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FORWARD

This booklet along with safety and health consultation services are provided at no costto owners,
proprietors, and managers of small businesses by the lllinois Onsite Consultation Service, under
a program funded largely by the Occupational Safety and Health Administration (OSHA), an
agency of the U.S. Department of Labor. The serviceis provided without penalty or citations to
any employer who requests consultation.

Managing Worker Safety and Health explains OSHA's safety and health program management
guidelines: what they mean and how to carry out each element and their components into asafety
and health program appropriate for your worksite. This manual was developed by the U.S.
Department of Labor, Occupational Safety and Health Administration, Office of Cooperative
Programs.

You are not expected to setup acomplete program all at once. This publication allows you to
work on each program component individually if you so choose. We are confident you can
develop aworksite safety and health program that protects your employees while conforming to
the recommendations of the guidelines.

We have consciously packaged this document for easein copying and handling. Make copies of
relevant chapters for the employees that will beinvolved in developing your program. By
encouraging employeeinvolvementinyour program's design and development, you will reap the
benefits of your workers' valuable ideas and their all-important support.

We hopeyou will begin using this information immediately to develop a safety and health program
that protects your employees frominjuries and illnesses, reduces workers' compensation costs,
improves employee morale, and increases worksite productivity. Worksites across the nation
have experienced this type of success by basing their programs on the principles discussed in
Managing Worker Safety and Health. A quality safety and health program is one of the major keys
to business survival and individual well-being as we approach the 21st century.
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1. CHAPTER |

INTRODUCING OSHA'S SAFETY AND HEALTH
PROGRAM MANAGEMENT GUIDELINES

INTRODUCTION

How can you increase worker protection, cut business costs, enhance productivity, and improve
employee morale?

There are many ways you, as abusiness owner or manager, can approach this challenge. One
way is by doing a better job of managing your company's safety and health program.

No matter how sophisticated your safety and health efforts, they can always beimproved. No
matter how small your worksite, systematic methods for protecting workers can work for you.

Effective managementis the key to reducing the numbers and severity of workplace injuries and
illnesses. This means using proven methods to find and understand existing and potential
hazards, and then either preventing or controlling those hazards. A directrelationship exists
between effective management and low numbers and severity of injuries. We also credit good
management with lower levels of work-related illness: awell-managed safety and health program
prevents or controls employee exposure to toxic substances or other unhealthful conditions that
can cause sickness.

The Safety and Health Program Management Guidelines, published in the Federal Register (54
CFR 3908) on January 26, 1989, were developed from the safety and health program elements
used by the state-run onsite consultation services which are geared toward small and medium-
sized businesses, and from the Voluntary Protection Program (VPP) requirements which is geared
toward large businesses.

Recommendations in the Guidelines work! Althoughtherecommendations are not mandatory, we
urge all employersin all industries to adopt these management practices. With the help of the
Guidelines, we are confident that any company can establish asuccessful safety and health
program.

This chapter briefly reviews each section of the Guidelines and the benefits you can expect from
carrying outitsrecommendations. We will be referring to subsequent chapters for more detailed
explanations of how to carry out therecommendations. Many of the following chapters include
tools useful in initiating or improving management systems for worker protection. The
information which is presented isintended for the full spectrum of large and small industry
worksites and is not dependent on any particular management style.
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THE GUIDELINES

The Guidelines outline amanagement program whose purposeis to accomplish the following: to
recognize and understand all the hazards and potential hazards of the workplace; to prevent or
control those hazards; and to train employees at all levels so they understand the potential
hazards they may be exposed to and know how to help protect themselves and others. To
accomplish this, the Guidelines are divided into four parts called major elements:

Management Leadership and Employee Involvement

Worksite Analysis

Hazard Prevention and Control

Safety and Health Training.

Each element is further divided in several recommended actions. See Appendix 1-3 for
worksheets that address these elements.

MANAGEMENT LEADERSHIP AND EMPLOYEE INVOLVEMENT

This element describes the leadership that management provides to encourage employee
involvement at all levels in safety and health protection. Many actions listed under this element
are applicableto all areas of business management. The Guidelines simply putthemto usein
improving worker safety and health protection. The actions cover:

Safety and Health Policy,

Goal and Objectives,

Visible Top Management Leadership,

Employee Involvement,

Assignment of Responsibility,

Provision of Adequate Authority and Resources,

Accountability, and

Program Evaluation.
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These actions can be visualized as a management "circle":

SAFETY AND HEALTH POLICY. By developing aclear statement of management policy, you help
everyoneinvolved with the worksiteunderstand theimportance of safety and health protectionin
relation to other organizational values. By clearly communicating the policy to all employees, you
ensure that no confusion will exist when aconflict arises between two of these values, suchas
productivity and safety or health. Hereis thelanguage of the Guidelines that describes this
desired action:

state clearly a worksite policy on safety and healthful work and working conditions, so
that all personnel with responsibility at the site and personnel at other locations with
responsibility for the site understand the priority of safety and health protection in relation
to other organizational values.

For information on and samples of worksite safety and health policies, see Chapter 2.
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GOAL AND OBJECTIVES. You make your general safety and health policy specific by
establishing aclear goal and objectives for your program. These set the framework for assigning
responsibility. Each employee should be able to see his/her work activities in terms of moving
toward the goal and achieving objectives. The language of the Guideline is:

Establish and communicate a goal for the safety and health program and objectives for
meeting that goal, so that all members of the organization understand the results wanted
and the measures planned for achieving them.

For examples and information on goal and objectives, see Chapter 2.

VISIBLE TOP MANAGEMENT LEADERSHIP. If employees can see the emphasis that top
management puts on safety and health, they are morelikely to emphasizeitin their own activities.
Itisimportant for worksite managers to follow set safety and health rules and work practices in
order to provide an example for rank and file workers. Managers should show theirinvolvement
in other ways, as well: for example, making plant-wide safety and health inspections; chairing the
safety and health committee; personally stopping activities or conditions that are hazardous until
the hazards can be corrected or controlled; personally tracking safety and health performance;
and -- an essential management function-- holding managers and employees accountable for
their actions. The element of management leadership also should include ensuring equal safety
and health protection of any contract workers at the site. Remember, actions speak louder than
words. The language of the Guideline is:

Provide visible top management leadership in setting up the program and ensure that all
workers at the site, including contract workers, are provided equally high quality safety
and health protection, so that all will understand that management's commitment is
serious.

For further information, see Chapter 3.
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EMPLOYEE INVOLVEMENT. The best worker safety and health protection occurs when everyone
at the worksiteshares responsibility for protection. For thatto happen, all employees must know
that they are helping to develop the program. Employees at all levels should be actively involved
in finding and correcting safety and health problems. This does not meanthe employer gives up
responsibility and authority. The Occupational Safety and Health Act places responsibility for
worker protection against occupational hazards squarely on the employer. The wise employer,
however, uses employees' unique knowledge and experienceto help find problems and resolve
them successfully. The Guidelines recommend that employers:

Provide for and encourage employee involvement in the structure and operation of the
program and in decisions that affect their safety and health, so that they will commit their
insight and energy to achieving the safety and health program's goal and objectives.

For moreinformation on employeeinvolvement and how to initiate orimprove it, see Chapter 4.

ASSIGNMENT OF RESPONSIBILITY. Everyone in theworkplace should have someresponsibility
for safety and health. Clear assignment helps avoid overlaps or gaps in accomplishing needed
activities. In particular, you should make sure that the safety/health "expert" at the worksite is not
assigned line responsibility that properly belongs to line managers and supervisors. Theline
responsibility would include managers and supervisors. This lineresponsibility would include
functions such as supervising and evaluating aworker's performance in areas of safety and
health, providing on-the-job training in safe work practices and personal protective equipment
(PPE), and encouraging worker participation in safety and health activities. Theresponsibilities
should flow logically from the objectives that were set to meet the general program goal. The
actual language of the Guidelines is:

Assign and communicate responsibility for all aspects of the program, so that managers,
supervisors, and employees in all parts of the organization know what performance is
expected of them.

For more information and examples of assigned responsibility, see Chapter 5.
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PROVISION OF AUTHORITY/RESOURCES. Any realistic assignment of responsibility must be
accompanied by needed authority and adequate resources. The latter includes appropriately
trained and equipped personnel as well as sufficient operational and capital funding. The
language of the Guidelines is:

Provide adequate authority and resources to responsible parties, so that assigned
responsibility can be met.

ACCOUNTABILITY. Once you have assigned responsibility and provided the appropriate
authority and resources to individuals, you must follow up by holding these persons accountable
forachieving what they have been asked to do. Accountability is crucial to helping employees
understand how critical theirindividual performances are and to teaching them to take personal
responsibility for their performance. The Guidelines recommend that employers:

Hold managers, supervisors, and employees accountable for meeting their
responsibilities, so that essential tasks will be performed

For more information on developing accountability, see Chapter 6.

PROGRAM EVALUATION. Onceyour safety and health program is up and running, you will want
to ensureits quality. You do this by evaluating program activities and their results in relation to
the established goal and objectives. During this evaluation, keep these questions in mind: "Did
we get wherewe wanted to go?" "Did each specific activity help us get there?" The Guidelines
suggest that employers:

Review program operations at least annually to evaluate their success in meeting the goal
and objectives, so that deficiencies can be identified and the program and/or the
objectives can be revised when they do not meet the goal of effective safety and health
protection.

For moreinformation on safety and health program evaluation and useful evaluation tools, see
Chapter 12.
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WORKSITE ANALYSIS

Worksite analysis is acombination of systematic actions that provide you withthe information
needed torecognize and understand the existing and potential hazards of your workplace. While
these actions may appear complicated at first glance, they consist of activities that already are
being performed in most workplaces. For the sake of clarity, the Guidelines differentiate these
actions as follows:
Comprehensive Hazard Identification
- Comprehensive Hazard Surveys
- Change Analysis
- Routine Hazard Analysis
Regular Site Safety and Health Inspections
Employee Reports of Hazards
Accident/Incident Investigations

Injury and lllness Trend Analysis

COMPREHENSIVE HAZARD IDENTIFICATION. There arethree components of acomplete hazard
inventory from which a program of prevention and control can be designed.

The first of these is thecomprehensive survey. Thisisthe most basic of all thetools used to
establishtheinventory of hazards and potential hazards at your worksite. This survey is best
performed by experts from outside the worksite who have a broad-based knowledgethatincludes
safety engineering, industrial hygiene, and often, occupational medicine. After theinitial survey,
comprehensive surveys need to berepeated only periodically. These will enablethe expertwhois
conducting the survey to apply new information concerning the hazards or methods of control.

Thesecond component of comprehensive hazard identificationis change analysis. This means
what its name suggests. Each timethereis achange of facilities, equipment, processes or
materials in your workplace, theintended change should be analyzed for hazards before being
introduced. This helps avoid exposing your workers to new hazards. Also, it helps youto avoid
the needless expense of retrofitting controls after installation and use.

The final component of acomplete hazard inventory is routine hazard analysis. The basic form of
this analysis which is useful at every type of worksite is the job safety analysis. This analysis
divides ajob into tasks and steps and then analyzes the potential hazards of each step. The
analysis produces amethod of prevention or controltoreduce exposure. Avariationthatis used
at worksites with highly complex hazards -- such as chemicals or nuclear energy --is the process
hazard analysis. This analysis reduces a process to its smallest elements, identifies the hazards
of these elements, and devises the preventive measures or controls. In rapidly changing
workplaces such as construction, phase hazard analysis is another useful form of the routine
hazard analysis. Here each phase of therapidly changing work is analyzed for the new hazards it
may introduce so that preventions or controls can be devised.
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The language of the Guidelines follows:

So that all hazards are identified: (a) conduct comprehensive worksite surveys to establish
safety and health hazard inventories and update the surveys periodically as expert
understanding of hazards and the methods of control in our industry change; (b) analyze
planned and new facilities, processes, materials, and equipment; and (c) perform routine
hazard analysis of jobs, processes, and/or varied phases of work as needed.

For more information and tools to help you, see Chapter 8 and OSHA Publication 3071, "Job
Hazard Analysis."

REGULAR SITE SAFETY AND HEALTH INSPECTIONS. General site inspections should be
performed by personnel at the worksite. These employees will need training to recognize hazards
that can slip through the controls designed to reduce employee exposure. Inspectors also should
watch for hazards that may n ot have been identified in the comprehensive survey or uncovered by
other means. The actual language of the Guidelines is:

Provide for regular site safety and health inspections, so that new, recurring, or previously
missed hazards and failures in hazard controls are identified.

For further information, see Chapter 9.

EMPLOYEE REPORTS OF HAZARDS. A successful safety and health program finds and corrects
problems before any harmis done. Involving a greater number of workers in the monitoring
process willincreasethethoroughness and efficiency of the process. Itisimperative that one or
more systems be established for employees to alert management to the hazards. It also follows
that employees who report hazards will be protected from harassment.

Employees should seetimely and appropriate responses to their reports. Theseresponses are
visible evidence of management's commitment to worker safety and health and it also
demonstrates management's desire for meaningful employeeinvolvement. The actual language
of the Guidelines is:
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So that employee insight and experience in safety and health protection may be used and
employee concerns addressed, provide a reliable system for employees, without fear of
reprisal, to notify management personnel about conditions that appear hazardous and to
receive timely and appropriate responses; and encourage the employees to use the
system.

For further information and assistance, see Chapter 9.

ACCIDENT/INCIDENT INVESTIGATION. Investigating accidents and incidents (these terms are
defined in Chapter 9) presents another opportunity to find hazards and design prevention and
controls. For each accident, thereusually are several steps that must be taken to prevent future
occurrences. The Guidelines recommend that you:

Provide for investigation of accidents and "near miss" incidents, so that their causes and
the means for their prevention are identified.

For further information, see Chapter 9 and the National Safety Council publication, "Accident
Investigation...A New Approach."”

INJURY AND ILLNESS TREND ANALYSIS. Itis useful toreview injuries and illnesses that have
occurred over aperiod of time, including thoseillnesses that do notappearto be occupationally
related. Such an analysis may reveal patterns or clusters that suggest common worksite causes
or origins not apparent when the cases first wererecorded. The Guidelines recommend that
employers:

Analyze injury and illness trends over time, so that patterns with common causes can be
identified and prevented.

For further information, see Chapter 9.
HAZARD PREVENTION AND CONTROL

Onceyou haveinventoried the hazards and potential hazards of your workplace, you can begin
designing a program of prevention and control. Your program will consists of:
Appropriate Controls
Preventive Maintenance
Emergency Preparation

Medical Program
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APPROPRIATE CONTROLS. In designing aprogram of prevention and control, theideal choice
always is prevention of employee exposureto a hazard. This means removing the hazard or
preventing exposurethrough engineering controls. Where neither of these measures is feasible,
the next best choice is complete enclosure. Where complete enclosure is not feasible, a
combination of partial enclosure and work practices, perhapsincluding PPE, is the next best
choice. Where no enclosureis possible,acombination of work practices and PPE should be
used.

Keep in mind that work practices and PPE place special responsibilities on the employees who
use them. Employees should betrained to understand why these protective measures are
necessary and how they can usethese methods to protectthemselves and others. Protective
measures should be stressed in every possibleway, including when necessary, the use of fair and
consistent discipline.

When all other controls fail to provide enough reduction in exposure, appropriate administrative
controls, such as worker rotation, should beused. The actual language of the Guidelines is:

So that all current and potential hazards, however detected, are eliminated or controlled in
a timely manner, establish procedures for that purpose, using the following measures:

(a) engineering techniques where feasible and appropriate;
(b) procedures for safe work that are understood and followed by all affected parties,
because of training, positive reinforcement, correction of unsafe performance, and, if
necessary, enforcement through a clearly communicated disciplinary system;
(c) provision of personal protective equipment; and
(d) administrative controls, such as reducing the duration of exposure.

For further information, see Chapter 8.

PREVENTIVE MAINTENANCE. A good equipment maintenance program can keep engineering

control systems working as intended and can prevent ordinary non-hazardous equipment from
becoming hazardous. For these reasons, the Guidelines recommend that you:
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Provide for facility and equipment maintenance, so that hazardous breakdown is
prevented.

For further information, see Chapter 8.

EMERGENCY PREPARATION. Planning and preparing for emergencies is an essential part of any
effective safety and health program. The greater the possibility of an emergency, the more
preparation should be done. All employees should know exactly what they mustdo in each type
of emergency. With sufficient practicetheresponses needed attimes of crisis can become
practically automatic. The language of the Guidelines is:

Plan and prepare for emergencies, and conduct training and drills as needed, so that the
response of all parties to emergencies will be "second nature.”

For further information, see Chapter 8 and OSHA Publication 3088 (Revised 1991), "How to
Prepare for Workplace Emergencies.”

MEDICAL PROGRAM . Having amedical program onsite does not necessarily mean having an
onsitedoctor or nurse. Itdoes mean involving occupational health professionals in worksite
analysis for hazards, in hazard prevention and control programs, in early recognition and
treatment of injuries and illnesses, and in limiting the severity of illness and injury. For smaller
businesses, these important tasks can be arranged by contract with occupational health
professionals. Besides health professionals, other employees at the site should betrained in first
aid and CPR. The Guidelines recommend that you:

Establish a medical program that uses occupational health professionals in the analysis of
hazards, early recognition and treatment of illnesses and injury, and limitation of the
severity of harm; and which provides first aid and cardiopulmonary resuscitation (CPR)
onsite and physician and emergency medical care nearby, so that harm will be minimized
if an injury or illness does occur.

For more information, see Chapter 10.

SAFETY AND HEALTH TRAINING

For an effective program of safety and h ealth management, itis crucial that everyone at the
worksite understand his/herrolein that program, the hazards and potential hazards that need to

be prevented or controlled, and the ways to protect themselves and others. You can achieve such
a program by:
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Ensuring that employees understand hazards,

Ensuring that supervisors understand their responsibility to:
- analyze the work under their supervision of hazards,
- maintain physical protections, and
-reinforce and enforce needed protective measures; and

Ensuring that managers understand their responsibilities.

EMPLOYEES. Ataminimum, employees must know the general safety and health rules of the
worksite, specific site hazards and the safe work practices needed to help control exposure, and
the individual's rolein all types of emergencies. You usually can achieve this by thorough
orientation, periodic safety and health training, and emergency drills. Additional specialized
training may be needed to teach skills required for the job or for activities under the safety and
health program. The actual language of the Guideline is:

Ensure that all employees understand the hazards to which they may be exposed and how
to prevent harm to themselves and others from exposure to these hazards, so that
employees accept and follow established safety and health protections.

Forinformation about employee activities within a safety and health program, see Chapter 4. For
further information about employee training, see Chapter 11 and OSHA Publication 2254,
"Training Requirements in OSHA Standards and Training Guidelines."”

SUPERVISORS. Supervisors should be given special training to help them in their leadership
role. They should be taughtto look for hidden hazards in the workplace under their supervision,
toinsistuponthe maintenance of the physical protection in their areas, and to reinforce employee
hazard training through performance feedback and, when necessary, fair, consistent enforcement.
The Guidelines recommend:

So that supervisors will carry out their safety and health responsibilities effectively,
ensure that they understand those responsibilities and the reasons for them, including:

(a) analyzing the work under their supervision to identify unrecognized potential
hazards;

(b) maintaining physical protections in their work areas; and
(c) reinforcing employee training on the nature of potential hazards in their work and on

needed measures, through continual performance feedback and, if necessary, through
enforcement of safe work practices.
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For further information, see Chapter 11.

MANAGERS. Allline managers must understand their own responsibilities for safety and health.
This probably will notrequire special classroom training; however, you will need some form of
effective communication that will raise managers' safety and health awareness. The Guidelines
recommend that employers:

Ensure that managers understand their safety and health responsibilities as described
under "Management Leadership and Employee Involvement," so that managers will
effectively carry out those responsibilities.

For further information, see Chapter 11.
SUMMARY

Based on avariety of experiences, we are convinced that good management of worker safety and
health protection will translate into fewer injuries and illnesses. We also believe that effective
management will pay off in better employee morale, higher productivity, and improved product
qguality. This manual can help set up a quality safety and health management program to provide
that protection. Theinformation we presentis useful whether you own or manage asmall or large
business. We predict that your efforts to protect your workers will be amply rewarded.
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APPENDIX 1-1

WHAT DIFFERENCE DOES IT MAKE?

There are several good reasons for improving the way you manage your worker protection
program. Better management can help reduce losttime and costs; improve productivity, morale,
and quality of product; prevent OSHA citations; and, should the need ever arise, strengthen your
company's position during any judicial proceedings.

REDUCED INJURIES

One consultation projectconducted astudy to assess the outcomes of employer participationin
the Safety and Health Achievement Recognition Program (SHARP) program in their state. They
found that those employers who participated in SHARP for two or more years on average
experienced only 40 percent of theinjuries expected for their respective industries and less than
half (46%) of the total number of injuries expected for these industrial classifications overall.

