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Today’s Presentation

I. My perspective on Culture and Behavior

II. How JBS Delivers “The Message”

III. Two Programs that have worked for JBS to improve 
Food Safety



Culture Defined

Wikipedia: the distinct ways that people, who live differently, 

classified and represented their experiences, and acted creatively.

Merriam-Webster Dictionary: the set of shared attitudes, values, 

goals, and practices that characterizes an institution or organization.

Dictionary.com: 

1. The quality in a person or society that arises from a concern for 

what is regarded as excellent in arts, letters, manners, scholarly 

pursuits, etc. 

2. The behaviors and beliefs characteristic of a particular social, 

ethnic, or age group:



I like simple!

John Ruby’s Definition of Culture: 

What you think. 

- A persons individual assessment of the relative importance of an 
issue

- Can be influenced by: Family, friends, environment, life 
experiences ,etc.  

The important thing about culture is it is 
a major contributor of behaviors



Behaviors Defined

Wikipedia: is the range of actions and mannerisms 
made by organisms, systems, or artificial entities in 
conjunction with themselves or their environment, 
which includes the other systems or organisms 
around as well as the (inanimate) physical 
environment.

Merriam-Webster Dictionary: the way in which 
something functions or operates.

Dictionary.com:  manner of behaving or acting. 



Again…I like it simple!

John Ruby’s Definition of Behaviors:

What you do.

How a person behaves is strongly influenced 
by their culture!



How do you react when you see this?

My “behavior” is to set 
my cruise control at 79 
mph.

My driving “culture” is 
it is OK to drive faster 
than posted limit but 
less than 5 MPH over. 

Is that acceptable?



Not Acceptable 
According to the 
Nebraska State Police 

in Lancaster county!

Regardless of our 
“culture” our 
“behaviors” have 
consequences



Changing Behaviors

• How strong a persons culture is regarding a topic (i.e. 
food safety) will influence the ability to change their 
behaviors

- The stronger the culture the more difficult to change the 
behavior 

• Initially you want to be able to influence behaviors 
independent of a person’s culture
- You CANNOT change a person culture overnight

- But you CAN immediately change how they behave

• Overtime you hope the change in behaviors will 
change the person’s culture



Why Does the US have the most effective 
military in the world? 

They take this… and in a few weeks

I feel the military has mastered the art of  influencing behaviors, 
independent of one’s culture, to achieve desired results.

…make this!



A question always asked…

At the end of basic training we are allowed to ask the 
drill instructors questions.  A question always asked is, 

“Why do you make such a big deal about how to fold our 
socks?” 



If we can’t get you to fold your socks…

…how much confidence do we have in you that you 
have what it takes to keep our jets in the air.



What’s the parallel to food safety?

If we cannot get our employees to perform the basic tasks like washing 
there equipment, everytime…

…how much confidence do we have they will be performing the entire 
dressing process properly?



You will see this again…

A plant will perform at the 
level it tolerates!



JBS acquires XL Foods' US processing plants

JBS Food Canada Inc. acquired some XL Food Canadian operations in 

January. JBS Food Canada owns the Brooks XL Lakeside beef 

processing plant. JBS took over management of the plant in October 

2012 following the largest beef recall in Canada’s history. The 

Lakeside plant has the capacity to process 4,000 head of cattle per day. 

It is one of Canada’s largest processing facilities and one of the largest 

employers in southern Alberta, according to JBS. Under the 

agreement, JBS Foods Canada also acquired a beef packing plant in 

Calgary, Alta.; a feedlot in Brooks, and the adjacent farmland acreage 

supporting the feedlot operation.



What is the initial target audience 
for changing behaviors at a plant?

• Changing behaviors starts at the top of the organization 
and cascades down through the organization 

• JBS focuses our attention on Manager, Superintendent 
and Supervisor levels.

• The expectation is that the Manager, Superintendent and 
Supervisor then cascade down “The Message” to the 
hourly workers.        



Delivering “The Message”! 

1) Let them know where you stand

2) Talking about past failures

3) Difficult conversations about root causes

4) It is time to make it better

5) Focus on the greatest opportunity

6) Importance of team work 

7) Expectations

8) Program implementation 



1) Let them 
know where you 
stand!



