – Improper postures

a) Conduct evaluation and assessment of workstations to determine optimal posture
b) Develop a standard/guidelines on optimal lifting heights
c) Mandate ergonomic assessment of workstations
d) Develop an industry-specific ergonomic assessment guide – with common hazards and controls related to 

MSDs and MMH
e) Make AI/software more accessible to analyze postures
f) Ensure OHS component in pre-shift huddle with specific stretches for the tasks to be done
g) Provide a guideline of preventative actions to reduce improper postures
h) Include post offer employment testing (POET) and functional capacity testing

i. Screening for areas with high turnover (conditional employment)
ii. Ensure this is included during probation

i) Include more frequent follow up during probation to enable worker knowledge retention and skills 
development to better complete the job tasks

i. More supervision during the probation period to correct bad habits
ii. More supervisory support during probation on proper techniques
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5. Category: People – Improper postures

j) Provide generic physical demands descriptions for the industry to match workers to job
k) Have an avenue to share physical demands assessments 
l) Have an avenue to share a service for PDA (for smaller businesses to pool together)
m) Have a method to reduce people’s exposure based on risk and personal attributes
n) Provide support program for individuals (post injury) to coach on proper postures
o) Provide and use visual aids that are specific to the industry (or pictograms) to increase awareness on proper 

posture
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6. Category: Environment – Inadequate workplace design

a) Make known the maximum warehouse capacity based on space
b) Optimize racking and shelving to maximize usable space available
c) Incorporate warehouse utilization capacity with purchasing departments
d) Design workplace flow
e) Purge slow movers out of the warehouse
f) Maintain 5S – a place for everything and everything in its place
g) Use an inventory tracking system to maintain warehouse capacity limits
h) Increase access to software to optimize pick paths and workplace design
i) Have properly trained inventory control staff
j) Provide resources on types of technology to support proper workplace design
k) Have data to support better workplace design – including time studies showing better productivity and quality 

as well as safety
l) Have more specific metrics for the industry
m) Increase regular communication between warehouse and purchasing department to better understand 

capacity
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7. Category: Process – Lack of management of change program

a) Ensure there is internal enforcement of management of change (MOC) policy – built into business operations
b) Incorporate MOC into procurement/finance process
c) Ensure OHS in involved in the MOC process
d) Provide a guideline/template as to what to include in MOC process

i. Include examples of what would trigger OHS questions
e) Provide checklist/guideline/resource (free) on how to identify MSD hazards from MMH during procurement 

process to manage change
g) Incorporate safety into other stakeholder processes
h) Incorporate risk assessment into MOC
i) Follow up on changes to ensure MSD hazards have been adequately controlled
j) Provide general training on how to manage change, what are the benefits, etc. 
k) Incorporate safety into business continuity education
l) Build business case for safety and make business buying decisions from internal data (e.g. what worked and 

what did not)
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8. Category: Measures – Lack of/Improper use of Hazard 
Identification and Risk Assessment (HIRA)
a) Identify specific timeframe for updating and re-evaluating HIRA
b) Ensure information from HIRA is shared with all stakeholders
c) Provide template to assess risk with levels (automated for those who may not be trained)
d) Provide training on how to do HIRA – geared to individuals without and OHS background/experience
e) Provide role-based, pre-populated and customizable HIRA for the industry
f) Provide a rebate program for HIRA completion/update
g) Ensure there are clear and actionable outputs from HIRA
h) Provide a toolkit on types of HIRA, including a complex exhaustive type, and a simplified version to be used for 

communication
i) Provide a tool to identify hazards based on tasks that are completed and then assess the risk, give generic 

controls 
j) Allow for customization specific to MMH
k) Ensure tool is easy to use for supervisors and all 
l) Encourage innovation on easier to use technology to help identify risk
m) Have clear visual based on job task
n) Consider and use AI to help identify hazard and assess risk
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o) Legislate risk assessment for OHS risks (similar to Workplace Violence in Ontario, and risk assessments in 
Alberta and BC)

p) Provide template for HIRA that can be filled out
q) Provide a database of information on processes and risks that are common to the industry that can be used by 

specific organizations
r) Leverage expertise to address high risk tasks

8. Category: Measures – Lack of/Improper use of Hazard 
Identification and Risk Assessment (HIRA)
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9. Category: Tools and Machines – Inadequate equipment 
selection
a) Have clear internal guidelines for what equipment is appropriate
b) Provide industry specific guidelines on what MMH equipment is best for different job tasks
c) Increase worker consultation on appropriate equipment
d) Conduct hazard identification and risk assessment
e) Incorporate 5S (space management method) in the workplace
f) Ensure employers enable time for supervisors to job-shadow workers and solicit job task feedback (what 

works, what does not work)
g) Dedicate time for continual improvements on controls
h) Develop a database of successful equipment pilots, vendor information, etc.

i. Reliable/trusted list of products and solutions
i) Enable a method to measure equipment fit with vendors (i.e. location dependent)
j) Involve workers at the design, investigation, continual improvement, etc. process
k) Use a “Ride-along” program – supervisor or peer job-shadowing with delivery personnel

i. Feedback for continual improvement
ii. Better understanding on job tasks related to building pallet
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10. Category: Culture – Inadequate reporting

a) Increase awareness on how inadequate reporting could impact the worker long term 
b) Empower workers through positive reinforcement

i. Encourage coaching rather than progressive discipline
c) Engage workers (e.g. learning team) to investigate and develop solutions
d) Use an internal recognition program – peer to peer – as positive reinforcement
e) Ensure management sets realistic goals
f) Have an internal competition for safety innovation
g) Remove incentives that entice people to take shortcuts
h) Improve on workplace culture to reduce/eliminate fear of reprisal

i. Build a culture of trust
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APPENDIX C – WORKSHOP CONTACTS
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Workshop Contacts

   Co-Facilitator 
 Rishma Brenner, CRSP
 RA RCA Project Consultant
 Rishma.Brenner@wsps.ca

   Co-Facilitator
 Julia Lok, Hons. B.Sc., CRSP
 RA RCA Project Consultant
 Julia.Lok@wsps.ca

   Project Manager
 Subhra Dutta
 Project Manager, Business Intelligence and PMO
 subhra.dutta@wsps.ca

mailto:Rishma.Brenner@wsps.ca
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For all your health and safety solutions, contact:

Workplace Safety & Prevention Services
1 877 494 WSPS (9777)

WSPS.CA         

© 2024 Workplace Safety & Prevention Services (WSPS). All rights reserved.
__________________________________________________________________________

Copied under license from Getty Images. Further reproduction, distribution or transmission 
is prohibited, unless a license is obtained from WSPS and/or Getty Images, as applicable.
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