A small meatpacking establishment with 95 employees, after working with the consultation project
to develop an effective workplace safety and health program, lowered their loss workday injury
rate (LWDI) from 18.9 to 7.0.

REDUCED COSTS

One fabricated structural steel manufacturing operation began working with the consultation
projecttwo years ago. Sincethattime, their LWDIrate has dropped from 14.0to 1.0, and they
havereturned a portion of workers' compensation premiums back to the employees. To date,
over $50,000 has been distributed back to their employees.

One forklift manufacturing company has experienced adeclineinlosses duetoinjuries and
illnesses on the job from $70,000 three years ago to $7,000in the past year. Theowner attributes
these decreases to theirinvolvement with the consultation program and the services provided to
him.

A Business Roundtablereport, "Improving Construction Safety Performance" (New York: The

Business Roundtable, Report A-3, January 1982,p.16), concludes that for construction, the
savings from effective administration of safety and health protection is 3.2 times the cost.
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Frank E. Bird, Jr., inManagement Guide to Loss Control, (Loganville, GA: Institute Press, 1978),
says that for every $1 spent on medical orinsurance compensation costs --considered "direct
costs" --foraworker injury, from $5to $50 more s likely to be spent on "indirect costs" to repair
building, tool, or equipment damage; to replace damaged products or materials; and to make up
for production delays and interruptions. He says that an additional $1to $3in indirect costs will
be spentfor hiring and training replacements and for time needed to investigate theincident. Mr.
Bird's figures do not consider the impact of reduced commitment to work when employees
operatein asituationin which injuries are common. And, because they frequently involve longer
absences,theimpact of job-related illnesses can be even greater than work-related injuries.

According to James Findlay and Raymond Kuhlman inLeadership in Safety, (Loganville, GA:
Institute Press, 1980), effective safety and health management can contribute more to
organizational profits than your best salesmen. They recommend that you use achart similar to
the one below to figure out the estimated impact of accidents to your organization. The chart
shows the amount of extra sales needed to pay for accidents; i.e., if your profit margin is 4
percent, itis necessary for you to sell an additional $250,000in products to pay the costs of
$10,000in annual losses from injury, illness, or property damage. With a2 percent profit, sales
must be increased to $500,000 in order to cover the $10,000 in losses.

ACCIDENT 1% 2% 3% 4%
COSTS PROFITS PROFITS PROFITS PROFITS
$ 1,000 100,000 50,000 33,000 25,000
$ 5,000 500,000 250,000 167,000 125,000
$ 10,000 1,000,000 500,000 333,000 250,000
$ 25,000 2,500,000 1,250,000 833,000 625,000
$ 100,000 10,000,000 5,000,000 3,333,000 2,500,000

BETTER EMPLOYEE MORALE, PRODUCTIVITY AND PRODUCT QUALITY

An automotive parts manufacturer with 170 employees called on the consultation program for
assistanceinidentifying and correcting occupational health and safety hazards. The consultation
project worked with the employer notonly to identify and correct the hazards noted during their
on-sitevisit,butalso helped theemployer to develop and implement an effective workplace safety
and health program. As aresult of the visit the employer noteda much lower frequency in
accidents, areductionin his workers' compensation costs, and amuch improved worker morale
at the site. The company's president offered the following comment, "Utilizing the . ..
consultative service demonstrated to our work force (which isrepresented by the Teamsters) our
concern for their well being. Our teamsters local is enthusiastic about our continued use of the
consultative program. Notonly did wereduce costs related to safety and health, but use of this
valuable program provided me with acomfort factor because |l know there will be no surprisesin
the plant.”
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OSHA ENFORCEMENT

Over the past several years, OSHA has added more safety and health management provisions to
its promulgated standards. These provisionsinclude self-inspections for specific conditions,
employeetraining and specific types of hazard analysis. They also have focused more on the
management of workplace safety and health when enforcing the "general duty clause"” (Sec.
5(a)(1), 29 U.S.C. 654), which requires that each employer "furnish each of his employees
employment and a place of employment that are free from recognized hazards that are causing or
likely to cause death or serious physical harm to his employees." As an employer,you havea
responsibility to take feasible steps to render your workplace free of recognized hazards. As part
of this responsibility, you have aduty to establish and maintain management practices necessary
for ensuring that safe and healthful work practices are followed.

JUDICIAL PROCEEDINGS

When an employeris cited for aviolation he believes was caused by an employee's failure to obey
asafety rule, evidence of good management practices is particularly important in establishing a
defense. Decisions from the Occupational Safety and Health Review Commission and the U.S.
Courts of Appeal clearly hold that, to establish an "employee misconduct" defense, an employer
must show that it has adopted appropriate safety rules, and that it enforces these rules through
such means as regular training and adequate supervision. In short, employers can avail

themselves of this defense only by maintaining acomprehensive, adequate safety program.
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APPENDIX 1-2

USING THE BELL FORMULA TO HELP DETERMINE
YOUR COSTS OR SAVINGS

In his article, "Gauging Safety Outlays and Objectives," in Occupational Hazards, June 1987,
David R. Bell describes amethod you can useto find out the costs to your worksite when injuries
occur, and the costs to your worksite's experienceto your industry's averageforlostworkday
caserates. Todo this,you useinformation published annually by the Bureau of Labor Statistics
(BLS), otherinformation easily available at your worksite, and Bell's formulafor the calculation of
"lost workday cases avoided."

To begin, find the latest published lost workday caserate for your industry by checking the BLS
publication "Occupational Injuries and lllnesses in the United States Industry.” (The BLS
statistics are published annually --usually 1.5 years after the year for which they were collected--
and are available from the U.S. Printing Office, Washington, DC 20402). In this publication, locate
the table entitled "Reported occupational injury rates by industry.” Make sure that you do not use
the table that includes illnesses. When you have found the correct table, look for the SIC
(Standard Industrial Code) that best describes your industry. From the table's column headed
"Lost Workday Cases," take the number reported for the most recent year. That number
represents the average lost workday cases per 100 workers. Itis the lost workday case rate
(LWCR) for your industry.

Next, calculatethe employment at your siteinterms equivalentto the dataused by BLS. The BLS
number represents the equivalent of one worker's full work year, whether it was actually worked
through regular shifts, part-time work, or overtime work. To figure your equivalent employment,
divide the number of total hours worked by 2,000. (The number 2,000 represents the average
number of hours a full-time worker is generally expected to work each year in the United States.)

With this information, you can use the Bell formula to calculate how many injuries with lost
workdays your site would have had if it had been exactly average for your industry. This number
Bell calls "expected cases." You can comparethis expected numbertothe actual number of lost
workday cases you had at your site. If you had fewer cases than the expected number, the
difference between the number of expected cases and the actual number of cases that you
experienced at your siteis called "injuries avoided." If you had more cases than the expected
number, the difference is "excessive" cases.
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Bell suggests that you also calculate the average cost of lost workday cases atyour site. Bearin
mind both the direct and indirect costs as discussed inthe preceding appendix. When you have
found the average cost, you can use the Bell formula to figure how much you saved your
company by "avoiding lost workday cases,” or how much it cost your company to be over the
average. You can also calculate the potential savings from improving your safety and health
management enough to avoid more injuries.

This is Bell's formula:
Average Lost Workday Case Rate x Equivalent Site Employment

100
= Expected Lost Workday Cases

Toillustrate further how this formula can work for you, consider aglass container plant that
employed 200 workers in 1990. To apply the Bell formulato this site's safety and health statistics,
begin by looking up the SIC code for glass container plants in Table 3 of the BLS bulletin. The SIC
codeis 3221. The table shows that for that SIC code in 1990 (the most recent figures available),
the lost workday cases averaged 8.2 per 100 workers in that industry.

Next, calculate the equivalent employment for this site. You know from siterecords thatin 1991
workerslogged 456,432 hours of work at this site. Using 2,000 as the average number of hours a
full-time worker in the United States is expected to work eachyear, you divide 456,432 by 2,000to
find the full-time equivalent employment at this site. Theresult of that division is 228.2. Applying
the Bell formula, you multiply the lost workday case rate (8.2) by the site's full-time equivalent
employment (228.2). Theresult of that multiplication is 1,871.2. Finally, divide 1,871.2 by 100 to
find the expected lost workday cases if you were average for yourindustry. You can expectto
find 18.7 (rounded up to 19) lost workday cases at this facility.

Rendering the Bell Formula mathematically, you get the following equation (with the answer
rounded to the nearest whole number):

8.2 x228.2 =19
100

The glass container plant, with its very good safety and health program, had only six lost workday
cases. Thiswas 13 (19-6=13)fewer than would have been expected had it been average for its
industry. The employer estimates that lost workday cases incur direct costs averaging $16,800.
By avoiding 13 of the expected lost workday cases for its industry, this site saves $218,400in
direct costs each year. Conversely, if this site had experienced 25 lost workday cases,

subtracting expected cases from actual lost workday cases (25 -19)would show that his site had
six lost workday cases above itsindustry's expected average. These six lost workday cases
would have cost $100,800 more than expected direct costs had the site been average.

Although economicincentives are secondary to human health and safety as motives for safety
and health protection, the potential economic benefit of effective safety and health managementis
considerable and clearly worth considering.

Most people, correctly or not, believe their operation is significantly different from others in their
SIC and reject the use of theformula. If you preferto useyour own history or other hypothesis to
calculate probable case rates, that certainly is not discouraged. Itis very important, however, to
use some reasonable method to project a quantitative case rate as a standard of measure.

How much would you save at your worksite if you could be below, or even 50 percent below, your

industry average? These figures can help you make agood economic case forimproving the
management of your safety and health effort even if some spending is required.
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2. CHAPTER 2

DETERMINING THE DIRECTION OF YOUR PROGRAM:
ESTABLISHING POLICY, GOAL AND OBJECTIVES

INTRODUCTION

When you embark on ajourney you usually have areason for going, adestination and aspecific
plan forreaching your destination. Similarly, when planning a safety and health program, you
first decide and putin writing your reason for establishing such aprogram. Thisis you policy.
Next you decide where you wantto end up. Thisis your goal. Then you map outthe path toward
your goal,theroads you will take and the vehicles you will use. These areyour objectives. In
this way you decide the direction of your program.

This chapter will help you begin your journey by explaining how to write and communicate your
safety and health policy, and how to set and evaluate your goal and objectives. You will find
many examples and worksheets to help you on your way.

POLICY

The hallmark of every successful safety and health program is top management's active and
aggressive commitment. This commitment, in turn, influences the actions of the company's
managers, supervisors and employees. It ultimately decides the effectiveness of the safety and
health program in reducing or eliminating workplace injuries and illnesses.

The company states its commitment through a written and clearly communicated policy for
workplace safety and health. This policy stresses thetop priority of employee safety and health.
The policy statement should be signed by the highest ranking company official on the site.

THE PRIORITY OF SAFETY AND HEALTH
A truly successful company places workplace safety and health ahead of such priorities as
production, sales and quality control. If your policy statement makes this clear, it will be easier

for employees tochoosethe correct action when aconflict arises between safety and health and
other priorities. Here are some examples of policy statements that convey this belief:
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M "People are our most important resource. Our company's principal
responsibility is the safety and health of our employees.”

M "Every employee is entitled to a safe and healthful place in which to work."
M "No jobis so important it can't be done in a safe and healthful manner."

M "If it is not safe and healthful, we will not do it."

COMMUNICATING YOUR POLICY

To be effective, itis critical that your safety and health policy be communicated to all employees.
You communicate your policy by word, action and example.

Communicate by Word. A new employee starts learning about the company's attitude toward
safety and health from day one. By discussing job hazards and providing training in safe work
procedures, both one-on-oneandingroup meetings, you tell the employee that safety and health
have a high priority in your company. The supervisor's continuing emphasis on safety and health
reinforces this positive company attitude.

In the smallest of companies, the safety and health policy may be easily explained and
understood through spoken statements. However, for all companies, a carefully written policy
statement is always recommended. A written statement:

Clarifies policy,
Creates consistency and continuity,

Serves as acheckpoint whenever safety and health appear to conflict with production
or other priorities, and

Supports your supervisorsin their enforcement of safety and health rules and safe
work practices.

You will want to include the written statement in theinformation you give new employees. Be
sureto postasigned policy statementon employeeinformation bulletin boards. Another eye
catching way you can communicate your safety and health policy is by adding it to your company
letterhead.
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For assistance in writing a company or worksite safety and health policy, see Appendix 2-1,
"Policy Statement Worksheet."

Keep in mind that the written statement is not the policy. Itis simply one way of communicating
the policy. Thereal policy is your attitude toward your employees' safety and health. You prove
this attitude by your actions.

Communicate by Action. What you do -- or fail to do -- speaks louder than what you say. Show
your concern for your employees' safety and health by committing resources to the prevention
and control of unsafe or unhealthful work or working conditions, to safe work practices and
personal protective equipment (PPE)where needed, and to safety and health training. Whenever
you display awillingness to put safety and health before short-term production goals, your
actions forcefully and clearly proclaim your policy.

Communicate by Example. Top management, middle managers and supervisors express the
company's attitude toward workplace safety and health by their daily example. The rules and
regulations that you post on bulletin boards and discuss at meetings are useless if management
does not follow and enforce them. Set an example: Use PPE properly. Operate equipment safely.
Hold supervisors accountable for their safety and health responsibilities. Run your businessina
safe and healthful manner.

GOAL

By setting a safety and health policy, you have decided thereason for your journey: to establish
an effective safety and health program. Now you must choose your destination, the point toward
which your program strives. It is time to identify and set your program goal.

The policy statements discussed above all boil down to the same idea of desiring to provide work
and working conditions that are not harmful to your employees. Thisisin keeping with the stated
purpose of the Occupational Safety and Health Act of 9170[29 U.S.C. 651 et seq.], "to assure so
far as possible...safe and healthful working conditions" and to require that each employer "furnish
to each of his employees employment and a place of employment which are free from recognized
hazards. . ."

In moving from broad conceptto more concrete goal, there are at least two basic goal types to
consider: numerical and descriptive.

Numerical Goal. Numerical Goals havethe advantage of being easy to measure. However,itis
difficult to setanumerical goal thatis both attainableand comprehensive enough to serve as
destination for your journey.

2-3



If you set agoal, for example, of zero hazards at any time, it may be so difficult to

reach that you and your employees will becomedisillusioned long beforeyou have a
chance to reach your destination.

You could setagoal of acertain number of injuries. Indoing so, however, youignore
both illnesses and those existing hazards that have not resulted in an injury yet.

A goal of acertain number of injuries and illnesses may not be feasible. llinesses
often are difficultto recognize until long after employees' exposureto hazards that
could have been prevented or better controlled. And as with the example above, this
goal does not address hazards that have not yet resulted in injury or illness.

Descriptive Goal. No numerical goal can be sufficiently inclusive and still attainable. Therefore,
werecommend that you adopt abroad, descriptive safety and health goal: acomprehensive
program that assesses all existing and known potential hazards of your worksite and prevents or
controls these hazards. Such a goal is neither as succinct nor as easily measurable as a
numerical goal. Butitis attainable. Further, this goal will be helpful in setting objectives. And it
should not be difficultto evaluate objectives and program results against this goal. You may find
another way of stating this concept, but we urge you to stay with this basic idea.

OBJECTIVES

You have established thereason behind your journey (policy) and your desired destination (goal).
Now you areready to decide on atravel route. The specific paths you will follow in your journey
areyour objectives. Setting objectives will make the difference between ahaphazard trip and a
carefully planned journey. Careful planningis much morelikely to getyou whereyou wantto be.

Begin to develop meaningful objectives by answering these questions:

Where do you want to be?
Where are you now?

What must be done to get from here to there?

When you set agoal, you decidedwhereyou wanted to be. The next stepistodecidewhereyou
are now.

Where Are You Now? Beforefiguring out how to get from point Ato point B, it helpsto havea
clearideaof thelocation of point A. This may seem absurdly obvious; but most of us, atonetime
or another, have jumped into a new project or taken off in anew direction without first assessing
our present situation. Now is the time to gather as much information as possible about the
current conditions at your workplace and about practices that are already a part of your safety
and health program.
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Is Your Safety and Health Program Complete? Ataminimum, your program should reflect these
four basic elements:

Management Leadership and Employee Involvement,
Worksite Analysis,
Hazard Prevention and Control, and

Safety and Health Training.

These four elements are discussed in detail in Chapter 1 and in several other sources, including,
OSHA, Department of Labor, "Safety and Health Program Management Guidelines" (54 CFR 3908,
January 26, 1989); and OSHA Publication 2209 (Revised 1990), "The OSHA Handbook for Small
Businesses."”

In the remaining chapters we will focus on how to implement these elements.
Which of the elements are missing from your workplace? Which need improvement? Consider
developing objectives that will help you fill the gaps.

Get Everyone Involved. Hereis an opportunity to get employees involved. Ask employees and
supervisors to help you identify both the successful and unsuccessful parts of your program.
Look at existing safety and health activities at your workplace. Which ones work well and which
do not? Study yourrecords (accidents, injury orillness data, workers' compensation rates) to see
what they tell you.

Take a Good Look at Your Physical Surroundings. What obvious physical conditions currently
exist that indicate OSHA violations or other hazards? In answering this question, you are
beginning toidentify your workplaces' problems and look ahead to their solution. If youcome up
with an excessive number of physical problems, get these fixed before your attempt to set
objectives. Not only are you vulnerable to an OSHA inspection, you are also putting your
employees at risk. Further, those safety and health problems that are obvious to you are
undoubtedly obvious to your employees. Correct the problems and you demonstrate your
interest in their safety and health.

What Mustbe Doneto Get From Hereto There. Now that you know here you stand, what do you
need to getdone? Thisis another opportunity togetemployeesinvolvedinthe development of
your program. Allow them to participate in setting program objectives. Involvement helps create
an atmosphere of acceptance and commitment to the safety and health effort.
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Objectives are statements of results or performance. They are short-term, positive steps along
the way to your company's goal. Workplace objectives for safety and health are similar to those
you set for other business functions such as sales or production. They identify WHAT? WHEN?
and HOW MUCH? They do not include a justification for why they should be done; that is
included in your policy statement. Nor do they contain adescription of how they should be
accomplished; that is included in your action plan.

Identify Your Objectives. Anything can become an objective-- from creating a safety and health
committeeto investigating accidents to developing an orientation program for new employees.
You mustdecide which activities are mostimportantto your program goal and which will help you
create an effective overall safety and health program. The objectives you select should be
consistent with your basic safety and health policy. And they should be part of the normal
business of your company, rather than special projects added on to the normal workload.

Set Your Objectives. Objectives should be based on performance measures, that is, indicators
that tell you whether you did or did not perform as expected. When setting objectives, keep the
following points in mind:

Objectives should relateto some part of your overall goal. Example: "Develop and
carry outaprogramto train and license fork lift truck drivers." This objective relates
to the part of your goal to ensure that all employees understand the hazards and
potential hazards of their work and how to protect themselves and others.

Objectives should aim at specific areas of performance that can be measured or
verified. Example: "Improve safety and health performance next month," is too
general an objective to be useful. Better to say, "Make weekly inspections and make
certain all hazards found are corrected within 24 hours."

Objectives should be realistic and attainable but should still present asignificant
challenge. Example: "Reduce recordable injuries in the upcoming year by 100
percent." This objective may be unattainable because of the extent and complexity of
the measures needed to prevent all injuries. An objective well beyond reach can soon
create adefeatist attitude among all those working toward its achievement. On the
other hand, "Reducerecordableinjuries by 5 percentin the nextyear," can destroy
employee interest by presenting too small a challenge.
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When setting objectives, solicitideas from as wide arange of employees as practical.
Your ideas already may strongly influence your supervisors. Nonetheless, you will
find that safety and health objectives are most effective when you discuss them
beforehand with your supervisors oremployees. Atthe least, securetheir agreement
or cooperation. People who feel they have helped set an objective will be most
motivated to achieve that objective.

Objectives should be understood by all those directly involved. Useterms that have a
clear meaning to all concerned supervisors and employees. Leave no doubt about
what is to be accomplished. Example: "Find out the cause(s) of all accidents and
incidents,” may be too abstractto beunderstood (and therefore accomplished) by
those with responsibility. Be clear and specific: "Investigate all accidents and

incidents atonceto determine all contributing causes, and take corrective action
within 24 hours of completing the investigation.”

Objectives need to be achievable with availableresources. An objective thatrequires
alarge outlay of money or an increasein staff during abudget crunch probably won't
be achieved. Setting such an objective is awaste of time and effort. However, you
need not discard this objective. Postponeit. Forthe present, create anintermediate
objective of working to producethe needed resources. Remember, you travel toward

your goal one step atatime. The objective you achieve this year may enable you to
tackle a larger objective next year.