2014 Beef Leadership Priorities Model



I think you just “can’t 
handle the truth” that you 
are not doing enough to 
control pathogens through 
our beef production system 

2) Get the failures out on the table…

“With your previous practices and behaviors, you 
achieve the largest beef recall in Canada’s history”

3) Then you have the hard conversation 
around root cause…



4) Then you start building them back 
up…

“In the middle of difficulty 
lies opportunity”

-Albert Einstein 



Choose Success

“There is great value in being blown 
out of the sky.” Capt. Charlie Plumb-

TOPGUN fighter pilot in Vietnam 

and prisoner of war 

How can you use your past opportunities as a 
stimulus to prevent future failure?  



For the ~300 million Americans that buy our 
products…we owe them the reassurance they 
are feeding their families with safest products 
possible.  

#1. Safety is the Entry Fee

5) Focus on the greatest opportunity…



There is a reason both operations and tech 
services are in the room today…

…we need each other to be successful!

6) Stress the importance of the team and we are 
all running toward the same finish line: 



7) People need to know what is expected of 
them…

• They have to set the example of food safety to the production 
employees.  

• Their Behaviors will ultimately change the plant Cultures. 

• They have to make sure the employees behaviors are reflecting 
Perfect Execution of the Programs, 100% of the time! 

• They have to be the ones that STOP and CONTROL the process 
when things are not right.

• They need to make sure plant management know when things 
need to be fixed or improved…HEADS UP MOUTHS OPEN!

Setting Expectations for Superintendents and Supervisors



Two programs that have worked 
for JBS to change behaviors:

1. School Zone!

2. SAFE Program

8) Program implementation… 



You are operating in a School Zone!



School Zone!

• However, again, when driving everyone speeds, it is not the right 
thing to do but we all do it…but...very few people will speed through 
a school zone. Why?

• A school zone is an area where the consequences of failure are so 
great that most people simply will not compromise the rules for any 
reason.

• We need to set the expectation to every employee that Food Safety is 
the “School Zones” of the business, where the rules and limits simply 
cannot be compromised.

• When driving everyone speeds!

• Traffic is nothing more than the process of people 
getting from one place to another and authorities 
have instituted rules and limits on speed to control 
that process.



Changing behaviors 
starts at the top!

Food Safety 
Principles from the 
General Managers at 
the plants.



SAFE Program
Slaughter Actions For Excellence

Major Impact Areas

Carcass Dressing

Mechanical Interventions

Microbial Monitoring 



SAFE Program

Major Impact Area

Carcass Dressing

Mechanical 

Interventions

Microbial Monitoring

Critical Job 

Monitoring

Contamination 

Audits

Carcass Spacing 

Standards

Fold and Flap 

Audit



Carcass Dressing 

• Focus on prevention rather than correction
- Getting employees to do their job right the first time

• A dressing audit system monitors SOPs and 
visible defects through the slaughter process

• To enhance the auditing system:
- Cameras are utilized

- Arrowsight 3rd party auditing 



Remote Video Auditing, RVA

• Camera technology 
and 3rd party auditing 
will be used for:
- Animal Welfare

- Slaughter practices

• Unbiased auditing will 
be performed by a 
trained QA technician.

http://www.arrowsight.com/public/as/default.asp
http://www.arrowsight.com/public/as/default.asp


SAFE Program
Slaughter Actions For Excellence

Major Impact 

Area

Carcass 

Dressing

Mechanical 

Interventions

Microbial 

Monitoring

Critical Job 

Monitoring

Contamination 

Audits

Carcass 

Spacing 

Standards

Fold and Flap 

Audit

RVA



Communication is Key to changing behaviors

• Immediate feedback into 
the process

- Management

- Supervision

- Work force

• Daily Review of the 
process

- Focus on previous days 
greatest areas of 
opportunity

• Weekly review

- Track and Trend

• It is NOT just having the 
cameras

• It is NOT “big brother” 
trying to catch employees 
doing wrong and then 
reprimand

• Implementation of RVA 
provides management a 
tool to effectively change 
the employees behavior to 
perform their job correct 
100% of the time.



