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Injury Root Cause Analysis (RCA) 
The Do’s & Don’ts

CORD SEMOTINK – SAFETY, SECURITY, AND RISK PROFESSIONAL 

SARGENTO (HILBERT PLANT)

Background
 Originally from the Iron Range (northern Minnesota)

 15 years of experience
 Mechanical engineer (4 years)

 Construction/maintenance planner (3 years)

 HSE professional (8 years)

 Previous worked in mining industry (taconite & lime)

 Have completed over 50 RCA’s

 Wife, two daughters, and a goldendoodle
 A house divided!

All About Sargento
 70+ year old, private, family-owed company

 2500+ employees

 5 locations

 Products include:
 Balanced Breaks
 Slice
 Shreds
 String Cheese (Baker)
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A little Foreshadowing???....

(this is not a strawberry, FYI)

What is a Root Cause Analysis
 a structured investigation process used to identify the underlying, 
systemic reasons why an injury or near-miss occurred, moving 
beyond blaming individuals to prevent future recurrences. It focuses 
on identifying system failures—such as inadequate training, poor 
maintenance, or flawed procedures—by asking "why" repeatedly, 
ensuring permanent solutions are implemented.

The Case for a Change
 Not asking the right questions

 No ownership at the plant level

 Lack of employee engagement

 Did not have a defined RCA process

 Spending time on the wrong issues

 Employee morale / poor culture

 Higher injury rates

 Worked with Continuous Improvement 
Team to develop RCA process
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Previous “RCA” process

Benefits of a robust RCA Program
 Improved employee morale as problems are reduced

 Employee’s feel a sense of ownership of their safety

 Eliminating potential repeat problems

 Strengthen compliance with industry regulations

 Reduces plant risk which can help lead to lower injury rates

Types of RCA’s
 5 Whys
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Types of RCA’s
 Ishikawa / Fishbone

Types of RCA’s
 Fault Tree Analysis

Initial Prep
 Complete Injury Report (IR), this 
includes:
 Getting as much detail about the 

incident as possible (in the injured 
employee’s own words)

 Photos of the area/equipment in 
question

 Interviewing potential witnesses

 Get employee the help they need 
first!
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Injury RCA Timeline
 Immediately
 Administer first aid

 Complete IR

 Implement immediate corrective actions

 Within 1 business day (after determining recordability)
 Schedule RCA (complete within 5 business days)

 Prior to RCA meeting
 Complete initial portion of RCA Problem Solving Worksheet (5W1H)

 Gather additional information
 Photos

 Training documents

 Ergo/risk assessments

 Complete interviews

Roles and Responsibilities
 Supervisor – Ensure employee receives proper medical care, that employee fills out the IR, 
implements any immediate corrective actions, and uses the IR to fill in the RCA problem solving 
worksheet.

 HSE Professional – Schedules RCA, reviews previous injury data, ergo/risk assessments and 
any other other important documentation.

 Production/Plant Manager – Helps lead the RCA, maintains accountability for all RCA 
participants, ensures corrective actions are completed. 

 Injured Employee – Fully participates in the RCA; helps team decide on potential root causes.

 Other possible RCA participants include HR representatives, maintenance supervisors, training 
specialists, witnesses, and Quality.

RCA Documents
 RCA Guide 
 Sets expectations and reviews overall 

process.

 Review with injured employee prior 
to the start of the meeting.

RCA Guide
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RCA Documents (cont.)
 Problem Solving Worksheet
 Used during RCA meeting; Clarifies and analyzes the problem.

 Use these documents in tandem during the meeting. 

Problem Solving Worksheet

RCA Guide

RCA Guide (cont.)
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RCA Guide (cont.)

RCA Guide (cont.)

RCA Guide (cont.)
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RCA Guide (cont.)

Guide (cont.)

RCA Guide (cont.)
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RCA Guide (cont.)

RCA Guide (cont.)

RCA Guide (cont.)
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RCA Guide (cont.)

RCA Guide (cont.)

RCA Guide (cont.)

28

29

30



4/1/2026

11

RCA Guide (cont.)

RCA Guide (cont.)

RCA Guide (cont.)
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RCA Guide (cont.)

Guide (cont.)

Guide (cont.)
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The Injury 
A 2nd shift employee walked into 
the men’s bathroom to use the far 
right urinal. As they walked in 
front of it, they slipped and fell on 
his back. This resulted in a 
contusion and soreness. The 
employee was given restrictions. 
This made the injury an OSHA 
recordable.

Problem Solving Worksheet

Problem Solving Worksheet (cont.)
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Problem Solving Worksheet (cont.)

Problem Solving Worksheet (cont.)

Problem Solving Worksheet (cont.)
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Problem Solving Worksheet (cont.)

Problem Solving Worksheet (cont.)

Root Cause vs. Contributing Factor
 It can often be difficult to determine the true root cause of an injury. 

 A root cause is the fundamental, underlying reason a problem occurs, and 
fixing it prevents recurrence. 

 A contributing factor is a condition that helps the problem happen or makes it 
worse but doesn't cause it alone. Addressing root causes eliminates the problem, 
while fixing contributing factors only reduces likelihood

 So… What are we thinking is the root cause from our injury?
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What is the Root Cause??

Ding Ding Ding!!!
 The style of urinal screen caused the floors to get wet 
and slippery.

 Contributing factors included the employee’s worn shoe 
tread, poor lighting, floor texture and slope, and a lack of 
a cleaning schedule. 

Problem Solving Worksheet (cont.)
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Problem Solving Worksheet (cont.)

Problem Solving Worksheet (cont.)

Problem Solving Worksheet (cont.)
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Potential Challenges
 Initial spinning of the wheels

 Overwhelming feeling
 Might have multiple injury RCAs to 

complete at any given time

 Overcoming the injured employee's 
uncomfortableness 

 Buy-in from Plant Leadership

 Employee follow-up

 Timeliness of completing action items

Employee Follow-up
 Needed a system to keep track of open RCA corrective actions. 

 We use the Action Tracker system through Gensuite.
 Review overdue items during weekly staff meeting.

 Post completed items on weekly Safety One Pager.

RCA Results
 Completed over 50 corrective actions 
 Including changing the style of urinal screen 

 Injury rates have declined since starting the RCA process in 2024
 TRIR – decreased by 3.2%

 DART – decreased by 25%

 Anecdotally, many injured employees have thanked us for taking 
the time to do the RCA and including them in the process. 
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The Don’ts
 Don’t just use the pictures taken by the supervisor in the initial investigation, go out to the 
location of the injury and get a feel for how the injury occurred.

 Don’t ask the injured employee leading questions.

 Don’t come to the RCA with preconceived ideas/thoughts.

 Don’t interrupt the injured employee while they are talking.

 Don’t use your computer or phone during the RCA. If it’s an emergency step out of the meeting. 
Stay engaged! 

 Don’t try to solve the potential issue during the RCA!

Let’s give away some cheese and merch!
Q1: Can you name three “bones” from the Ishikawa (Fishbone) RCA tool? 

Q2: What is the #1 thing NOT to do during the RCA process?

Q3: Can you name two types of RCAs?

Question and Answer
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