Write Your Objectives. Put each objectivein writing. That gives it more importance. Italso helps

you track your position at any time and thereby determine how far along you arein accomplishing
the assighment.

Explaininconcreteterms whatisto be achieved,to what degree, and by when. Be very specific
inyourwording, and forces on performance. You may also wanttoinclude a statement showing
the maximum amount of time or money available to accomplish the objective.
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Here are some examples of safety and health program objectives:

Conduct weekly inspections with emphasis on good housekeeping, proper use of
protective equipment, condition of critical parts of equipment and preventive
maintenance.

Find out the cause(s) of any accident within 24 hours.

Eliminate any hazard(s) identified during accident investigations and weekly p lanned
inspections within 24 hours whenever possible.

Complete one job safety analysis each month in each department, with follow-up
revision of safe work procedures and employee training by the following month.

Hold and evaluate emergency drills for tornadoes every six months and ajoint fire
drill/evacuation with local emergency organizations every year.

Keep copies of the written objectives and usethem in discussions with your supervisors and
employees. Be sureyour peopleunderstand their assigned responsibilities. Stress that they will
be held accountable for these responsibilities. For further guidance, see Chapters 5and 6.

Is It Working? Review you objectives periodically.

Are you getting the desired performance from supervisors and employees?
Are objectives being achieved?

Are the results moving you toward your goal?

Any program or activity in which you investtime and resources on acontinuing basis should
proveitsworth. If an objective has been achieved, butthere continue to be too many injuries, too
many close calls, too many unsafe acts, or no improvement in conditions, then different or
additional objectives are needed.

The worksheets in Appendices 2-2and 2-3 provide amodel for you to use in writing up your

safety and health program objectives. Chapter 12 will help you evaluate the effectiveness of these
objectives.
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SUMMARY

Your safety and health program deserves to be carefully thought out and directed. The first step
is to write and communicate your safety and health policy. This states your reasons for the
program and your commitment to the health and safety of your employees. You express this
policy by word (both spoken and written), by action and by example.

The second stepisto setand communicate agoal for your program. Thisis like choosing the
destination forajourney. Itrequires adetermination of where you wantto be. Your goal can be
expressed either numerically or descriptively. There are advantages and difficulties with both, but
we have found that acomprehensive and yet attainable goal is most likely to be descriptive. We
recommend the following goal:

A comprehensive program to assess all existing hazards and known potential hazards of the
workplace and to prevent or control those hazards.

The third step in determining the direction of your safety and health program is to map out your
route by setting program objectives. To do this, you first need to know whereyou are: takea
closelook atthe current state of your safety and health program and your workplace. What more
is needed to protect your workers' safety and health?

The objectives that you set should be specific, measurable actions that move you toward your
goal. They must be attainable and yet challenging. Use the clearest possible wording sothat
your supervisors and employees understand their responsibility and accountability. Once your
program is set in motion, review these objectives periodically. Is everyone performing as
expected? Aretheresults being achieved worth the time andresources being expended? Are
you moving closer to your goal?

The success of this effort depends on the commitment of top management and the participation
of your workforce. Involve your supervisors and employees in the setting of program objectives.
The greater theirinvolvement in mapping theroute to safety and health, the greater will be their
acceptance of the challenges and responsibilities of their journey.
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APPENDIX 2-1
POLICY STATEMENT WORKSHEET

Policy statements can vary in length and content. Some contain policy only. Othersinclude
company philosophy. Still others spell outrules and procedures. Some policy statements will
coveritems such as specific assignment of responsibility, delegation of authority, description of
duties, safety and health rules, and establishment of a safety committee. While some companies
may wish toincludethese additional itemsin the policy statement, we believeitis usually bestto
leave these details for later discussion.

This worksheet is designed to help you develop your safety and health policy statement. It
contains examples of specific statements often found in safety and health policies. These are
examples only, but they may giveyou ideas for apolicy statement that expresses your style, your
attitudes and your values.

INTRODUCTORY STATEMENT

The written policy statement generally starts with aclear, simple expression of your concern for
and attitude about employee safety and health. Examples of introductions of policy statements
include:

This company considers no phase of its operation or administration more important
than safety and health. We will provide and maintain safe and healthful working

conditions, and we will establish and insist on safe work methods and practices
always.

Accident preventionis aprimary job of management, and managementis responsible
for establishing safe and healthful working conditions.

This company has always believed that our employees are our most important asset.

We will always place ahigh priority on safe operations and on the safety and health of
employees.

The company will, at all times and at every level of management, attempt to provide
and maintain asafe and healthful working environment for all employees. All safety

and health protection programs are aimed at preventing accidents and exposures to
harmful atmospheric contaminants.

All members of management and all employees must make safety and health
protection a part of their daily and hourly concern.
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PURPOSE/PHILOSOPHY

An effective safety and health program will have a stated purpose or philosophy. Thisisincluded
inthe written policy statement so that both you and your employees arereminded of the purpose
and value of the program. You may wish to incorporate into your policy such statements as:

We have established our safety and health program to eliminate employee work-
related injuries and illnesses. We expectittoimproveoperations and reduce personal
and financial losses.

Safety and health protection shall be an integral part of all operations including
planning, procurement, development, production, administration, sales and
transportation. Accidents and health hazard exposures have no placein our company.

We want to make our safety and health protection efforts so successful that we make
elimination of accidents, injuries and illnesses a way of life.

We aim to resolve safety and health problems through prevention.

We will involve both management and employees in planning, developing, and
implementing safety and health protection.

MANAGEMENT RESPONSIBILITIES

Your safety and health action plan will describein detail who is to develop the program and make
itwork, as well as who is assigned specific responsibilities, duties and authority. The policy
statement may include a summary of these responsibilities.

For example:
Each level of management must reflect an interestin company safety and health and
must set a good example by complying with company rules for safety and health

protection. Managementinterest must be vocal, visible and continuous from top
management to departmental supervisors.

The company managementis responsiblefor developing an effective safety and health
program.
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Plant superintendents areresponsible for maintaining safe and healthful working
conditions and practices in areas under their jurisdiction.

Department heads and supervisors areresponsible for preventing accidents and
health hazard exposures in their departments.

Supervisors areresponsiblefor preventing accidents and health hazard exposures on
their lines.

Supervisors will be accountable for the safety and health of all employees working
under their supervision.

The Safety Director has the authority and responsibility to provide guidance to
supervisors andto helpthem prevent accidents and exposureto health hazards.

Management representatives who have been assigned safety and health
responsibilities will be held accountable for meeting those responsibilities.

EMPLOYEE RESPONSIBILITIES

Many companies acknowledge the vital role of theiremployeesin the operation of asuccessful
safety and health program by summarizing employee roles and contributions in the policy
statement. Here are some examples:

All employees are expected to follow safe working practices, obey rules and
regulations, and work in a way that maintains the high safety and health standards
developed and sanctioned by the company.

All employees are expected to give full support to safety and health protection
activities.

Every employee must observe established safety and health regulations and practices,
including the use of personal protective equipment.

All employees are expected to take an active interestin the safety and health program,
participate in program activities, and abide by the rules and regulations of this
company.

All employees mustrecognize their responsibility to preventinjuries and illnesses and
must take necessary actions to do so. Their performance in this regard will be
measured along with general performance.
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CLOSING STATEMENT

The closing statement is often areaffirmation of your commitment to provide a safe and healthful
workplace. It also may appeal forthe cooperation of all company employees in support of the
safety and health program.

lurge all employees to make this safety and health program an integral part of their
daily operations.

By accepting mutual responsibility to operate safely, we all will contribute to the well-
being of one another and consequently the company.

We must be so successful in our efforts that total e limination of accidents, injuries and
illnesses becomes a way of life.

SUMMARY

Generally awritten safety and health policy statement will run sixto 12 sentences in length. It
should include the five elements listed above: an introductory statement, astatement of the
purpose or philosophy of the policy, asummary of managementresponsibilities,asummary of
employee responsibilities, and a closing statement.
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Appendix 2-2

SAMPLE SAFETY & HEALTH POLICY STATEMENT

This company considers no phase of its operation more important than safety and health
protection. We will provide and maintain safe and healthful working conditions and establish and
insist upon safe work methods and practices always.

Safety and health shall be an integral part of all operations including planning, procurement,
development, production, administration, sales and transportation. Accidents have no placein
our company.

We will work consistently to maintain safe and healthful working conditions, to follow proper
operating practices and procedures designed to preventinjury illnesses, and to comply with
Federal, state, local and company safety and health regulations.

Each level of management mustreflect an interestin company safety and health objectives and is
required to set agood example by always observing the rules as a part of the normal work
routine. Managementinterest mustbevocal, visible and continuous, from top managementto
departmental supervisors.

All employees are expected to follow safe working practices, obey rules and regulations, and work
in away that maintains the high safety and health standards developed and sanctioned by the
company.

We urge all employees to make our safety and health program an integral part of their daily

operations. Then thetotal elimination of accidents and injuries will become not just an objective,
but a way of life.

Chief Executive Officer
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APPENDIX 2-3

SAMPLE WORKSHEET RELATING OBJECTIVE TO GOAL

GOAL: PROVIDE A COMPREHENSIVE PROGRAM TO ASSESS AND PREVENT
OR CONTROL ALL HAZARDS.

OBJECTIVE: INCREASE EMPLOYEE INVOLVEMENT IN PLANT HAZARD
ASSESSMENT AND CONTROL.

ACTIVITY PERSON IN EVALUATE OBJECTIVE
CHARGE TARGET DATE AND
RESULTS
1. Conduct monthly all employee Manager Begin by June Annually

meetings to discuss current safety
and health concerns.

2. Establish a joint Manager Committee Annually
management/employee committee for functioning by

inspections and accident September 30

investigations.

3. Provide accident investigation Safety Training completed Track progress
training to safety committee Supervisor by October 30

members.

4. Eliminate any hazard(s) identified Manager November 30 Annually

during planned inspections and
accident investigations within 24
hours whenever possible.

5. Provide hazard recognition Safety Training completed Track monthly
training to the safety committee Supervisor by December 31 progress
members.

6. Hold and evaluate a joint fire Manager December 31 Annually

drill/levacuation with local emergency
organization every year.
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APPENDIX 2-4
GUIDELINES FOR WRITING OBJECTIVES
In general, a well-formulated objective:

Starts with an action verb.

Specifies asingle key result to be accomplished.

Specifies a target date for its accomplishment.

Is specific and quantitative; therefore, is measurable and verifiable.

Specifies the what and when; avoids the why and how.

Relates directly to the accountable manager's role in the organization.

Is readily understandable by those who will be contributing to its attainment.

Is realistic and attainable but represents a significant challenge.

Provides maximum payoff on therequired investment of time and resources when
compared with other objectives being considered.

Is consistent with available or anticipated resources.

Is consistent with basic organizational policies and practices.

2-16



3. CHAPTER 3

TOP MANAGEMENT LEADERSHIP: SHOWING YOUR COMMITMENT

INTRODUCTION

Effective protection from occupational hazards takes commitment from top management. That
commitment is essential, and it must be visible.

In this chapter we will describe ways to provide visible leadership. Ideally, this means
involvementin aprogram that shows concern for every aspect of the safety and health of all
workers throughout the site. Therefore, we haveincluded adescription of asystem for ensuring
that contract workers are both protected from hazards and prevented from endangering
employees of the owner-company.

Successful top managers use avariety of techniques that visibly involve them in the safety and
health protection of their workers. Look for methods that fit your style and your worksite. These
methods generally can be classified as:

Getting out where you can be seen,
Being accessible
Being an example, and

Taking charge.

GETTING OUT WHERE YOU CAN BE SEEN

Inrecentyears, we often hear the phrase "management by walking around.” This describes a
manager who frequents all parts of the operation, getting to know the people whomake it happen,
and seeing firsthand what is working well and what isn't. This can succeed notonly as atool for
management but also as amessage to employees. Employees who see the manager "walking
around"” likely will come to believe that he/she cares aboutwhatthey aredoing and how well they
aredoing it. Andwhen they see that certain areas -- like safety and health --interestthetop
brass, they become more aware of these areas.

Inthe areaof worker safety and health, this style of management can be demonstrated either
informally or formally.

Informal Action. A manager who stops to get hazardous conditions or practices corrected as
he/she walks through operations areas impresses workers with the importance of health and
safety. As you conduct your walk-around be particularly aware of short cuts in safe work
procedures that are being taken to speed production. Theinvolved manager knows that short
cuts that cancel safety and health precautions are aform of Russian roulette. Itis only a matter of
time until an employee and the company get hurt.
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No worker or supervisor wants to have the top manager stop the work until it can be done
correctly. Consequently, this kind of informal involvement is astrong inducement for your
employees to do the job right the first time.

If you also stop occasionally to compliment workers on how well they are following safe work
procedures, you can expectyour comments to have astrong positiveinfluenceonthe desired
behavior.

This type of involvement should be afairly routineoccurrence. Ifithappens only "onceinablue
moon," itwill not have significantimpact. It only works for managers who are outin operational
areas several times aweek (if not several times every day). Thisinformal styleis particularly well-
suited for the small business where the owner/manager, of necessity, spends considerable timein
the operations areas.

To catch and correct hazards, you also must have athorough knowledge of what is safe and
healthful. Atop manager wholacks expertiseoris unsure of his/her knowledge should nottry to
interfere with lower level managers and supervisors who do possess shop safety expertise.

Formal Inspections. A more formal method of getting out where you can be seenisto conduct
surprise inspections. These inspections must occur often enough to make a difference.
Housekeeping inspections are the variety most commonly performed by top managers, possible
because the plant or site manager need not be a safety or health expert to spothousekeeping
violations or problems. However, such inspections do not merely provide an opportunity for
management visibility: good housekeeping contributes significantly to safe and healthful
conditions.

Some managers give positive or negative points during theseinspections and aware prizes or a
rotating trophy to the department that does the best.

A plant or site manager can accomplish much the same result by unexpectedly accompanying the

safety committee or safety and health professional during aregularly scheduled inspection.
Again, the element of surprise and the frequency of the manager'sinvolvement areimportant.
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For additional information and useful inspection tools, see Chapter 8 and OSHA Publication 2209
(Revised 1990), "OSHA Handbook for Small Businesses."

BEING ACCESSIBLE

If you can "manage by walking around,” you will find many opportunities to listen and respond to
employee questions and comments. But even if your duties preventyou from spending much
time in the site's operations areas, you still can make yourself available to your employees
through more formal systems. Take care, however, that yourinvolvement does not undercut the
authority of the managers and supervisors you have given primary responsibility for ensuring
safety and health. Being accessible means walking a careful line between encouraging

employees to use that access and interfering with their normal relationships and responsibilities.
Appendix 3-1 at the end of this chapter offers tips on achieving this necessary balance.

Informal "Instant” Access. Again, this informal method is well-suited to the small business
owner/manager. If you getinto operations areas frequently, encourage your employees to speak
up about problems they seeinterfering with getting thework donein asafe and healthful manner.
(Obviously, you need not focus only on safety and health.) Take their concerns and questions
seriously and make sure they gettimely and appropriateresponses. Inreturn, your employees
will continue to let you know what is troubling them.

Open Door Policy. If your managerial work keeps you in your office, an "open door" policy might
be agood choiceforyou. Your office door must actually remain open, either continually or during
regularly scheduled and well-communicated time periods. This technique may not work for
managers who must have frequent closed-door meetings. Employees should be encouraged to
drop by and discuss their safety and concerns, without fear of reprisal, if they could not get
satisfactory answers through normal supervisory channels. (See Appendix 3-1foradiscussion of
"Walking the Fine Line."

Employees should notberequired to make an appointment. That will discourage all but the most
determined. Remember, you want to make this acasual, informal tool so that everyone will feel
comfortable with it. Chances areonce employeestestyour policy and word gets around that your
doorreallyis open, employees will not make frequent use of this access if your other systems are
working well. Consequently, you need not be concerned about frequent visits that could disrupt
your other duties. (See Chapters 4 and 8.)

The Bypass Meeting. If you cannot spend much time in operations areas, and your need for
private meetings preclude an opendoor, you can schedule periodic bypass meetings. Here the
top manager and hourly employees bypass middle-level personnel and talk directly to one
another. These meetings are usually open for any questions, comments or concerns that
employees may have, butthey are particularly useful as aforum for health and safety issues. The
size of the group probably should not exceed 200, so in larger businesses more than one meeting
may berequired to hear all employees. Sometop managers chooseto hold aseparatebypass
meeting with first-line supervisors and other managers with whom they do not regularly interact.
You may need to try various group sizes before finding the one that best fits your style.
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The success of abypass meeting will depend on you, thetop official at the worksite: whether you
createaclimatewhereemployees feel freeto speak up and how you handle the questions they
raise. Treat all questions with respect, even if, from your perspective, the answer seems simple or
the concernunwarranted. Try toimagine how the situation looks to the employee. Take thetime
to giveaclear explanation. When you don't know the answer to aquestion, or when you need to
know more aboutthe circumstances surrounding anissue,don't be afraid to say so. Besure,
however, that you follow up thoroughly and that all employees who attended the meeting see or
hear your response.

The Birthday Lunch. Thisis another, more personal version of the bypass meeting. The plant or
site manager provides alunch for all employees with abirthday during agiven period. This kind
of meeting usually works best when you keep it small (approximately 20 participants), but you
may want to experiment with size. By grouping people by birthdate you get areasonablerandom
selection of employees from all parts of the worksite.

Try to steer the conversation to questions or concern that your employees may have. In asmall
group such asthis some people may be frightened to speak up about perceived problems. Aim
forawarm atmospherethat encourages afrank exchange. Otherwise, most of the suggestions
for a successful bypass meeting also will hold true for the birthday lunch.

BEING AN EXAMPLE

Providing agood exampleis one of the mostimportant ways management can become visibly
involved in safety and health.

Following the Rules. Make sureyou know all therules that employees are expected to follow.
Then make sureyou and your subordinate managers follow them scrupulously. Your workplace
may have some rules that apply o nly to peoplewho will be working with specified equipment. To
the extent practical, you and your managers should follow these rules also, even if you are just
visiting for a few minutes and will not be working directly with the equipment.

3-4



Setting an Example for Supervisors. If you see an infraction of the rules or safe work practices,
neverletitgouncorrected. Yourinsistenceon workingin asafe and healthful manner will be a
model for your supervisors.

TAKING CHARGE

Make it clear to everyone thatyou arein charge of ensuring that your siteis a safe and healthful
placetowork. Onetechnique widely used inthe chemical industry is for the site manager to chair
the central safety committee. But taking charge of safety and health protection also means
holding your subordinate managers and supervisors accountable. And it meansinsisting thatany
contract work at your site be done in a safe and healthful manner.

Chairing the Central Safety and Health Committee. Inits usual form the central committeeis
made up of the worksite executive staff. At some sites, hourly employees occupy two or three
positions. Employee membership can be rotated throughout the hourly workforce to provide
maximum training and awareness experience.

By chairing this committee, attending regularly and participating actively, you show your
subordinate managers and employees that you are taking charge of safety and health protection.
The committee, of course, must have serious tasks to accomplish, and it should meet at least
monthly.

You should not confuse the central safety and health committee with a joint employee-
management committee. For information on the latter, see Chapter 4.

Insisting on Accountability. Whatever your workplace's formal system of accountability, your
employees will watch you for clues to what is important. If you never raise the subject of safety
and health with your managers, they eventually will assume that you don't care. Therefore, itis
particularly important for you to insist that managers and supervisors all up and down theline
both carry out their own responsibilities and require employees to follow safe work practices. For
a more detailed look at safety and health accountability, see Chapter 11.

Ensuring Safe and Healthful Contract Work. The actions of contract workers can have an adverse
impact on the safety and health of everyone at the site. Where contract workers and your own
employees areintermingled, any unsafe practices or conditions of contract work will jeopardize
your own employees. But even if contract workers areremoved somewhat from your normal
operations, your employees will benefit from knowing that you insist on good safety and health
practices and protection for every worker at your worksite.
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Bidding Process. You should insist that all potential contractors meet certain requirements as a
qualification for bidding on your work:

The contractor must have an acceptable level of experience modifier rate (EMR) set by
the company's insurer.

The contractor must have an implemented safety and health program.

You or your agent should instruct all bidders to include in their costs any expenses necessary to
meet OSHA standards and therules of your worksite. Make sure potential contractors understand
that you intend these precautions to be fully met.

Take special care with the company with no known experience. It may have gone by another
name lastyear. Thereusually isagood reason for aname change, and it probably does not bode
well for the performance you can expect.