SOR Sink Sanitizing Results for Initial Sink Stations

• In-Plant Auditing vs. Arrowsight RVA

• Plant Quickly Achieved Nearly Perfect Scores After Feedback
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SOR Sink Sanitizing Results for 2nd Group of Stations Before/After 
Feedback
> In-plant Audits vs. Arrowsight RVA Pre-Feedback and Arrowsight Post-Feedback 

> Plant Quickly Achieved Nearly Perfect Scores for 2nd Group of Stations
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A plant will perform at the level it 
tolerates!

When we started this program we 
targeted a daily SOR (Slaughter 
Operations Report) Score of 
>90% compliance

After a tough 2013, beginning of 
2014 we increased the daily SOR 
Score target to 100% 

• We wanted to send the 
message “a failed audit 
should be an anomaly” 

As an example: yesterday’s 
results: 11 of 13 shifts had SOR 
scores 100% compliance  

Performance Objective for Harvest Task Procedures



SAFE Program

Major Impact Area

Carcass Dressing

Mechanical Interventions

Microbial Monitoring

Slaughter Fabrication



Microbial Intervention System

Reduce microbial 
loads when transferred 
from hide to carcass 
during the dressing 
process Moyer Microbial Sampling Plan

Proposed sampling location

Hide peel bar



Multiple Hurdle Intervention System

Cold Carcass Spray

Sub-primal Spray

Hide Wash

Pre-evis Wash

Final Wash 

Chill 



SAFE Program

Major Impact Area

Carcass Dressing

Mechanical Interventions

Microbial Monitoring

System Verification 



Harvest Monitoring

Step 1 = Hide on

Step 2 = Hide off pre-intervention

Intervention: Thermo-pasteurization 5% lactic acid spray

Step 3 = Post evisceration

Step 4 = Pre-pasteurization/lactic acid spray 

Intervention- Thermo-pasteurization 5% lactic acid spray

Step 5 = Post-pasteurization/lactic acid

Step 6 = Pre-hot box  

Chilling process

Step 7 = Post-chilled



A plant will perform at the level 
it tolerates!

Step 2 = Hide off pre-
intervention

Step 4 = Pre-
pasteurization/lactic 
acid spray 

Step 7 = Post-chilled

PO = < 2.0 log10 APC 
on carcass post hide 
removal

PO = < 1.5 log10 APC 
on carcass pre-final 
harvest intervention

PO = < 1.0 log10 APC 
on carcass post 
chilling

Performance Objective for Harvest Monitoring



Brooks Harvest Monitoring Data

• When the program was implemented in Brooks:
- Step 2; Hide off pre-intervention = 3.5-4.0 log10 APC

- Step 4: Pre-pasteurization/lactic acid spray = 2.3-2.5 log10 APC 

- Step 7; Post-chilled = up to 2.2 log10 APC 

• Today (week ending June 13)
- Step 2; Hide off pre-intervention = 2.03 log10 APC

- Step 4; Pre-pasteurization/lactic acid spray = 1.45 log10 APC 

- Step 7; Post-chilled = up to 0.40 log10 APC 

These results are way above goal of 2.0, 1.5, 1.0 log10 APC for Steps 
2, 4, 7, respectively.

A plant will perform at the level it tolerates!



Brooks facility current E. coli O157:H7

% Reduction in 

ECH7 Positives 

Number of Events*

2013 225% 2 (through Jun 16)

YTD 2014 2% 0

*An “Event” is a period of time where the number of E. coli O157:H7  

trim positives are at levels where it would it affects boxed products.



Take Always
• Whatever your Message, there needs to be process for 

delivering it effectively

• The employees have to know what is expected of them

• Don’t try and go out and change the culture of a plant 
overnight

• You can go out and immediately change how people 
behave

• A plant will perform at the level it tolerates!

- We continuously reinforce to the employees that at JBS we 
target:

- Perfect Execution of the Programs, 100% of the Time. 



Thanks!

Questions?