Contract Language. The contract you use should spell out precisely what you expect of the
contractor's safety and health program management. If the

contractor's work involves potential hazards to your workers and/or the community, then the skill,
education and experiencerequirements forthe contractor's employees should be specified. If
you expectthem to go beyond OSHA standards in certain areas, such as fall protection on a
construction contract, then the contract should so state. The following requirements are
frequently specified in contracts:

Employee safety and health orientation and periodic safety and health
training/meetings.

A formally established relationship with a physician and contractor employees at the
site who are trained in first aid;

Regular safety inspections and, where applicable, industrial hygiene monitoring, with
discovered hazards to be corrected promptly; and

An appropriately trained safety and health coordinator.

There also should be specific language in the contract giving your agent the right to:

Monitor safety and health activities,
Investigate contractor accidents/incidents,

Requirethat any worker who continues to violate safe work practices beremoved from
the site, and

Remove the contract company from the siteiftherequirements of the contract are not
being met.
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Further, the contract should require that your agent be informed of all chemicals or other
hazardous substances the contractor intends to bring onto the worksite.

Monitoring Contract Work. Your routine general inspections should include those locations where
contract work is being performed. Unsafe work or work violating any part of the contract should
be halted and corrected through the appropriate supervisor, if possible. Your agent should check
to make surethat contract employees areinformed, not only about serious hazards to which they
potentially may be exposed at your site, but also about hazards to which their own company's
work may expose them. Obviously, your own employees also will need to know about, and be
prepared to protect themselves against, any hazards associated with the contracted work.

Arrangetoincludethe contract employeesin evacuation and other emergency drills. (You should
also make plans for handling vendor employees and visitors to the site.) For more information,
see Chapter 7 and OSHA Publication 3088 (Revised 1991), "How to Prepare for Workplace
Emergencies.”

Follow Through. Usethe safeguards that you put into the contract. If you discover inexperienced
laborers being assigned to work that involves significant hazards, despite repeated warnings and
the contract clauserequiring training, cancel the work and reopen bids. It may cost you some
time, butthat costisinsignificant compared to the potential loss o ftime, money and lives if an
unqualified contract worker makes the wrong moves.

If, after being corrected and cautioned, certain workers continue to violate safe work practices,
remove theseworkers from the site. If acontract company continues to violaterules or refusesto
make corrections, then closethe contract. You havethe power and obligation to ensure safe and
healthful conditions at your worksite.

Letit be known throughout your community that at your place of business only safe and healthful

work is acceptable. Eventually, you will find that contract companies willing to insist on safe and
healthful work also will be the most efficient and cost effective.
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SUMMARY

As the owner or top manager at aworksite, your visible commitment to safety and health can
make a major difference in the quality of worker protection. You can choose among avariety of
formal and informal methods and styles for achieving this impact. Small businesses are probably
better suited for the more informal approaches.

Proveto everyoneinyourcompany that you are vitally interested in worker safety and health. Do
this by making yourself accessible: encourage your employees to speak up about safety and
health, listen carefully, and then follow through. Set a good example: follow therules, maketime
to carry outyour safety and health responsibilities, and insist that your managers and supervisors
dothe same. Make sure everyone understands thatyou arein charge of abusiness where safety
and health will not be compromised and where hazard awareness and safe work practices are
expected of everyone, including on-site contractors and their workers.
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APPENDIX 3-1
WALKING THE FINE LINE

If you arethe owner or top manager of abusiness, you have delegated certain r esponsibilities to
other worksite managers and supervisors. You wantto avoid undercutting their authority since
that would interfere with their ability to carry out those responsibilities. Simultaneously, you want
to show your own commitment to reducing safety and health hazards and protecting your work
force. How do you walk this fine line?

Put a complete safety and health program in place.
Hold your managers and supervisors strictly accountable.

Encourage employeesto usetheroutine systems afforded tothem by the safety and
health program.

Forge apartnership with your managers and supervisors that encourages employees
to speak out and use the system.

COMPLETE SAFETY AND HEALTH PROGRAM

Each method you usetoimprove workplace safety and health protection willwork even better if
complemented by the other techniques of good management. While the chapters of this manual
separate safety and health program managementinto component parts, afunctioning program is
the sum of all those parts. Therefore,itwould be amistake to allow managers to pick and choose,
using some program parts and not the rest.

This manual describes ways to implement OSHA's Safety and Health Program Management
Guidelines. If you are setting up some version of what is described in all 12 chapters, you are
probably providing acomplete program. If you have any doubt, refer to Chapter 1 which provides
the full text of the Guidelines and summary of what each part means.

In providing acomplete safety and health program, you give your entire work force--managers,
supervisors, and rank and file employees --thetools they need to work with you in keeping the
worksite safe and healthful. Acomplete program addresses the needs and responsibilities of all
employees.
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ACCOUNTABILITY

Managers and supervisors held accountable for their safety and health responsibilities are more
likely to press for solutions to safety and health problems than to present barriers to problem
resolution. They are more likely to suggest new ideas for hazard prevention and control then
oppose new ideas. By holding your managers and supervisors accountable, you encourage their
positiveinvolvementinthe safety and health program. Your owninvolvementthenis less likely
toundercut or threaten theirauthority. For moreinformation on developing accountability, see
Chapter 6.

ENCOURAGING THE USE OF PROGRAM SYSTEMS

You have a full program in place, and you are holding your managers and supervisors
accountable for carrying out their responsibilities. The next stepisto encouragetherestof your
work force to use the system built into the program and to do their part.

Encourage employees to take full advantage of opportunities to becomeinvolved in problem
identification, problem solving and hazardreporting. Then,when they do becomeinvolved, make
surethey get appropriate and timely managementresponses, including recognition and reward.

When your program's systems are working well most safety and health problems will be resolved
before your employees feel the need to approach you directly. Big problems may arise, however,
that the normal systems cannot handle. Your supervisors probably will understand that these
problems are not areflection on them, and that you arethe proper person to address these
concerns.

What should you do when an employee brings aproblem or suggestion to your attention? Listen
carefully! Then tactfully ask what attempts have been made already to solve the problem or
submitthe suggestion. In other words, what systems --safety and health program mechanisms --
have already been used?

Perhaps the employee will respond that the supervisors were advised but no action was taken.
This may suggest a problem within your program. Although unlikely, the problem may be a
supervisorwho genuinely does not care about having a safe or healthful workplace. Rather than
approach this situation as a personal matter involving this supervisor, focus on how the system s
notworking. Maybe the supervisor did notunderstand the issueraised by the employee or could
not explain to the employee why no action was necessary. Make clear to the supervisor's
manager that you want the problem within the system to be resolved. If the supervisor's attitude
is at least part of the problem, givethe supervisorand the manager achancetoworkitout. Itis
not a good idea to confront the supervisor based on one incident.

Obviously, if your accountability systemis going to work, any individual who continues to present
barriers to effective safety and health management will have to be held accountable. Itis
important, however, to try to separate any accountability activity from your immediate responseto
employee-raised questions, concerns or suggestions.

Remember, too, that your safety and health systems not only encourage employee involvementin
identifying hazards and resolving problems, but also protect those employees from retaliatory and
discriminatory actions, including unofficial harassment.

FORGING A PARTNERSHIP
Make sureyour supervisors know you understand that not every safety or health problem can be
solved at the supervisory level. Callupon your managers and supervisors to help make the

employee input systems work. Think of your work units -- crews, departments -- as teams
striving to identify and solve problems throughout whatever system mechanisms are needed.
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Your managers and supervisors are the team leaders, working with you and the other players
toward a common goal.

You may wish to reward or otherwise recognize theteams that are most successful at reporting
hazards or suggesting new hazard control ideas. Recognition can be based on the number of
reports and suggestions or on the quality of employee participation. Let your managers and
supervisors know that when an employee brings a safety and health matter to your attention, you
consider that a good reflection of the supervisor's leadership.
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4. CHAPTER 4

EMPLOYEE INVOLVEMENT

INTRODUCTION

The success of your business depends inlarge partonthe men and women who work for you.
Protecting their safety and health on the job makes good business sense. Italsoistherightthing
todo. You need not facethis considerable task alone. In this chapter we will show how employee
involvement can strengthen your safety and health program.

OSHA's Safety and Health Program Management Guidelines recommend that all employers
"provide and encourage employeeinvolvementin the structure and operation of their [safety and
health] program and in decisions that affect their safety and health." This chapter looks at some
of thereasons behind thisrecommendation and some of theways you can implement it. Different
approaches are appropriate for union and non-unionworksites; we will look at both. Finally, this
chapter's appendices offer some concrete examples and suggestions that can help you get
started.

WHY SHOULD EMPLOYEES BE INVOLVED?

Involving your employeesinaprogramthat directly affects their safety and health is theright
thing to do. Itis also the smart thing to do. Here is why:

Rank and file workers are the persons mostin contact with potential safety and health
hazards. They have a vested interest in effective protection programs.

Recent experience has shown that line workers and other rank and file employees
make highly valuable problem solvers.

Group decisions have the advantage of the group's wider field of experience.
Research shows that employees are more likely to support and use programs in which
they have had input.

Employees who are encouraged to o ffer theirideas and whose contributions are taken
seriously are more satisfied and productive on the job.
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Close Contact With Hazards. You, the owner/manager, have a solid grasp of your overall

operations. Line workers, on the other hand, probably have amore detailed knowledge of each
operation at your worksite. They do the tasks that will either expose them to or protect them from
potential hazards.

Employees with an understanding or workplace hazards will realize that they have the most to
gain from preventing or controlling exposure to those hazards. Knowledgeable and aware
employees tend to be safe workers and also good sources of ideas for better hazard prevention
and control.

Value as Problem Solvers. For many years Japanese companies have used their workers to help
solve various kinds of workplace problems. American companies are coming torecognize the
value of employeeinvolvement. Now, worker participation in the United States is mostcommon
inthe area of quality control. Safety and health protection problems are even better suited to
worker involvement for the reasons already explained.

Improved Support. Managers often complain that they cannot get workers to comply fully with
required safety measures, whether that means wearing appropriate personal protective equipment
or following safe work procedures. How do you change that?

Most of us do not like to have ideas forced upon us. We are more aptto supportideas we help
develop and implement. Line workers allowed to participate in therulemaking process have a
personal stake in ensuring that the rules are followed.

Tryinvolving employees in establishing rules and procedures. If enforcementremains aproblem
you still have the option to take disciplinary action.

Value of Group Decisions. Decision making by committee frequently gets abad rap. But more
oftenthan notthecomplaint centers onthe slowness of the process rather than on the quality of
the product. Using committees may not be the fastest way to reach a decision. But group
decisions are often the best. They benefit from the many points of view and varied experiences of
the group's members. This added information can help produce better decisions.

There are several group exercises that show this. For example, firstindividuals, and then groups
of theseindividuals, are asked to rank items in terms of their usefulness for survival in different
hostile circumstances. Theselists arethen compared with ranking decisions made by experts. It
israre forindividuals tocome out ahead of groups even though the groups are made up of these
same individuals.
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MORE INVOLVEMENT MEANS BETTER WORK

Employeesinvolvedin helping their bosses uncover and solve workplace problems tend to enjoy
their work more than those who simply do what they are told. When workers enjoy work they take
agreaterinterestin their job tasks and are likely to produce a better quality product. They also
areless likely tolook elsewhereforjobs. Thus,reduceturnover oftenis abenefit of increased
employee involvement.

WHAT CAN EMPLOYEES DO TO HELP?

Employees can participate usefully in just about any activity related to safety and health. The
choices are yours. Examples of employee participation that consultation programs have
witnessed include, but are not limited to:

Participating on joint labor-management committees and other advisory or specific
purpose committees;
Conducting site inspections;

Analyzing routine hazards in each step of ajob or process and preparing safe work
practices or controls to eliminate or reduce exposure;

Developing and revising the site safety and health rules;

Training both current and newly hired employees;

Providing programs and presentations at safety and health meetings;
Conducting accident/incident investigations;

Participating in decision making throughout the company's operations.

Some of these activities require training if employees areto act proficiently. Thetraining need not
be elaborate and can be given at your worksite.

4-3



COMMITTEE PARTICIPATION

Joint labor-management committees are the classic method of employee participation. They are
extensively and successfully used in many European countries and Canadian provinces. Other
types of committees also have been used successfully for safety and health participation. At
many unionized worksites employee safety committees -- with members selected by the union or
elected by employees --work alone, without management, on various tasks. At some worksites
hourly workers participate on a central safety committee. In addition, some worksites use
employee or joint committees for specific purposes, such asinspecting the site for hazards,
investigating accidents and incidents, and training new employees. Finally, although they go by a
different name, quality circles are another form of committee. They focus, at least part of the time,
on identifying and resolving health and safety problems.

Classic Joint Labor-Management Committees. These committees usually have equal
representation of labor and management. The chair may alternate between an employee
representative and amanagementrepresentative. There usually are quorum requirements and
formal voting. The powers of the committees are worked out through negotiation. Although tasks
depend upon the outcome of these negotiations, the committees typically conduct:

Site inspections with oversight of hazard corrections,
Investigations of employee reports of hazards,
Accident investigations, and

Safety and health awareness program development.

Sometimes the committees simply receive reports from the experts on these activities and
monitor hazard correction and program effectiveness.

Other Joint Committees. In other joint committees there may be either more employee
participants (for example, at construction site where several different trade unions represent
workers) or more management participants (especially where medical, safety and industrial
hygiene personnel are counted as management). These committees frequently are chaired by the
highest ranking safety "specialist" at the site, but sometimes they are chaired by an hourly
employeewho is elected by the committeeitself. They work by consensus and do not take formal
votes. Their usual functions are similar to the classic joint committees.

Employee Safety Committees. These usually are union safety committees with membership
determined by theunion. Some worksites with more than one union will have more than one
union safety committee. The committee operates without direct management involvement, butit
meets regularly with management and management staff. Atthese meetings the committee raises
concerns and management provides responses. The committee may conductinspections and
investigate employee reports of hazards, but it usually will carry findings to management for
action. The committee also may design and present employee awareness programs.
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Central Safety Committee. At non-union sites, particularly in the chemical industry, the central
safety committee consists of the site manager and the executive staff. Inrecent years, some
companies have discovered that it is helpful to have hourly worker representation on this
committee. Some sites rotate employee participation on the committee so that all workers take
part. At other sites management selects the hourly workers for their experience and
achievements in other safety and health employee participation systems.

The central safety committeeis an oversightcommittee with aninterestin every part of the safety
and health program. It sometimes serves as the hazard correction tracking system. As such, the
committee receives reports of all inspections, accident/incident investigations, employeereports
of hazards, and ensures that all reported hazards are tracked until resolved.

Specific Function Committees. Some companies use single-function standing committees very
effectively. Employees are given the opportunity to volunteer for membership. These committees
may consist of only employees with management liaison; or there may bejoint membership with
some management and/or safety and health staff (including plant nurse/doctor). Each committee
has asingleresponsibility, such as accident/incident investigation, siteinspections, site safety
and health rules, safety and healthtraining, or safety and health awareness programs. The
company provides committee members with needed training and resources. Such resources
mightinclude assistance from site safety and health experts, reference materials, films and
videos, or equipment (such as cameras) for accident and incident investigations or inspections.

Quality Circles. Quality circles are work groups usually formed to address quality problems.
They spend some of theirtime brainstorming problems and solutions and frequently address
problems thatinvolve safety and health protection. The circles can address all aspects of a
problem, not just quality or safety and health. For example, they also can look at productivity
implications. Just make sure that part of their focus isto help you find and resolve safety and
health problems.

CONDUCTING SITE INSPECTIONS

Employeeinvolvementis commonin siteinspections. Inspections can be conducted by ajoint
committee, an employee committee that performs several functions, asingle-function inspection
committee, or an individual employee acting as safety observer.

Whatever method you choose, you must train these employees torecognize hazards. They also
should have access to your safety and health "experts" and to written references. For meaningful
participation, the committee or safety observer should be able to suggest methods of correcting
hazards and to track corrections to completion. For more information on making siteinspections,
see Chapter 9.
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Committee Inspections. The group making the inspection probably should not exceed four
peopleinagiven area. Atsites wherelarger committees perform several functions, inspections
can bedone by asubcommittee. Whereinspections arethe only function of alarge committee,
inspection duties can be rotated or small groups can be assigned to different parts of the
worksite.

Safety Observers. Someworkplaces have safety observers who periodically check their areas for
hazards. Some check every day for the first few minutes of the shift. Others do more thorough
weekly or monthly inspections. The frequency should depend on the nature of the hazards and
the size of the worksite.

Safety observers usually work with the areasupervisor to get hazards corrected. Normally, they
do their checking alone. Some companies periodically bring together their safety observersto
brainstorm problems or ideas that extend beyond the individual work areas. For your safety
observers'involvement to be fully effective, they should also be involved in correcting the
hazards that they spot.

ROUTINE HAZARD ANALYSIS

Employees can bevery helpful in analyzing jobs, processes or activities for hidden hazards and in
designing improved hazard controls. Employees and supervisors frequently are teamed up to
accomplish these activities. For complicated processes, the team probably will be led by a
engineer. Many companies find that workers who areinvolved with the procedures or processes
on a daily basis make excellent analysts.

Workers are more likely to accept the changes that result from these analyses if they areinvolved
inthe decisions that affect practices and processes. For more information on routine hazard
analysis and job hazard analysis in particular, see Chapter 7 and OSHA Publication 3071, "Job
Hazard Analysis."”

DEVELOPING OR REVISING SITE SAFETY AND HEALTH RULES

Giving employees responsibility for developing or updating your site's safety and health rules can
be very profitable. Employees who help make therules are more likely to obey them and to
remind others to obey them. Your employees, who possess anindepth knowledge of their work
and their co-workers, can contribute significantly to improving and strengthening therules.
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TRAINING OTHER EMPLOYEES

Useyour best qualified employees to teach safety and health rules and procedures and other
topics to newly arrived workers. This technique can be very effective; it can evenimprove your
ongoing training efforts. Many companies have seen excellent results from delegating
responsibility for training of employees. For more information on safety and health training, see
Chapter 11.

New Employee Orientation. Your hourly employees can make excellentinstructors for new
employees. You will want someone in management to present thepersonnel/employee relations
portions of the orientation. Any other topics can be handled by appropriately trained rank and file
workers. Thetrainer who provides thisintroduction to thejob can follow up by acting as "buddy"
and watching over the new employee, giving advice, and answering those questions that a
newcomer might be afraid to ask a supervisor.

Ongoing Periodic Training. Many companies have found that making employees responsible for
regular safety and health training sessions has two added benefits: it keeps interestin the
sessions high, and itimproves general safety and health awareness. Your employees will need
some help from management to get started. They also will need management to provide ongoing
assistance with new training id eas, materials, references, and otherresources. You caninvolve
employeesin providing ongoing training by setting up aspecial committee, using a multifunction
employee or joint committee, or simply rotating your workers through the training activity.

PROGRAM PRESENTATION

We already have discussed using employees to present safety programs and other training
activities. You also caninvolve employeesin planning and presenting awareness programs such
as safety and health newsletters, award programs, and poster or slogan contests. Remember, if
you decide to establish an award or reward program, never encourage the under reporting of
injuries orillnesses by rewarding employees for "hours worked without injury"” or similar ideas.
For further information, see the discussion of reward programs in Chapter 8.
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ACCIDENT/INCIDENT INVESTIGATIONS

Employees frequently participate in accident/incident investigations. This can be accomplished
by involving asingle-function committee or acommittee with various r esponsibilities. Employees
doing investigations need special training and appropriate equipment to perform successfully.
For moreinformation on accident/incidentinvestigation, see Chapter 9 and the National Safety
Council's publication, "Accident Investigation ... A New Approach."”

PERVASIVE PARTICIPATION

Although they are a small fraction of American workplaces, the number of facilities where
employees areinvolvedin all aspects of decision making is growing rapidly. Only afew years ago
this type of participation was limited mainly to sites with highly trained and specialized
employees. Now, workers whose skills have been developed primarily on the job can be found
performing complex and sophisticated tasks such as computer analyses of product quality,
production efficiency and safety questions. Operator groups work closely with engineers to solve
workplace problems and design improvements.

Where asystem of participation by all employees exists no special program is needed to involve
employees; participation already is builtinto all operations. For companies that have not yet tried
employee participation this method probably is notthe best way to get started. As along-term
goal it may be desirable for any type of industry or workplace.
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DIFFERENT APPROACHES: UNION VERSUS NON-UNION SITES

Employeeinvolvement at unionized worksites is achieved differently from that at non-union
worksites. Neither type of workplace, however, is necessarily more conducive than the other to
successful employee participation in safety and health programs.

UNIONIZED SITES

Characteristics. Cynthia Burton and Edward Cohen-Rosenthal, quality of work life experts,
describe employee participation at unionized workplaces as "building a mutually sustaining and
rewarding marriage between two equal partners." They describe a union as a political
organization with its own accountability system and its own culture, rituals and practices. An
employer must accept and blend these special characteristics into the agreed-upon approachifa
cooperative effort is to succeed.

Since areductionin occupational illnesses and injuries is clearly beneficial to both workers and
management, this goal lends itself to joint union-management efforts. The union will need to be
involved in such aproject from the very beginning. This particular goal of improved safety and
health usually is easier to reach if removed from the normal collective bargaining channels. For
example, some worksites have aclausein the collective bargaining agreement saying that safety
and health are not subjectto negotiation. Others require that personnelinvolved in the safety and
health cooperative effort not beinvolved in contract negotiations or grievance resolution.

Usual forms of employee involvement. The mostcommon form of cooperative, participatory effort
isthejointlabor-management safety committee. Sometimes, however, an all-employee safety
committee will be used. (See discussion of committees above.)

The duties of the committees can range from reviewing hazard reports and suggesting
corrections to conducting site inspections and handling accident investigations. Some
committees are advisory while others have specific powers to correct hazards and, in some
circumstances to shut down unsafe operations.

NON-UNION SITES

Characteristics. If you are accustomed to union workplaces you may believe that genuine
employeeinvolvementisimpossible without aunion. If you have always worked in non-union
workplaces you may think that a program of employee involvement inevitably will lead to
unionization. Neither view is necessarily correct. As Burton and Cohen-Rosenthal point out, "In
non-union places, the methods require building one big happy family.”
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If you plan to establish asystem of employeeinvolvement at a non-union site, you may haveto
overcome considerable worker hesitation. Employees may need to be convinced that their
participation is wanted and will be taken seriously. That includes protecting them from
harassment when they get involved in safety and health activities. You face the task of starting to
build awhole company or worksite "family culture.” Sinceyou do notwant your employees to
think of management as "them," you should not think of workers as "them." Everyone should be
encouraged to begin thinking in terms of "we" and "us."

At both union and non-unionworksites,employeeinvolvementrelies onrespect. Atunion sites it
isrespect between representatives of organizations; at non-union sitesitisrespectamong
individuals.

A goodwaytoinitiate employeeinvolvementis by asking your employees to suggest ways to get
everyoneinvolved in problem identification and resolution. This can bethe first participative
efforts.

Usual forms of employee involvement. Employeeinvolvement takes avariety of forms atnon-
union sites. All of the methods forinvolving employees already discussed under the heading
"What Can Employees Do To Help?" have been used at one non-union site or another.

Selecting employees. Because non-union employees are not acting as representatives intherole
of authorized bargaining agent, they really are representing only themselves. This means a
completely different approach to participation.

At many non-union sites employeeinvolvement is rotated through the whole worker population.
Programs receive the benefit of abroad range of employee experience, and the entire workforce
benefits from increased safety and health knowledge and awareness. At other non-union sites
employeeinvolvement relies on volunteers. At still others employees are appointed to safety and
health committees by their supervisors.

We do notrecommend you hold elections at non-union sites for employees to select safety and

health representatives since you could be foundin violation of the National Labor Relations Act
which prohibits employer involvement in the election of employee representatives.
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The best method for employee participation at your worksite will depend on what you want to
achieve. Ifimproved employeeawareness is amajor objectiverotational programs are agood
choice. If high levels of skill and knowledge are needed to achieve your safety and health
objectives volunteers or appointees who possess this knowledge and who hold their positions for
several years may be preferable.

WHAT MANAGEMENT MUST DO

Management sets thetone. Unless you arein total support of getting employees involved, and
unless your employees believe you want their involvement, efforts at participation will be difficult
and probably unsuccessful.

Managers sometimes claim that safety committees, for example, only want to talk about "trivial”
things like cafeteriamenus. They may decide from this evidence that employees are either
unwilling or unable to address the serious issues of worksite hazards.

Employees, on the other hand, often do not believe management actually wants their ideas on
serious matters. Consequently, they may limit their efforts to "safe" topics such as cafeteria
menus. Itis essential that such mistrust and mis-communication between management and
employees be corrected. You can do this by showing visible management commitment and
positive action.

Here are some things we recommend you do to make employee involvement work:

Believe that you will have a safe and healthful workplace, whatever it takes.
Show your commitment through leadership.

Communicate clearly to your employees that a safe and healthful workplace is a
condition of their employment.

Tell your employees what you expect of them.
Give employees adequate training and resources for the job expected of them.

Get as many employees involved as possible: brainstorming, inspecting, detecting and
correcting.

Put employees' safety and health participation work "on the clock."”

Take your employees' efforts seriously. Carry out their safety and health suggestions
in atimely manner or take time to explain why they cannot be carried out.

Make sure coworkers hear about it when other employees'ideas are successful.
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SUMMARY

Time and again, employeeinvolvement has been shown to improve the quality of workplace
safety and health programs. Your workers areuniquely equipped to provide excellent assistance
inavariety of areas. What they need are opportunities for participation, clear signals from you,
and management leadership, training and resources. We have seen many workplaces where
employees prove their value as problem solvers, rulemakers, siteinspectors, investigators,
committee members, trainers, hazard analysts, and able participants in afull range of safety and
health efforts. For examples of employeeinvolvement and suggestion on how to get started, see
Appendices 4-1 and 4-2.

If your employees are unionized the culture of the union and its system of accountability must be
recognized if ajoint effortis to succeed. If your workplaceis notunionized a"happy family”
approach can pay off. In both situations you have the opportunity and responsibility to set a
managementtone thatcommunicates your commitmentto safety and health and demands ahigh-
guality response from your employees.
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APPENDIX 4-1

EXAMPLES OF EMPLOYEE INVOLVEMENT

NON-UNION SITES

A textile manufacturer with more than 50 plants (with employee populations of 18to over 1,200),
has established joint safety and health committees on all shifts at its facilities. All members are
trained in hazard recognitions and conduct monthly inspections of their facilities.

A small chemical plant with 85 workers has involved employees in safety and health activities
through an accident investigation team and a safety and communications committee consisting of
four hourly and three management employees. The team investigates all accidents and incidents
that occurin the facility. The committee conducts routine siteinspections, reviews all accident
andincidentinvestigations, and advises management on afull range of safety and health matters.

Employeeinvolvement at a farm machinery manufacturer with 675 workers includes active
membership on several committees and sub-committees. Members change on avoluntary,
rotational basis. These committees conduct routine plant-wide inspections and accident
investigations. Employees also areinvolved in conducting training on avariety of safety and
health topics. Maintenance employees arerevising the preventive maintenance program.

Alarge chemical company with 2,300 employees has set up adynamic safety and health program
thatencourages 100 percent employee participation. Its safety and health committeeis broad and
complex, with each department having its own committee structure. Subcommittees deal with
specificissues such as off-plant safety, training, contractors, communication, process hazard
analysis, management and emergency response. The plant-wide committee, which includes
representatives from all departmental committees, is responsible for coordination. All committee
members are heavily involved in safety and health investigations. They also act as channels for
other employees to express theirconcerns. Members receive extensivetraininginaccident
investigations, area assessments and interpersonal skills.

A shipbuilding and repair facility with 7,600 employees has established an employee/management
safety and health task force, with management and hourly employees represented equally. The
task force addresses current safety and health issues and works toward resolving problems and
implementing improvements in the safety and health program. It helps in safety and health
inspections, accident and incident investigations, and communication of employees' concerns.

UNIONIZED SITES

Employee involvement at a paint manufacturing facility with 72 employees works primarily
through the safety committee. Three members of the committee are hourly union employees, and
three are salaried employees. Members participatein committee meetings, hold monthly plant
inspections, and recommend safety and health related improvements to management.

An oil refinery with almost 400 employees involves its workers in avariety of ways. Employees
act as safety and health monitors assigned to preventive maintenance contractors. They develop
andrevise safework procedures. They are part of the team that develops and reviews job safety
analyses. They serve as work group safety and health auditors.
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A chemical company with 1,200 employees has found numerous ways toinclude its employeesin
the site's safety and health program. For example, the safety and health committee, which
includes equal labor and management membership, has responsibility foravariety of activities
including monthly plantinspections, accident investigations and examination of any unsafe
conditionsinthe plant. Employees also areinvolved in process and operations review teams,
safety inspection teams and quality teams. Two hourly employees work full-time at monitoring
the safety and health performance of on-site contractors.

An electronics manufacturer with almost 5,800 employees has established ajoint committee
consisting of seven management and eight hourly employees. They conduct monthly inspections
of preselected areas of the facility, maintain records of theseinspections and follow up to ensure
that any identified hazards are properly corrected. They investigate all accidents thatoccurinthe
facility. Committeemembers have been trained extensively in hazard recognition and accident
investigation.
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APPENDIX 4-2

GETTING EMPLOYEE INVOLVEMENT STARTED

MEET WITH EMPLOYEES
Meet with employeesin onelarge group (if not unwieldy) orin groups by shift or craft,
depending on the nature of your worksite.

Explain the safety and health policy of your worksite and the objectives that you hope
to achieve.

Explain that you want employees to help with the safety and health program. Ask for
their suggestions.

Try to use as many of thereasonable suggestions as possiblein some visible way.

FORM A COMMITTEE
Form ajoint committee. It should be large enough to represent different parts of your
worksite without becoming unwieldy.

Try to have equal numbers of management andnon-supervisory employees on the
committee.

Choose management members who have enough "clout” to get things done.
Ensure that the safety and health staff serves as staff for the committee.

If your worksite has collective bargaining agent allow that organization to decide the
method for choosing non-supervisory members.

If your worksite is not unionized you may wish to solicit the suggestions of employees
astotheselection of non-supervisory members of the committee. Do not hold an
election. You may inadvertently violate the National Labor Relations Act. (See page 4-
10 for some ways to select non-unionized employees.)

HOW TO USE INVOLVED EMPLOYEES

Employers mostcommonly involve their employees in the workplace safety and health
program by having them conduct regularly scheduled, routine physical inspections.
Employees work from a checklist.

- Employees will need adequate and appropriate training.

- They should be expected to help with decisions about hazard correction as
well as hazard identification.

You also may chooseto ask the committee to study one or two difficult safety and/or

health problems that management has been unabletoresolve. If so,you must demand
serious work and, in return, givethe committee's suggestions serious consideration.

Oncethecommitteeis well established and functioning successfully it will bein a
position to suggest other ways to involve your workforce usefully in the safety and
health program.
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5. CHAPTER 5

ASSIGNING SAFETY AND HEALTH RESPONSIBILITIES

INTRODUCTION

As abusiness owner or manager, you have ultimate accountability for the safety and health of
your employees. You cannot delegate this accountability to othersinyourcompany. You can,
however, expect others to sharetheresponsibility for certain elements of the safety and health
program.

If you own or manage a small operation, you may be questioning why you should share the
responsibility for safety and health. You have astrong working knowledge of your business'
everyday problems, and you are close to your employees. However, as your business grows and
your workforce increases, being responsible for all the details of an effective safety and health
program may become less feasible. It will beimportant to have amechanism for delegating some
of that responsibility.

For managers of large organizations, a method of clearly assigning safety and health
responsibilities, authority and resources is an absolute necessity.

Werecommend that you make use of written job descriptions. These documents can e ffectively:

Clarify the specific safety and health responsibilities and authority of individuals, and

Distribute responsibilities between supervisors and rank and file employees.

In this Chapter we discuss how to develop useful job descriptions that spread safety and health
responsibilities throughout your organization. You will need to:
Review your existing organizational structure,

Decide what part each position should play in your total safety and health program and
what level of authority and resources will be needed,

Decide and assign the responsibilities for each position, and

Discuss assigned responsibilities with the people involved.
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THE VALUE OF WRITTEN JOB DESCRIPTIONS

Anindividual job description describes the mostimportant characteristics and responsibilities of
aposition. An organization's job descriptions, when viewed collectively, describe the total
company structure and work systems including the safety and health management system.

You may already have written job descriptions forall the positionsin your company. This chapter
will help you develop a safety and health section to add to these personnel documents and to
includeinyour overall safety and health program. While some small businesses do notrely on
written job descriptions, we believe that written statements are preferable to oral assignments
with respect to safety and health responsibilities. Carefully written documents:

Remove any doubt about the responsibilities and authority of each position;

Enhance communication and coordination among jobs;

Aid in determining whether all responsibilities have been accounted for within the
organization and whether new tasks and responsibilities should be assigned; and

Aid in developing job performance objectives and establishing performance
measurements.

REVIEW THE EXISTING ORGANIZATION

Within every business there are people who should beinvolvedin carrying out the safety and
health program. On a sheet of paper or a form like the Appendix 5-1 Worksheet, list all the
positionsin your business. Use a separate sheet for each position. (You can group similar
positions later.) See Appendix 5-2for descriptions of the basic positions normally involvedin a
safety and health program.

DETERMINE THE SAFETY AND HEALTH ROLE OF EACH POSITION
What role do you want each position or group of positions to play in your safety and health

program? What level of authority will the person holding this position need? Write ageneral
statement of overall responsibility and authority for each position. This statement will correspond

to the first three entries on the Appendix 5-1 Worksheet.
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While authority is builtinto managerial and supervisory positions, you may want to make changes
specifically relating to your safety and health program. If so, be sureyou clearly state the scope
of authority by showing supervisory relationships, the amount of money the position holder can
spend or any other measures that describe what a person in this position can do without
obtaining further approval. Atthis stage do not attemptto describe in detail each job's specific
safety and health tasks. Here are some examples of safety and health roles:

The Owner: establishes and provides the leadership and resources for carrying out the
stated company safety and health policy.

Managers and Supervisors: maintain safe and healthful working conditions within their
respective jurisdictions.

Employees: exercise care within their work to prevent injuries to themselves and to their
co-workers.

Visitors, Vendors, Customers, and Subcontractors: comply with all safety and health
regulations while on the premises.

The people with responsibility in the following areas may have some additional general duties:

Safety: befully responsibletothe owner or manager for the direction and day-to-day
operation of the safety and health policy.

Engineering: ensure that all equipment that could affect the safety and health of
employees is selected, installed and maintained in a way that eliminates or controls
potential hazards.

Purchasing: ensurethat safety and health equipment and materials are purchased in a
timely manner; and that new materials, parts and equipment are analyzed for potential
hazards so that preventive measures or controls can beimplemented; and that such
materials, parts and equipment are obtained in accord with all applicable safety and health

requirements.
DETERMINE AND ASSIGN SPECIFIC RESPONSIBILITIES
You have decided who should beinvolved in your safety and health program. Now you need to

develop written statements that specify what each person must do to help you meet program
goals. This corresponds to the last entry on the Appendix 5-1 Worksheet.
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Refer to Appendix 5-2for some suggested safety and health responsibilities of several categories
of employee. Thisis appropriate wording for job descriptions. Which of these responsibilities fit
into your program? Atwhat authority level and to which specific positions within your business
should these responsibilities be assigned.

When writing out responsibilities for non-supervisory employees, be careful notto confusethese
responsibilities with specific work rules and safe work practices. A brief, general statement about
the employee's responsibility to understand and follow rules and safe work practices is more
appropriate.

You should delegate the details for carrying out your safety and health program to the same
peoplewho areresponsible for plant operations and production. Inthis way you build safety and
health intothe complete management system as firmly as production. Be surethat each assigned
responsibility comes with the authority and resources needed to fulfill it.

COMMUNICATE WITH YOUR EMPLOYEES

After you have clarified the safety and health responsibilities of each position you mustdiscuss
this information to your employees. You may find it useful to combine all these written
statements of safety and health responsibility into asingledocument. Then postitor circulate it
to all employeesinvolved. Discuss thejob descriptions and responsibilities in face-to-face
meetings with the employees who will beresponsible for carrying outthe program. Keep acopy
of this document and periodically refer to it when meeting with employees for performance
reviews.

SUMMARY

For your safety and health program to succeed you need to delegate responsibility to specific
positions, departments and staff levels within your company. Follow these steps:

1. Review your existing structure.

2. Decide what part each job position should have within the overall safety and health
program, and what authority and resources are needed to carry out this role.

3. Determine and assign safety and health responsibilities and write these responsibilities
into each position's job description.

4, Communicate with the employees involved by discussing the responsibilities and
authority in face-to-face meetings and circulated documents.
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APPENDIX 5-1

WORKSHEET
SAFETY AND HEALTH PROGRAM RESPONSIBILITIES

Allemployees will be fully responsible for carrying out the provisions of our safety and health
policy that pertain to operations under their jurisdiction. Theresponsibilities listed below are our
minimum expectations. We encourage individual initiatives to curb losses.

JOB TITLE:

GENERAL STATEMENT:

LIMITS OF AUTHORITY AND RESOURCES (Expenditures, reporting, authority
to shut down equipment):

THE EMPLOYEE WILL BE RESPONSIBLE FOR AND HELD ACCOUNTABLE FOR:
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APPENDIX 5-2
SAMPLE ASSIGNMENT OF SAFETY AND HEALTH RESPONSIBILITIES

PRESIDENT/OWNER/SITE MANAGER

Establish apolicy to hold the worksitein compliance with all applicable Federal or
State standards and to provide safe and healthful work and working conditions for
every person at the site.

Provide the leadership and resources to carry out the stated company safety and
health policy.

Set objectives and support safety and health personnel and employees in their request
forinformation, training, experts, facilities, tools, and equipment needed to conduct an
effective program and to establish a safe and healthy workplace.

Assign clear responsibility for the various aspects of the safety and health program.
Ensurethatemployees with assigned responsibilities have adequate resources and
authority to perform their duties.

Hold accountable those employees (including managers and supervisors) with
assigned responsibilities by checking to make sure they are meeting their
responsibilities and by correcting or rewarding them, as appropriate.

Keep intouch with employees and the company's safety and health activities, assistin
giving direction and authority for those activities, and visibly show your involvement.

Setagood example by following safety and health rules and safe work practices.

Require all vendors, customers, subcontractors and visitors to comply with the
company safety and health policy.

Thoroughly understand the hazards and potential hazards that employees may be
exposed to atthe worksite. Ensure thatacomprehensive program of prevention and
control is set up and operating.

Provide areliable system for employees to report to appropriate managers any

conditions and situations that appear hazardous. Ensure that responses to such
reports are appropriate and timely.

Encourage employeestousetheestablished hazard reporting system(s). Guarantee a
strict prohibition of retribution for all employees, supervisors and managers who use
the system(s).

Establish aninspection system, including self-inspections, and review the results
periodically to ensure proper and timely hazard correction.

Establish a plant preventive maintenance program to ensure proper care and
functioning of equipment and facilities.

Review accident reports to keep informed of causes and trends.

Provide a medical program, emergency response system and first aid facilities
adequate for the size and hazards of the worksite.

Require periodic drills to ensure that each employee knows what to do in case of an
emergency.

Establish training programs that improve the ability of all employees, including

managers and supervisors, torecognize and understand hazards and to protect
themselves and others.
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SAFETY AND HEALTH DIRECTOR/COORDINATOR

Maintain safety and health expertise through training, reading, conferences and use of
outside experts.

Keep informed of and be able to interpret laws and standards dealing with employee
risk reduction in thisindustry and illness and injury recordkeeping requirements.

Act as the eyes, ears, and "conscience" of top management where employeesafety
and health are concerned.

Working with managers, supervisors, hourly employees and experts as needed,
develop acompleteinventory of hazards and potential hazards, and plan aprogram of
prevention and control.

Evaluate the effectiveness of the plant preventive maintenance programin ensuring a
safe and healthful workplace.

Conductahazard analysis thatincludes hazard detection and plans for prevention or
control whenever new equipment, facilities or materials are designed, purchased or
used, and whenever new processes are designed.

Provide technical assistance and supportto production supervisors and employeesin
their safety and health activities.

Assist managementto ensurethat appropriate general plant safety and health rules
are developed, communicated and understood.

Assistin or overseethe development of asystem for consistent and firm enforcement
of the rules and safe work practices.

Assist management in providing adequate equipment for personal protection,
industrial hygiene, safety and fire prevention.

Inspect and/or assist in inspection of facilities to detect hazards that may have
escaped established prevention and control mechanisms and to uncover any
previously undetected hazards.

Assistsupervisorsininvestigating accidents and incidents such as property damage
and near misses.

Provide technical assistance to employees inthe performance of their duties under the
safety and health program.

Assistin developing and providing safety and health training to all employees so that
they will understand the hazards of the workplace and their responsibility to protect
themselves and others.

Oversee, analyze and critique periodic emergency drills to improve worksite
emergency readiness.
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PLANT SUPERINTENDENTS/DIVISION MANAGERS/DIRECTORS

Providethe leadership and direction essential to maintain the safety and health policy
as the fundamental priority in all operations.

Hold all subordinate supervisors accountable for all assigned safety and health
responsibilities, including their responsibility to ensure that employees under their
direction comply with all safety and health policies, procedures and rules.

Evaluate the safety and health performance of subordinate supervisors taking into
accounttheseindicators of good performance: low injury andillness experience;
good housekeeping; a creative, cooperative involvement in safety and health
activities; apositive approach to safety and health problems and solutions; and a
willingness to implement recommendations of professionals.

Ensure the safety of the physical plantincluding structural features, equipment and
the working environment. Insistthat ahigh level of housekeeping be maintained, that
safeworking procedures be established, and that employees follow these procedures
and apply good judgementto the hazardous aspects of all tasks. Participate in regular
inspections of the plantto observe safety and health conditions and to communicate
with employees. Offer positive reinforcement and instruction during these tours, and
require the correction of any hazards.

Actively participate in and support employee participation in safety and health
program activities. Provide timely and appropriate follow-up to recommendations

made by any employee (or joint labor-management) group operating underthe safety
and health program.

Make certain that all new facilities, equipment, materials and processes are analyzed
for potential hazards before completion of design or purchase, that all potential
hazards are prevented or controlled before their introductioninto the worksite, that
tools and machinery are used as designed, and that all equipment is properly
maintained.

Ensurethatjob hazard analyses are conducted periodically for all jobs, with particular
emphasis on tasks known to be dangerous, so that hazards can be uncovered and
prevented or controlled.

Make sure that employees know about and are encouraged to use systems for
reporting hazards and making safety and health suggestions, that they are protected

from harassment, that their ideas are genuinely considered, and that theirideas are
adopted when helpful and feasible.

Ensurethat prompt corrective action is taken whenever and wherever hazards are
recognized or unsafe acts are observed.

Make sure that all hazardous tasks are covered by specific safework procedures or
rules to minimize injury.

Provide all necessary safety and health equipment and protective devices, and make
sure employees understand and use them properly.

Ensurethatall injured persons, regardless of how minor theinjuries, r eceive prompt
and appropriate medical treatment.

Ensurethat all accidents and incidents are promptly reported, thoroughly investigated
and properly recorded, and that safety award programs do notdiscourage reporting of
any incident that must be recorded on the log.

Keep abreast of accident and injury trends. Take proper corrective action, when
needed, to reverse these trends.

Ensure that all employees are physically qualified to perform their work.
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Make sure that all employees are trained and, when necessary, retrained to recognize
and understand hazards and to follow safe work procedures for each hazardous job.

Ensure that supervisors hold periodic safety and health meetings to review and
analyze the causes of accidents/incidents and to promote free discussion of
hazardous work problems and possible solutions.

Use the safety director to help promote aggressive and effective safety and health
programs.

Help develop and implement emergency procedures. Make surethat all employees
have opportunities to practice their emergency duties.
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SUPERVISORS
Supervise and evaluate worker performance, including each worker's safety and health
behavior and work methods.

Encourage and actively support employee involvement in the safety and health
program. Provide positivereinforcement and recognition to outstanding individual
and group performance.

Obtain and maintain up-to-date knowledge and skills required to detect safety and

health violations and other hazards, such as improperly functioning machinery, tools,
or equipment.

Maintain good housekeeping in your work area.

Ensurethatthe plant preventive maintenance program s being followed and that any
repair and replacement needs found during those activities are tracked to completion.

Conduct frequentinspections, using achecklist, to evaluate your area's physical
conditions.

Investigate accidents thoroughly to determine how the situation can be made
foolproof.

Actively discourage short cuts. Consistently and fairly enforce safe work procedures
and safety and health rules.

Provide continuing on-the-job training in safe work procedures and the use and
maintenance of personal protective equipment.

Make sure each employee knows what to do in case of an emergency.

Practice what you preach. Bethorough and conscientiousinfollowing the safework
procedures and safety and health rules that apply to the area.
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EMPLOYEE RESPONSIBILITIES

Learn the rules. Understand them, follow them and avoid short cuts.

Review the safety and health educational material posted on bulletin boards and
distributed to work areas. If you do not understand something, ask questions.

Take personal responsibility for keeping yourself, your co-workers and equipment free
from mishaps.

Be certain that you completely understand instructions before starting work. Avoid
taking short cuts through safe work procedures.

If you have any doubt about your safety or health when completing atask, stop and
get instructions from your supervisor before continuing.

If you have a suggestion for reducing safety and health risks, offer it. Itis your
responsibility to get involved.

Take partintheemployee participation system and support other employees in their
assigned roles under the safety and health program.

Make sure you understand exactly what your responsibilities are in emergency
situations.

Know how and where medical help can be obtained.

Report all accidents and unsafe conditions and acts to your supervisor or use the
system set up to allow reporting elsewhere.
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6. CHAPTER 6

DEVELOPING ACCOUNTABILITY

INTRODUCTION

Why develop aspecific accountability program? Because accountability mustbeinherentin any
organization that hires and fires people, gives them raises, bonuses and promotions.

An example may help explaintheimportance and purpose of accountability. Imagine asports
organization with an owner, manager, coach and team players. Each person has specific tasks
and responsibilities that are critical to the overall success of the team.

A system of accountability ensures that each person on the team fulfills his or her
responsibilities. When players fail to show up for practice with no reasonable cause they are
fined. If they perform poorly, for whatever reason, they fail to make the starting lineup. Players’
contracts reflect trends in poorperformance orrelative valueto theteam, thus creating aform of
personal accountability for performance. We have all heard of coaches and managers fired at the
end -- sometimes eveninthe middle -- of aseason. The potential for dismissal creates avery
real sense of personal accountability between coaches and managers. Forowners, consideration
of profitand loss is apowerful motivator to do the job well. Reputation and public approvalis a
strong motivator for all team members.

One canreadily see howimportant an accountability systemis forasports club and the purpose
the system serves. Business alsoinvolves owners, managers, coaches (or supervisors) and
players (the general staff). Each person on the team has his or her area of responsibility.
Unfortunately, these areas are not always clearly defined, particularly in asmall business. The
organization's members may not understand that each person must perform at top efficiency to
create a successful team.

Often the owner also functions as manager and supervisor. Supervisors are sometimes asked to
double as managers or production workers as the need arises. This kind of flexible and undefined
(yet often necessary) organizational structure in a small business can lead to breakdown in
accountability. New responsibilities and business initiatives are not always accompanied by
additional personnel and existing programs may suffer.
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In large businesses, responsibilities frequently are so complex that some get neglected.
Accountability also breaks down when responsibilities are assigned but the needed authority or
resources are not provided.

The purpose of an accountability program is to help all team members understand how critical
their performanceis and to teach them to take personal responsibility for their performance.
Accountability ensures that your safety and health program is notjusta"papertiger” with no real
power to win its objectives. The following steps will help you ensure safety and health
accountability.

SET A CLEAR GOALS AND ASSIGN RESPONSIBILITIES

Beforeyou can hold people accountable for their actions you must be surethey know whatis
expected of them. They must have goals set for their personal performance.

Individual goals for safety and health stem from theoverall company goal. The method for setting
your company goal was explained in Chapters 2and 5. By working with these guides you will
have established your company's broad safety and health goal, the objectives leading to that goal,
and a set of job descriptions with clearly delineated safety and health responsibilities.

The next stepistosetindividual performance objectives for employees with assigned safety and
health responsibilities. These objectives must be understandable, measurable and achievable. It
isyourjobto clearly establish who isresponsible for performing specific tasks. Check your
assignment of responsibilities to make sure that they specify who does what and that they are
reasonably attainable. When objectives are unclear, theball can easily getdropped, and it will be
hard to figure out whose performance is lacking.

When you assign responsibilities to individuals, it is essential that you also delegate the

necessary authority and/or commit sufficientresources. Few things can be more demoralizing to
aconscientious employeethan being given an assignment without the means necessary to carry
itout. By providing the means you will be helping to ensure the accomplishing of objectives.

SET INDIVIDUAL OBJECTIVES FOR ACCOUNTABILITY SYSTEMS
Objectives forindividuals should be based upon performance measures. These areindicators

that tell you whether the person did or did not perform as expected. The following considerations
will help you set reasonable objectives:
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Aim your objectives at specific areas of performance that can be measured or verified.
"Improve safety and health performance in my department next month," is too general
an objectiveto beuseful. A better objective would be, "Reducefirstaid injuries by 10
percent over the next month.” Even more measurable arethose objectives over which
the manager or supervisor has complete control, such as, "Hold 30 minute safety
meetings for all employees in my division every Monday morning."

Objectives should be realistic and attainable but also should represent asignificant
challenge.

- Appropriate authority is necessary. Example: A safety director's objective to
improve the safety and health record in the Press Departmentis not directly
attainable, because achievementis dependent onthe performance of the Press
Department supervisor and theworkers supervised. An objective to determine
specific classroom safety and health training needs, locate or develop the
training, and notify managers of its availability is within the bounds of the
safety director's authority and, therefore, is achievable.

- Adequate training is necessary. Example: A supervisor's objective is to
investigate all accidents and near misses that occurin his/her areaand ensure
future prevention. This objective may be unattainable if the supervisor has not
received training in accident/incidentinvestigation techniques and hazard
recognition. The supervisor also may need training in the access to
appropriate hazard correction technology.

- Appropriateresources must be available. Example: A maintenance manager's
objectiveis, "Ensure that all machinery is safeto operate.”" That objective will
be unattainable without an appropriate budget for replacement parts and
capitalimprovements. Similarly, if the manageris held accountable for aclean
area at the end of each shift, butis not given enough staff to complete all tasks
and finish the clean-up, an objective of clear aisles and work areas at shifts'
end will be unattainable.

Objectives need to beunderstood by all concerned parties. Use clear, understandable
language thatleaves no doubt what someoneis required to do. Example: An objective
is, "Investigate accidents to determine multiple causation.” This may be unclear to a
supervisor. "Investigate accidents to determine all causes and take corrective action
within 24 hours of the accident,"” is a clearer, more specific objective.

Objectives should be agreed to by those with responsibility for achieving them. Even
when you and your supervisors agree on mostissues, you should also discuss with

them their safety and health performance objectives and secure their agreement or
cooperation.
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WRITE OBJECTIVES

Write each objective. Statein specific terms whatisto beachieved and to what degree. Includea
deadline for accomplishing the objective. Try to keep the objective concrete and measurable.
Later you will have to determine whether the objective has been achieved.

Thevery act of writing will help you clarify your meaning and intent. When questions arise there
will beadocument to which you and others can refer. The existence of this document will signal
that you are serious about meeting the objective.

Examples:

Conduct weekly inspections inthe department with emphasis on housekeeping,
personal protective equipment, preventive maintenance and the wear of critical
machine parts.

Determinethe causes of any accidentoccurring in the department, and take corrective
action within 24 hours.

Track to elimination all hazards identified through employee reports of hazards,
accident/incident investigations and weekly planned inspections.

Complete one job safety analysis each month for the department.

Giveacopyofthe performance objectives to the employee forwhom they were written. Refer to
these objectives in future performance discussions with this employee.
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REVIEW OBJECTIVES

Periodically review the performance objectives to make sure you are getting the desired
performance and results. Forinstance, if asupervisor meets theobjectives butthe department
continues to have too many accidents, too many close calls or no improvementin conditions,
then the objectives need to be revised.

Performance evaluation can be verbal, written or both. An effective evaluation will includethe
following critical elements:

It should be performed at specified intervals. If performance evaluation is new to your
business, shortintervals will be helpful at first. Unacceptable performance can be
spotted and changed quickly. As your employees become accustomed to working
toward defined performance objectives theintervals between evaluations can be
lengthened. The evaluation can become an opportunity to provide encouragement and
refresher training.

The evaluation always should be performed against abackdrop of previously defined
objectives (as discussed above). Thereshould be no surprises tothe person being
evaluated regarding what was expected. Should problems develop, it may be
necessary to modify the objectives to ensure that they are understandable,
measurable and achievable. You may decide thatyour employee needs a more careful
explanation of what is expected and possibly some additional training.

Ideally the evaluation can be an opportunity for the evaluator and the person being
evaluated to explore ways of improving both the system and the performance of the
individual. Negative attitudes, such as refusal to listen to one another, animosity,
blaming one another, or fear and intimidation serve only to limit the evaluation's
usefulness.

The goal of the evaluation session should beto encourage personal responsibility and
theindividual's efforts toward improving the performance of the team. Give positive
reinforcement for ajob well done. This commendation may, if possible, lead to more
tangible rewards such as bonuses, awards, raises, etc.

Both parties must be able to come to some agreement on needed changes in
objectives or performance. Ifthe evaluation determines that performance did not meet
expectations some changes must be made. Sometimes therequired changes will be
obvious. In other cases, you may need to carefully explore the reasons for the
objective not being met and discuss possible solutions.
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Perhapsthewrong person was assigned a particular responsibility. A simple change
in assignments may alleviate the problem. Perhaps the level of authority of the
assigned person needs to beincreased. The objectives themselves may need to be
modified and employees helped to develop capabilities that they do not presently
possess (and for which they should not, therefore, be held accountable).

The agreed upon changes mustbeincorporated into the already existing performance
objectives. Many evaluation systems break down when managers fail toincorporate
and implement changes.

There must beapoint where some predetermined consequences for poor performance
begins.

Some task monitoring may be necessary to supportthe performance evaluation. For example,
you may need to monitor asupervisor's accident investigations after eachaccident until itis clear
that the supervisor has developed the necessary skills. This task monitoring can form the
substance of later performance evaluations.

Keep in mind that the complexity and formality of your evaluations should be in keeping withthe
rest of your safety and health program.

SET CONSEQUENCES FOR FAILURE TO PERFORM ADEQUATELY

Atfirst, as the employee learns new skills and changes behavior patterns, consequences for poor
performance should be nil or minimal. Instead, use positive reinforcement during this initial
phase of performance evaluation to encourage your employee's natural desireto do well and to
be recognized.

Although the goal of any accountability program should be to develop a sense of personal
accountability for actions, individuals often need to know there are negative consequences for
poor performance. Consequences reinforcetheimportance of meeting objectives. Be surethat
supervisors and managers understand when the consequence will occur. There should beno
surprises.

Consequences need to be appropriateto the situation. Firing asupervisor for the first poorly
conducted accidentinvestigation is an obvious example of overreacting to aproblem. Gradually,
though,theconsequences of poor performance should b eincreased to some specified maximum
severity. Onecommon disciplinary system consists of 1) verbal warning, 2) written warning, 3)
fines or suspensions, and as alastresort, 4) determination. You may find, however, that other
consequences produce thedesired results. You can experiment with avariety of consequences
as long as your employees are fully informed of your intentions. See Chapter 8 for a further
discussion of discipline in the workplace.

6-6



You may eventually conclude that the individual is not capable of handling the assigned
responsibilities. Sufficient training and supportthrough the accountability system have been
documented, and poor performance continues. At this point the reason for the problem
(inadequate capabilities, improper attitudes, etc.) should not betheissue. The maximum degree
of consequence must be enforced. Otherwise other employees will conclude that consequences
are notto betaken seriously or do not apply equally to everyone. This beliefamong employees
will destroy any chance for an effective accountability program.

SUMMARY

An accountability system is essential if all the hard work and effort you spentin developing a
safety and health programis notto belost. However, thereis moreto an accountability p rogram
than enforcing punishment for "bad" employees (including managers and supervisors). The
accountability program aims to methodically teach your managers and supervisors to take
personal responsibility for their actions and the subsequent effect of theseactions ontheteam.

This is achieved by:

Clearly defining expected performance in written performance objectives;
Periodically evaluating this performance jointly with individual employees;

Allowing your employees the freedom to learn and develop in a positive, non-
threatening atmosphere.

Your employees deserveto have aclearunderstanding of the nature, severity and timetable of
consequences. Theinteraction between employer and employees provided by an effective
accountability program allows your employees to choose for themselves: they can change their
performance, they can attemptto change but ultimately acknowledge an inability to perform
adequately, orthey can choosetoignoreyour expectations and endure the consequences.
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7. CHAPTER 7

ESTABLISHING COMPLETE HAZARD INVENTORIES

INTRODUCTION

If you areto protectyour employees from workplace hazards you first must understand just what
those hazards are. Areyou sureyou know all of the potential hazards generally associated with
your type of business and your specific working conditions?

A means of systematically identifying all workplace hazards would be useful. OSHA's Safety and
Health Program Management Guidelines address such aninventory. The Guidelinesrecommend:

Periodic, comprehensive safety, industrial hygiene and health surveys:

Change analysis of the potential hazards in new facilities, equipment, materials and
processes; and

Routine hazard analysis, such as job hazard analysis, process hazard analysis or
phase hazard analysis.

These three major actions -- comprehensive surveys, change analysis and routine hazard analysis
--form the basis from which good hazard prevention and control can develop. After hazards are
recognized and controls are putin place, additional worksite analysis tools can help ensure that
the controls stay in place and that other hazards do not appear. For adetailed discussion of
these additional tools, such asinspections, employee reports of hazards, accident and incident
investigations, and accident pattern analysis, you should refer to other chapters.

But first you need to understand the existing and potential hazards in your workplace.
COMPREHENSIVE SURVEYS

Comprehensive surveys are not the same as inspections. Aninspection is often done by
employees atthe site. Comprehensive surveys should be performed by peoplewho can bring to
your worksite fresh vision and extensive knowledge of safety, health or industrial hygiene.
Because there are few professional consultants equippedto do comprehensive surveysin all
three areas, the best approach isto useateam consisting of three separate specialists: asafety
professional, an industrial hygienist and an occupational health professional.
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The occupational health professional can be aphysician or aregistered nurse with specialized
training and experiencein occupational health. A professional can assist the safety orindustrial
hygiene professional or do aseparate health survey, depending on the circumstances at your site.
For the selection criteria for occupational health professionals, see Chapter 10.

For small businesses, safety and industrial hygiene experts usually can be found in the OSHA-
funded, state-run consultation service. Occupational health professionals sometimes can be
found at local clinics and hospitals or may be no farther away than the plant nurse. Larger
businesses can contract for safety and health expertise or find it at the company or corporate
level.

If you use experts from within your company be on guard for "tunnel vision," which can lead to a
failure to spot hazards in areas not directly related to your firm's primary function. You will want
your maintenance shop, for example, to be just as safe as your production line. Wefrequently
find unguarded saws and grinders, non-code electrical wiring and other basic safety hazards in
areas that are outside the main production process but regularly used by employees.

For the industrial hygiene survey you should, at a minimum, inventory all chemicals and
hazardous materials in the plant and review the hazard communication program. For many
industries asurvey of noise levels and areview of therespirator program will also be vital.

Questions to Ask Before Contracting for a Survey

To ensurethat your worksite will receivethe comprehensive survey envisioned by the Guidelines,
you may want to ask potential surveyors certain questions:

What type of training and experience has your prospective surveyor had?

- Howrecentis it?

- Whatis its scope? Is it limited to your industry only? Does it consist of only
practical experience, without formal training?

- If certified, is certification still valid or has it lapsed for lack of recent training or
seminar attendance?
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Ask for references and check those where comprehensive surveys have been done
recently.

- Askreferences whether any OSHA inspections occurred after the survey and if so,
whether any serious hazards were found that the consultant had missed.

- Find out what tools the consultant used and what was covered.

What kind of information will consultant need in advance? A professional whois
planning an in-depth survey will prepare by learning beforehand as much as possible
about your worksite and its processes.

- Both safety and industrial hygiene professionals will probably want to see alayout
of your operations.

- Theindustrial hygienist may ask for alist of the chemicals you use or the Material

Safety Data Sheets (MSDSs)you havereceived from your suppliers and thetypes
of processes in which you use them.

What kind of test equipment will the consultant bring?

- Youshould expectthe safety professional to bring: atape measure; agroundloop
circuittester to test electrical circuits; a multi-meter or Wiggins (for 220 and/or 440

volts only); atic tracer (or similar equipment) to check wire or electrical equipment
to see if they are energized; and a ground fault circuit interrupter tester.

- Theindustrial hygienist should bring noise testing equipment and, depending
uponthechemicals or other contaminants expected, sampling pumps or grab
sampling devices.

How long will the survey take?
- Itshould take several times longer than aroutine inspection of your worksite.

- Iftheindustrial hygienist does sampling, it should b etime-weighted, 8-hour or full-
shift sampling to understand the overall exposure to employees.

How Will You Know the Surveyor Has Done a Thorough Job?
Here are some signs of athorough survey:

Safety professionals, industrial hygienists and occupational health professionals
should start with your injury and illness logs and look for patterns.

- The safety professional also may want to see other program documentation.

- Theindustrial hygienist and occupational health professional will want to see your
hazard communication program, and if applicable, your hearing conservation
and/or respirator program.

- Theoccupational health professionals will want to see your records of employee
visits to clinics, first aid stations and other sites where treatment is given for work-
related illness and injury. They will want to examine records of employeetraining
infirst aid, CPR and EMT. Baseline and follow-up testing records probably will be
reviewed also.
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The safety professional should start at the beginning of your process, where raw
materials are broughtin, and carefully go through all your processes, watching each
operation and talking to employees until the point where your worksites' productis
shipped out or otherwise completed. The process should include:

Watch how materials are handled and stored, checking the stability of storage
racks and the safe storage of flammable/explosives;

Check the openings that expose moving parts for pinch points and other hazards;
Check hand tools and equipment and wiring in the maintenance shop;

Arrange to see operations on every shift and to observe any after-hours
operations, such as clean-up or forklift battery recharging;

Show interestin how you manage your hazard prevention and control program;
Open every door and look in every corner of your facility;

Walk around the outside of buildings to check on such things as chocks for trucks
at the loading/unloading docks, fork lift ramps, outdoor storage of
flammable/explosives and any fueling areas;

Suggest target tasks for job safety analysis, especially those tasks that might
involve ergonomic hazards; and

Assist in developing or improving your injury reduction program.
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The industrial hygienist and occupational health professional should start at the
beginning of your production operation, observe all processes, talk to employees and
follow the production flow to the point of shipping. They will want to:

-  Checkyourinventory of chemicals against what can be found in the worksite;
- Determine what metals are used in any welding operations;

- Check any production areas where eating or smoking is allowed;

- Check for the possible presence of ashestos, lead carcinogens, etc;

- Ifrespirators areused, check whether you are using each brand properly, how

each employeeis fittested, whether pulmonary function testing is done and how
the respirators are cleaned, maintained, and stored;

- Do full-shift sampling of contaminants thought to be present in order to
understand the overall exposure to employees;

- Watchthe movements workers makein performing their jobs to seeifthere are

existing or potential cumulative trauma disorders (CTDs) or other ergonomic
hazards;

- Possibly suggest processes for routine process hazard analysis; and

- Helpsetuporimproveregular monitoring programs for any contaminants or other
health hazards found to be present.

Note: Theitems above are signs of athorough survey. They do not constitute an
exhaustive list of activities you should expect.
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The baseline survey should provide the basic inventory of hazards and potential hazards of your
worksite. This hazard inventory will be expanded and improved by what you learn from later
periodic surveys, change analysis and routine hazard analysis. However, the foundation of your
inventory is the baselinecomprehensive survey. Consequently,itis very important that this initial
survey be done well.

Follow-up Surveys

You need periodic follow-up surveys if you are to apply the rapidly growing scientific and
engineering knowledge about hazards, their prevention and their control. These follow-ups also
helpuncoverthe hazards that develop as processes and procedures evolve overtime. The
necessary frequency of follow-up surveys will depend upon the size and complexity of your
operations.

CHANGE ANALYSIS

Before making changes in the worksite, analyze the changes to identify potential hazards.
Anytime you bring something new into your worksite, whether it be an entirely new building, a
piece of equipment, different materials or anew process, you unintentionally may introduce new
hazards. If you are considering achange for your worksite you should analyze itthoroughly
beforehand. This change analysis is cost-effective in terms of the human suffering and the
financial loss it prevents. Moreover, heading off aproblem beforeitdevelops usuallyisless
expensive than attempting to fix it after the fact.

Animportant step in preparing for aworksite changeis considering the potential effects on your
employees. Individualsrespond differently to change, and even aclearly beneficial change can
throw aworker temporarily off-balance -- literally as well as figuratively --and increasetherisk of
accidents. You will want to inform all affected employees of the change, provide training as
needed and pay attention to worker response until everyone has adapted.

The nearest state consultation program will look at plans, blueprints and photographs and will
adviseyou on health and safety concerns. This assistance will not trigger an enforcementvisit.

Building or Leasing a New Facility. Even something as basic as a new facility needs to be
reviewed carefully to identify hazards it might pose. A design that seems to enhance production
of your product and appears delightful to the architect may be a harmful or even fatal
management decision. Have safety and health experts take a careful look beforehand at all the
design/building plans.
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Leasing afacility that was built for adifferent purpose at an earlier time increases therisk of
acquiring health and safety problems. You should make athorough review of the actual facility,
plus the blueprints or plans for any renovations. One of the most obvious concerns in acquiring
an existing facility is whether asbestos insulationis presentand whether itis friable (flaking off in
tiny particles). Butyou also may discover that something as easy to fix as aloose stair railing has
gone unnoticed in the rush to renovate production areas.

Save frustration, money and lives: have e xpert safety and health professionals involved in the
planning of any facility purchase or lease.

Installing New Equipment. An equipment manufacturer does not know how its product will be
used at your worksite. Therefore, you cannotrely totally on themanufacturerto have completely
analyzed and prepared controls or safe procedures forthe product. Moreover, if the equipmentis
produced in aforeign country it may not meet clear requirements of U.S. standards and laws.
Therefore, involve health and safety professionalsinthe purchasedecision andintheinstallation
plans.

Many companies also provide aperiod to test newly installed equipment. The company assigns
its most experienced operators to watch for hidden hazards in the operations before full
production begins. As with new facilities, the sooner flaws are detected the easier and cheaper
corrections are likely to be.

Using New Materials. Beforeintroducing new materials to your production processes research
the hazards that the materials themselves present. Alsotry to determine if any hazards can occur
due to the processes you plan to use with the materials.

The place to startis usually the manufacturer's Material Safety Data Sheet. An MSDS is required
for all materials containing hazardous ingredients. It should arrive with each shipment. The
MSDS should provide the information an industrial hygienist needs in order to analyze an
ingredient which may pose a hazard, as well as the means to prevent or control it.

Some traditional materials, such as lead in paint, are dangerous to use but are replaceable with
less hazardous mixtures. For other materials you may not be able to find adequate substitutes.
You may need to establish controls for the hazards these materials present.

Starting Up New Processes. New processes require workers to perform differently.
Consequently, new hazards may develop even when your employees are using familiar materials,
equipment and facilities. Carefully develop safework procedures for new processes. After the
operators have become familiar with these procedures, perform routine hazard analysis
(discussed below) to discover any hidden hazards.
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Analyzing Multiple Changes. Often abig changeis composed of several smaller changes. When
you start up production of anew product chances are you will have new equipment, materials and
processes to monitor. Make sure each new addition is analyzed not only individually but alsoin
relation to the other changes.

Once you have analyzed the changes at your worksite, add this information to your basic
inventory of hazards. Thisinventoryis the foundation from which your hazard prevention and
control program is designed.

When People Change. Worker changes that have safety and health ramifications can be divided
into two basic categories. The firstis staffing changes. A task previously done by one worker
now is being performed by someone else. The new employee may bring to the position adifferent
level of skill from the previous jobholder. Almost certainly each will possess adifferent degree of
experiencein performing the tasks, in following the specific work rules and procedures of the site,
and ininteracting with nearby workers. Especially in high hazard situations, these differences
should be examined and steps should be taken to minimize any increased risk, both to the new
employee and to anyone affected by the change. Chapter 10 offers avariety of training and job
orientation methods that will help you to ensure a safe employee transition.

The second category of worker changeis the sometimes sudden, sometimes gradual change that
canoccurintheindividual employee. The change may be related to temporary or chronic medical
problems, apartially disabling condition, family responsibilities, family crisis and other personal
problems, aging, orthe worker's responseto workplace changes. An analysis of this change,
followed by physical and/or administrative accommodations to ensure safe and healthful

continued performance, sometimes may be appropriate, as for examplewhen an accident affects
an employee's functioning. At other times aless formal response will be more suitable.

It may be useful to remember that workplace hazards do not existin avacuum. The human
element is always present, andthe human condition is one of change. An effective manager will
be sensitiveto these changes and their potential effect on the safety and health of the individual
and the company as a whole.
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JOB HAZARD ANALYSIS

This is the most basic and widely usedtoolinroutine hazard analysis. Itis sometimes called job
safety analysis. You begin by breaking down ajob intoits component steps. Thisis bestdone by
listing each stepin order of occurrence as you watch an employee performing the job. Nextyou
examine each step to determine the hazards that exist or that might occur. Reviewing the job
steps and hazards with the employee performing the job will help ensure an accurate and
complete list. Manufacturer's equipment operating instructions or Material Safety Data Sheets
(MSDSs) should also be considered.

Now determine whether the job could be performed differently to eliminate the hazards. Would it
help to combine steps or change the sequence? Are safety equipment and other precautions
needed? If asaferway of performingthejobis possible,list each new step, being as specific as
possible about the new procedure. If no safer way to perform the job is feasible, determine
whether any physical changes will eliminate or reduce the danger. These might include
redesigning equipment, changing tools, adding machine guards, using personal protective
equipmentorimproving ventilation. Establishing apersonal hygiene routine may be appropriate
where toxic dust is a hazard.

Review these new safe work procedures with all employees performing the job. Obtaining their
ideas aboutthe hazards and proposed changesis an important part of this process. It will help
ensurethatyour proposed changes are sensible and are accepted by the workers you are trying
to protect. Many companies have experienced success in assigning the workers who perform the
tasks to the job hazard analysis team.

Improvementsinjob methods can lead to reduced costs resulting from employee absenteeism
and workers' compensation and often can lead to increased productivity. Detailed information on
this important tool can be found in the OSHA Publication 3071, "Job Hazard Analysis."

PROCESS HAZARD ANALYSIS

A process can be defined as any series of actions or operations that convert raw materialinto a
product. The process canterminatein afinished productready for consumption orinaproduct
that is the raw material for subsequent processes.

OSHA's Process Safety Management of Highly Hazardous Chemicals standard (Part 1910.119 of
Title 29 of the Code of Federal Regulations) defines process forthe purpose of the standard as
any activity involving a highly hazardous chemical, including any use, storage, manufacturing,
handling or on-site movement of such chemicals, or acombinationof these activities. This
standard aims to protect employees by preventing or minimizing the consequences of chemical
accidents involving highly hazardous chemicals.
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Two useful booklets dealing with the standard are OSHA Publication 3131, "Process Safety
Management,” and OSHA Publication 3132, "Process Safety Management - Guidelines for
Compliance.”

Employers should refer to the standard and its appendices to determine if they have processes
covered by the standard and to take advantage of the standard's greater detail regarding
requirement for establishing aprocess safety management program. Such aprogram includes
conducting process hazard analyses. However, the concept of process safety managementis
relevant and useful to the full range of workplaces, notonly those subject to the standard's
requirements. We believe that any business aiming foracomprehensive safety and health
program will benefit from conducting a process hazard analysis.

A process hazard analysis is adetailed study of a process to identify every possible hazard
presented to employees. Every element of the process must be studied. Each action of every
piece of equipment, each substance present, and every move made by an employee must be
assumed initially to pose a hazard toemployees. Process hazard analysis thenis applied to show
thatthe element either poses no hazard, poses an uncontrolled hazard, or poses ahazard thatis
controlled in every foreseeable circumstance.

Often the process hazard analysis will concentrate onthe specialized equipmentused inthe
process. The equipment may be used to:
Move materials;

Apply mechanical forces or concentrations of energy to materials (e.g., ionizing
radiation, magnetic or electric fields, and lasers);

Mix materials; or

Bring the hold materials together and contain them, under either ambient or special
conditions, for chemical or biological reactions, etc.

Processes may be either batch or continuous. Some operations may be conducted remotely.
There may be special instrumentation to monitor conditions at various stages in the process.
Theseinstruments will keep the operator informed and perhaps also directly control the process
orshutdown operations if ahazardous or otherwise undesirable condition is approaching.
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The besttimeforan employerto conductaprocess hazard analysisis whenthe processis first
being designed, before equipmentis selected. Thisreview, inturn, will assistyou in choosing
process equipment for its effective, efficient, and safe operation. Be sure to consider the
equipment's capacity for confining the process within predetermined safe limits. The type,
number, and location of detectors you select for monitoring the process should ensure notonly
productive operation but also safe operation. Remember to take into account any substance or
mixture of substances that could present fire and explosion hazards.

When you have selected your equipment, the information from the process hazard analysis will
help you to develop an appropriate inspection and maintenance schedule.

Remember, even when a process initially appears to be so simple that hazard analysis during the
designh phase seems unnecessary, it needsto bedone anyway. Ifthe processis simple, and there
are no known potential hazards, then the process hazard analysis likewise will be simple and will
requirevery littletime and expense. On the other hand, if things are not as simple as they seem
the analysis may reveal potential problems that might have been overlooked otherwise.
Correction at this early stage will save time, money, and possible injuries and grief.

Process hazard analysis will include hazards associated with:

Mechanical and chemical operations,

Low and high temperature and pressure operations,
Possible high levels of radiant energy,

Direct contamination of employees, and

Contamination of the air with toxic substances.

Remember that toxic substances may be the raw materials entering the process, the intermediate
products, the final products, or the by-products or waste products.

Who Should Do the Process Hazard Analysis? A team approach is the best approach for
performing aprocess hazard analysis because no one person will possess all of the necessary
knowledge and experience. Additionally, when more than one personis performing the analysis,
differentdisciplines, opinions, and perspectives will berepresented and additional knowledge and
expertise will be contributed to the analysis. Atleastone member of the team should be an
employeewho has experience and knowledge of the process being evaluated. (Seethe standard
at 1910.119(e) concerning makeup of the process hazard analysis team.)
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Small businesses may need to hire expert consultants to assist in the development of the analysis. If you
have a small business and you do not know whether your process requires a high degree of expertise,
call for advice from your local office of the OSHA-funded, state-run consultation service.

OVERVIEW OF THE PROCESS

Start by writing down answers to the questions containedin the Appendix 7-1worksheet. With
the answers to these questions, combined with any additional information pertinent to your
operation, prepare a detailed narrative report. Your report should be clear enough to be
understood even to persons unfamiliar with the process.

Process Flow Chart. Unless your processis very simple, with only one or two steps, you should
now prepare adiagram or flow chart of the process. The flow chartis adetailed expansion of the
overview. Itis prepared as avisual andverbal description of each stepinthe process, clearly
relating each step to the others. A careful review of the flow chart should reveal any elements not
considered in the overview. For an example of a process flow chart, see Appendix 8-2.

Hazardous Substances. Examine each substancein the process: raw materials, intermediate
products, final product, by-products and wastes.

Be sureto look at all activity involving substances that could produce hazardous conditions or
products. Consider the potential for the air's oxygen content being reduced in any inhabited
space, especially confined spaces. Study the potential hazards of each substance--toxicity, fire
or explosive hazard, and others. (Thisis arequirement of 29 CFR 1910.1200(d).) See how each
substance appearsinthe process and in what quantity. Is each hazardous substance being
handled in away that minimizes its hazard? Could aless hazardous material be substituted?

With these answers you can plan your program of prevention and control. Takethe precautions
necessary to protect your workers, beginning with substitutions and engineering controls.
Establish work practices and use personal protective equipment (PPE) as necessary. Thetopic of
hazard prevention and control is covered in Chapter 8.

Equipment. Look at all the equipment, from that used to bring in the raw materials at the
beginning of the processtothe equipmentused to move outthe products, by-products and waste
products atthe end of the process. It must be safe notonly forthe operator but also for other
workers nearby.
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Look at the materials handling equipment throughout the process. Examine all the machines
used to bend, form, cut, grind, mill, smooth, or otherwise change the surface or contours of solid
materials. Look at equipment used to weld, crimp, rivet or otherwise fasten one solid piece to
another.

For liquids and gases there will be enclosed systems for transfer and storage, vessels for mixing,
and reactor vessels that may be subjected to high or low temperatures and/or pressures. If there
are exothermic reactions, reactions that release heat, are there adequate provisions for removing
the heat? Look at any special equipment capable of producing hazardous levels of radiant
energy.

Onceyou have determined the potential hazards you can plan your prevention/control by using
the safest equipment, implementing engineering controls and work practices, and providing and
ensuring the use of PPE as necessary.

Worker Exposure. Look at each worker's locations and actions throughout the workday. With
what substances and equipment does the worker interact? Does theworker perform actions that
result in a hazard for the worker or others?

Employee exposures to physical agents such as microwave radiation will haveto be measured
with special instrumentation. Air contaminants will have to be measured to determine exposure
levels. Will air contaminant levels and worker exposurerise when outside doors and windows are
closed at the end of summer?

Onceyou know the exposures you can plan you prevention/control employing engineering
controls, work practices and PPE as necessary.

See Appendix 8-3 for a process hazard analysis worksheet.
PREPARING FOR THE UNPLANNED EVENT

When dealing with high hazard chemicals or v olatile explosivesitis not enough to analyze only
those hazards associated with normal operations, i.e.,thosetimes when the process works as
expected. Using analytical tools such as "what if," "checklist," hazard and operability study
(HAZOP), failure mode and effect analysis (FMEA), or "fault-tree" analysis can determine most of
the possible process breakdowns. You then can design prevention/controls for the likely causes
of these unwanted events.

"What if" analysis, appropriate for relatively uncomplicated processes, starts with pointsin the
process where something could gowrong. You should then determine what else could happen
and what all possible outcomes would be. You must plan additional prevention and controls for
those possible unplanned events that could contribute to an undesirable outcome.
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For morecomplex processes, the "what if" study can best be organized through theuse of a
"checklist." Aspects ofthe process are assigned to analysis team members with the greatest
experience or skill in those areas. Operator practices and job knowledge are audited, the
suitability of equipment and materials of construction is studied, the chemistry of the process and
the control systems arereviewed, and the operating and maintenance records are audited.

Hazard and operability study is a method for systematically investigating each element of a
system to uncover ways in which important parameters can deviate from theintended design
conditions, and as aresult, can create hazards and operability problems. Typically, an analysis
team studies the piping and instrument diagrams (or plant model). The team analyzes the effects
of potential deviations from design conditions in, for example, flow, temperature, pressure and
time. Theteam then assesses the system's existing safeguards, the causes of a potential for
system failure and the requirements for protection.

Failure mode and effect analysis is amethodical study of component failures. This review starts
with a diagram of the process and includes all components that could fail and conceivably affect
the safety of the operation. Typical examples areinstrument transmitters, controllers, valves,
pumps and rotometers. Thecomponents are listed on adatatabulation sheet and individually
analyzed for their potential mode of failure, the effects of failure, detection methods and other
factors. The last step in the analysis is to analyze the component data and develop
recommendations for risk management.

In "fault-tree" analysis you start with an undesirable outcome thatis possible, even if highly
unlikely, given the potential hazards involved in your process. Then you trace back into the
process toidentify all possible events or combinations of events that would have to occur to
produce that outcome. Sincethisinformationis graphically represented using logic symbolsina
determined sequence of events, you then can design prevention/controls to makeitimpossible or
nearly impossible for them to occur.

For additional information on methodologies, see OSHA's Process Safety Management of Highly

Hazardous Chemicals standard at 1910.119(e) and OSHA Publication 3133, "Process Safety
Management - Guidelines for Compliance."
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UPDATING THE PROCESS HAZARD ANALYSIS

After completion of the initial process hazard analysis, the analysis should be updated at least
every Syears to ensurethatitis consistentwith the current process. Thisupdateis required for
businesses covered by the standard and the analysis must be revalidated by ateam meeting the
standard's requirements.

PHASE HAZARD ANALYSIS

Phase hazard analysisis ahelpful toolin construction and other industries thatinvolve arapidly
changing work environment, different contractors and widely different operations. A phaseis
defined as an operation involving atype of work that presents hazards not experienced in
previous operations or an operation where anew subcontractor or work crew is to perform work.
Before beginning each major phase of work in this type of hazard analysis, the contractor or site
manager should assess the hazards in the new phase. The assessment should not only
coordinate appropriate supplies and support but also prepare for hazards that can be expected
and establish a plan to eliminate or control them.

To find these hazards and to eliminate or control them, you will use many of the same techniques
that you useinroutine hazard analysis, change analysis, process analysis and job analysis. One
major additional task will be to find those hazards that develop when combinations of activities
occur in close proximity. Workers for several contractors with differing expertise may be
intermingled. They will need to learn how to protect themselves from the hazards associated with
the work of nearby colleagues as well as the hazards connected to their own work.

INVOLVING WORKERS IN ESTABLISHING THE INVENTORY

Whenever you can, use the special knowledge your workers have gained from their close
involvement with equipment, materials and processes. You should encourage your employees to
communicate openly with the professionals who do the comprehensive surveys. Workers
frequently participate in change analysis of new equipment and/or processes because of their
valuable insights into how things really will work. As mentioned above, many companies
regularly include hourly operatorsin job hazard analysis. Employees can play asimilar rolein
process hazard analysis. In addition to the benefit that you receive from their insights, they also
profit. Greater understandingof hazards, prevention and control helpsthem do abetterjob of
protecting themselves and their co-workers.
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USING THE INVENTORY OF HAZARDS

You will usethe surveys and analyses we have described to plan aprogram of hazard prevention
and control. Chapter 8 explains this program. Briefly, you should prevent hazards by substituting
less hazardous materials or equipment whenever possible Engineering controls that distance the
worker from the hazard are the next best option. For theremaining hazards, d esign safework
practices, train your workers adequately in these practices and enforce them consistently. Use
personal protective equipment where needed. In somerareinstances, you may also need to
establish administrative controls, such as worker rotations or more frequent work breaks.

SUMMARY

Establishing acomplete hazard inventory is not as complicated as it may sound. It begins with
having industrial hygiene, safety and occupational health experts conduct acomprehensive
survey of your worksiteto determine the existing and potential hazards. Periodic surveys, done
atintervals that make sense for the size and complexity of your worksite, will bring into play any
new engineering or scientific knowledge of hazards and their prevention. They also can help find
new hazards that have evolved along with changing work procedures over time.

Change analysis prevents expensive problems before they occur. Individuals who are
knowledgeable in worker health and safety can help in designing and plan for changes in your
worksite. Change analysis uses elements of routine hazard analysis appropriate to the type of
change being contemplated.

Routine hazard analysis also adds to your inventory. It enables you to control hazards that
develop in work proceduresorwithin processes, orthatoccur because of changesinthe phases
of the operation.

Thetools and approaches used inthevarious types of hazard analysis tend to overlap. This
overlapping helps ensuretotal coverage and amore comprehensive inventory on which to base
your prevention program.

Involving your employees in the effortto inventory hazards is sureto pay off. Hazard surveyors
will benefit from workers' practical knowledge. And employees will be better able to protect
themselves and others asthey become more knowledgeable about workplace hazards, prevention
and controls.
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When assessing workplace hazards do not overlook the human element. Whenever one
employeeisreplaced by another the differencein skill and experience can mean increased risk to
both the new worker and his/her co-workers. Many factors can affect an employee’'s ability to
function; as an example, changes in an employee's health or personal life may affect work
performance, andin turn, thelevel of workplace safety and health. These changes can either be
sudden or gradual. A manager needs to be sensitiveto these changes and willing to provide
training and orientation, physical and administrative adjustments, or other accommodations.
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APPENDIX 7-1

PROCESS OVERVIEW WORKSHEET

Begin your process hazard analysis by writing down answers to the following questions:

1. What kind of process is it? Mechanical?
Chemical? Biological?

2. What is the product?

3. What is the rate of production?

4. What raw materials will be used? How
much?

5. Willthere beintermediate products? Their
guantities?

6. Will there be waste materials that will be a
problem because of their toxicity and/or their
guantity?

7. Doesthisprocess poseinherenthazards that
suggestthat you should look for a saferway
to product the product?

8. Havetherebeen previousincidentsinvolving
this process that had a potential for
catastrophic consequences in the
workplace?

9. Isthe process sited where it could be
affected by a failurein nearby processes or
where its failure could affect other
processes?

10. What kinds of equipment are used in the
process? Is other, safer equipment
available?

11. Is there sufficient and reliable monitoring
and control equipment? Is it fail-safe in all
instances.

12. What are the various workers' roles?

13. Where employees work directly with

substances and equipment, are their
activities as safe as possible?
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14. Are there points in the process where
workers' exposure to hazards could be
reduced?

15. Could emergency situations develop? How
many unexpected events could happen at the
same time? What would result?

Combinethe above questions and answers and any added information that you believe pertinent
into a detailed narrative report. This will be the basis for your process flow chart.
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APPENDIX 7-2

EXAMPLES OF A PROCESS FLOW DIAGRAM
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APPENDIX 7-3

PROCESS HAZARD ANALYSIS WORKSHEET

1. Name the process.

2. Give the date the operations began.

3. Write a short description of the process.

4. Conduct an overview, write a narrative and attach it to this form.

(See Appendix 7-1). Date completed?

5. Prepare process flow chart and attach. (See sample, Appendix 7-2).
Date completed?

6. For each step in the process as shown on your flow chart, identify and
record on the reverse side of this sheet each:

a. hazardous substance,
b. piece of equipment that presents a hazard, and
C. employee operation that may be hazardous.
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8. Chapter 8

ESTABLISHING HAZARD PREVENTION AND CONTROL PROGRAM

INTRODUCTION

You haveconducted acomprehensive survey of your workplaceto uncover existing and potential
hazards. Now what areyou going to do aboutthem? The Occupational Safety and Health Act of
1970requires that each employer "furnish to each of his employees employment and a place of
employment which are freefrom recognized hazards that are causing or are likely to cause death
or serious physical harm ..." (29 U.S.C. 651, Sec. 5(a)(1)).

In this chapter we will discuss the management systems used to prevent and control hazards.
Theseinclude; control by engineering, safe work practices, personal protective equipment (PPE)
and administrative arrangements; systems to track hazard correction; preventive maintenance
systems; emergency preparation; and medical programs.

Emergency preparation is the subject of OSHA Publication 3088 (Revised 1991), "How to Prepare
for Workplace Emergencies.” We cover medical programs later in Chapter 9. Therefore, these
areas will be touched upon only briefly in this chapter.

The goal of the hazard prevention and control program is to foolproof the workplace and its
operations, to the extent feasible, to keep employees from being harmed. Itis an ongoing
program, onethatis never finished. You will design and implement and then revise and improve
preventive measures and controls as your worksite changes and as your store of hazard
information grows.

The most frequent sources for updating hazard information areroutine general inspections,
employeereports of hazards and accident/incidentinvestigations. (See Chapter 9.) Other good
sources for hazard information updates are the ongoing job hazard analyses (OSHA Publication
3071), process and phase hazard analyses, change analyses and periodic comprehensive hazard
surveys. (See Chapter 7.)
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THE TERMINOLOGY OF HAZARD CONTROL

Hazards take many forms: air contaminants, tasks involving repetitive motions, equipment with
moving parts or openings that can catch body parts or clothing, microorganisms, extreme heat or
cold, noise, toxic liqguids, and more. The terms we use hereto describe the principles of
engineering control may sound alittle strange when applied to some of these hazards. You may
find that others will usetheterms somewhat differently. There should be agreement, however,
about the concepts the terms describe.

ENGINEERING CONTROLS

To the extent feasible, the work environment and the job itself should be designed to eliminate or
reduce exposure to hazards. This approach is called engineering control, but it does not
necessarily mean that an engineeris requiredto design the control. Engineering controls can be
very simple in some cases. They are based on the following broad principles:

1. If feasible, design the facility, equipment or process to remove the hazards and/or
substitute something that is not hazardous or is less hazardous;

2. Ifremoval is not feasible, enclose the hazard to prevent exposurein normal operations;
and
3. Where complete enclosureis not feasible, establish barriers or local ventilation to reduce

exposure to the hazard in normal operations.

Elimination of Hazards through Design. Designing facilities, equipment or processes so that the
hazard is nolonger even potentially presentis obviously the best worker protection. Some
examples of this are:

Redesigning, changing or substituting equipmenttoremovethe source of excessive
temperatures, noise or pressure;

Redesigning a process to use less toxic chemicals;

Redesigning awork stationto relieve physical stress and remove ergonomic hazards;
or

Designing general ventilation with sufficient fresh outdoor air toimproveindoor air
guality and generally to provide a safe, healthful atmosphere.

Enclosure of Hazards. When you cannotremove a hazard and cannot replace it with aless
hazardous alternative the next best control is enclosure. Enclosing ahazard usually means that
thereis no hazard exposureto workers during normal operations. There still will be potential
exposuretoworkers during maintenanceoperations or ifthe enclosure system breaks down. For
those situations, additional controls such as work practices or personal protective equipment
(PPE) may be necessary to control exposure.
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Some examples of enclosure designs are:

Complete enclosure of moving parts of machinery;

Complete containment of toxic liquids or gasses from the beginning of the process
using or producing them to detoxification, safe packing for shipment, or safe disposal
of toxic waste products;

Glove box operations to enclose work with dangerous microorganisms, radioisotopes
or toxic substances; and

Complete containment of noise, heat or pressure-producing processes with materials
especially designed for those purposes.

Barriers or Local Ventilation. When the potential hazard cannot beremoved, replaced or enclosed
the next best approachis abarrier to exposure, orinthe case of air contaminants, local exhaust
ventilation toremove the contaminant from the workplace. This engineered control involves
potential exposuretotheworker evenin normal operations. Consequently, itshould beused only
in conjunction with other types of controls, such as safe work practices designed specifically for
the site condition and/or PPE. Examples include:

Ventilation hoods in laboratory work;

Machine guarding, including electronic barriers;

Isolation of a processin an areaaway from workers, except for maintenance work;
Baffles used as noise-absorbing barriers; and

Nuclear radiation or heat shields.

GENERAL WORKPLACE RULES AND SAFE WORK PRACTICES

Many of your organization's general workplace rules have a bearing on safety and health. Itis
accurate to think of these rules as hazard controls.
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In addition to the general workplace rules that apply to everyone, specific work practices may be
needed to safeguard your employees in avariety of situations. For example, even when ahazard
is enclosed there still will be times when exposure can occur: when maintenanceis necessary,
when the enclosure system suffers a partial or complete breakdown, or when enclosure does not
fully control the hazard. By following established safety work practices for accomplishing atask
safely (and using PPE in many cases), your employees can further reduce their exposure to
hazard.

Workplace Rules. The safety and health rules that you develop and make part of your overall
workplace rules are an important component of your hazard prevention and control program.
Theserules play amajor partinidentifying acceptable and unacceptable behavior. For example,
you may haverules outlawing horseplay or violent behavior on company property, or requiring
your employees to wear personal protective equipment.

Safety and health rules are most effective when they are written, posted, given to all affected
employees and discussed with them. Many employers emphasize thelink between safety and
health rules and the consequences of breaking them by reviewing the rules with their employees.
They then askthe employees to sign astatement atthe bottom of thelist: "I havereadtherules,|
understand them, and | havereceived an explanation of the consequences of breaking them."
Employer and employee both keep a copy of this sighed statement.

Someemployers ask theiremployees to help develop the workplacerules and thento helprevise
them as needed. When employees play arolein formulatingtherules they are more likely to
understand and follow them.

For more examples of workplace safety and health rules and guidance in developing them, see
Appendix 8-3.

Safe Work Practices. Some of these practices are very general in their applicability. Theyinclude
housekeeping activities such as removal of tripping, blocking, and slipping hazards; removal of
accumulated toxic dust on surfaces; and wetting down surfaces to keep toxic dust out of the air.

Other safe work practices apply to specific jobsintheworkplaceand involve specific procedures
for accomplishing a job. Itis necessary to conduct a job hazard analysis to develop these
procedures. This process is clearly described with examples and illustrations in OSHA
Publication 3071, "Job Hazard Analysis" and summarized here in Chapter 7.
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Consultation projects recommend that the written analysis of ajob be kept separate from the
written procedures your workers will follow to accomplish thejob safely. A good job hazard
analysisis more detailed than agood work instruction sheet. Each document suffers from being
combined with the other.

You may decide that atraining program is needed, using the job hazard analysis as the basis for
training your workers in the new procedures. A training program may be essential if your
employees are working with highly toxic substances or in dangerous situations.

DRAWBACKS TO CONTROLLING HAZARDS WITH SAFE WORK PRACTICES

While safe work practices are anecessity and can work very well they are only as good as the
management systems that supportthem. Thisis because they are susceptible to human error.
The controls first must be designed from a base of solid hazard analysis. They then must be
accompanied by good worker training, reinforcement, and consistent and reasonable
enforcement. Safe work practices should be used in conjunction with, and not as a substitute for,
more effective or reliable engineering controls.

Safe Work Practices Training. Anticipate resistance when teaching new job practices and
procedures to workers. If your employees have done ajob long enough without special
precautions they arelikely to feel unconcerned about hazards. Itis essential that they understand
why special work practices are needed. Therefore, training begins with adiscussion of hazards.
Your workers must be assisted in understanding that for an accident orinjury to occur, two things
must be present: ahazard and an employee. Remove the hazard and there will be no injury.
Train the employee to follow proper work practices, and those safe work practices can
significantly help the employee to avoid harm.

Just presenting training may not be sufficient. An employer has aresponsibility to ensure that
worker training has achieved its objective: that workers understand the hazards and know how to
protectthemselves. A supervisor can easily perform informal testing to check the results of
training. This means stopping at an employee's work station and asking for an explanation of the
hazards involvedinthe work and the employee's means of protection. Ifthetraining has been
presented well and has been understood, each trained worker should be ableto give aclear,
comprehensive response.

Positive Reinforcement. Each supervisor should provide frequent reinforcement of work
practices training. Theinformal testing described above serves not only to gauge training
effectiveness but also to reinforce the desired behavior. Some worksites also provide special
recognition for the use of safe work practices. Some supervisors periodically hand out " Thank
you for working safely” cards that can be redeemed for afree cup of coffee or soft drink. Other
supervisors periodically observeindividual workers at their tasks and give oral and/or written
feedback on what was done safely.
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Award systems that recognize positive activities rather than absence of injuries are
recommended. Award programs with prizes for hours worked without injury can put heavy
pressure on workers not to report injuries.

Enforcement. Workers mustrealize that safe work practices are arequirement of employment and
that unsafe practices will not be tolerated. Itis necessary, therefore, thatthe employer have a
disciplinary system thatis implemented fairly and consistently. If no such system exists in your
workplace, you would be wise to have employees assist in designing one. We discuss
disciplinary systems in greater detail below.

PERSONAL PROTECTIVE EQUIPMENT (PPE)

When exposure to hazards cannot be engineered completely out of normal operation or

maintenance work, and when safe work practices cannot provide sufficient additional protection,
afurther method of control such as protective clothing or equipment should be used. These are
collectively called personal protective equipment or PPE. Theterm PPE covers such items as
face shields (whether worn by dentists or welders), steel-toed shoes and boots, safety glasses
and goggles, hard hats, leather aprons and belly guards, metal-mesh gloves, forearm guards,
respirators, and "space suits." Advertisements in safety and industrial hygiene magazines and
exhibits at safety and industrial hygiene conferences suggestthe full spectrum of available PPE.

Legal Requirements. One section of the OSHA standards (29 CFR 1910, Subpart ) specifically
addresses PPE. Many other OSHA standards require certain types of PPE. If respirators are worn
foranyreason atyour worksite, awritten respirator program is required by OSHA standard. For
further information about respirators, see OSHA Publication 3079 (Revised 1991), "Respiratory
Protection.” A useful general source of information is OSHA Publication 3077, "Personal
Protective Equipment.”

If you arenot surewhatis required or what types of PPE might be best for your employees call or
write the nearest OSHA-funded, state-run consultation service in your state.

PPE Drawbacks. The limitations of work practices in controlling hazards also apply to PPE.
Employees should havetraining intheuse, care, limitations of and need for PPE. (See Chapter
11.) They also need positivereinforcement and fair, consistent enforcement. (See discussion
below.) A significant drawback is that some PPE is uncomfortable and puts additional stress on
employees, thus making it unpleasant or difficult for them towork safely. Thisis particularly true
where heat stress is already a factor in the work environment.
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Bearing the Cost. OSHA standards require employers to provide PPE whenever the equipmentis
foruseonly onthesite. If the PPE can be used away fromthe sitethe employeris notrequired to
pay for it.

Examples of personal protective equipment that would not normally be used away from the
worksiteinclude, butare not limited to, welding gloves, wire mesh gloves, respirators, hard hats,
specialty glasses and goggles (such as those designed for laser or ultraviolet radiation
protection, specialty foot protection (such as metatarsal shoes and linemen's shoes with built-in
gaffs), face shields and rubber gloves, blankets, coverups, hot sticks and otherlive-linetools
used by power generation workers.

Examples of protective equipment thatis personal in nature and often used away from the
worksiteinclude non-specialty safety glasses, safety shoes and cold-weather outer wear of the
typeworn by construction workers. However, shoes or outerwear subject to contamination by
carcinogens or other toxic or hazardous substances which cannot be safely worn off-site must be
paid for by the employer.

Most employers provide therequired PPE, with the exception of safety shoes and safety glasses.
But even when employees must provide their own safety shoes, safety glasses or other PPE
employers usually pay part of the cost.

ADMINISTRATIVE CONTROLS

Administrative controlsinclude lengthened rest breaks, additional relief workers, exercise breaks
to vary body motions, and rotation of workers through different jobs toreduce or "even out”
exposure to hazards or to allow them to work part of the day without respirators or other
burdensome PPE. They normally areused in conjunction with other controls that more directly
prevent or control exposure to hazard.

Administrative controls are often employed to reduce ergonomic hazards. For example,
employees in ameatpacking plant might rotate among several tasks to reduce accumulated stress
on particular muscles and tendons. Administrative controls have also been used in situations of
extreme temperatures, to counteract the dangers of widely toxic substances, and to counteract
the dangers of widely used toxic substances such as lead.
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INTERIM PROTECTION

When ahazard is recognized the preferred correction or control cannot always be accomplished
immediately, However, in virtually all situations interim measures can be taken to eliminate or
reduceworker risk. These canrange from taping down wires that pose atripping hazard to
actually shutting down an operation temporarily. The importance of taking these interim

protective actions cannot be overemphasized. Thereis no way to predict when a hazard will
cause serious harm and no justification to continue exposing workers unnecessarily to risk.

HAZARD CORRECTION TRACKING

An essential part of any day-to-day safety and health effortis the correction of hazards that occur
in spite of your overall prevention and control program. Documenting these correctionsis equally
important, particularly for larger sites. Documentation is important because:

It keeps management and the Safety Department or the personin charge of safety and
health aware of the status of long-term correction items;

It provides arecord of what occurred, should the hazard reappear at alater date; and

It provides timely and accurate information that can be supplied to an employee who
reported the hazard.

Notations on the Report Form. Many companies use the form that documents the original
discovery of ahazard to track the correction of the hazard. Inspection reports include notations
about hazard correction alongside theinformation about the hazard. Employeereports of hazards
and reports of accident/incidentinvestigations also should provide space for notations about
hazard correction. (Chapter 8, Appendix 9-3 has three sampleformsto useforemployeereports
of hazards, and each of them has a line for completed corrections.)

When recording information about hazard correction itisimportant to note all interim protective
measures and toinclude the date of acompleted action. Otherwiseyou runtherisk of intended
corrections never actually being completed. This may not pose a problem ifthe hazard can be
corrected in a short period of time. Someone probably will remember to see that the final
correction occurs. Thereis always adanger, however, that the expected correction will "slip
through the cracks." This can happen when apart has to be ordered and time is needed for
procurement or when interim, less than adequate measures become substitutes for preferred but
possibly more costly or time-consuming actions.
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Tracking by Committee. Some companies separate the tracking of hazard correction from the
system thatuncovered the hazard. Typically, either acentral management safety committee or a
joint employee-management committee will devote apart of each meeting to reviewing inspection
reports, employee hazard reports and accident/incidentreports. The committee will listin its
minutes any remaining uncorrected hazards for continued tracking. The benefit of such asystem
isthe high-level scrutiny applied to hazard correction tracking. The system can be cumbersome,
however, especially when information must be transferred from the reports to the committee.
There is the possibility of information being lost in transit or of incomplete and incorrect
information being conveyed. This can be minimized by allowing the committee toreview the
original reports.

Tracking by Separate Form. Another way to track hazard correction is to transfer information
fromtheoriginal hazard reportto aseparate hazard tracking report. Ideally, this system receives
information on all uncorrected hazards and not justinformation from oneto the avenues for
uncovering hazards. Tracking by separate form is most effective when computerized. (Appendix
8-1 contains aform that can be used for this system). For small businesses that do not use
writteninspection reports or written employee reports of hazards, this system provides important
documentation that otherwise might not exist.

The weakness in this system is much the same as for tracking by committee. Thereis always a
possibility thatincorrect orincomplete information will be transferred or that acorrection which
needs tracking will fail to be recorded.

REWARD SYSTEM

Rewarding safe behavior is at least as important as correcting and punishing unsafe actions.
Positive feedback can be a powerful motivator. Itis especially importantto recognize self-
initiated acts of safety or health protection -thosetimes when employees, of their own accord, act
to protect themselves or others.

Areward system can bevery simple and inexpensive: lettersor certificates of appreciation, afew
hours of paid leave, aspecial and convenient parking space foramonth inthe company parking
lot,asmall pin or tie tack. Evaluate your reward program periodically. If employees are showing
signs of losing interest give your program a fresh charge with new ideas.

Rewarding an employee for good safety and health behavior not only recognizes the employee; it
also provides incentiveto other workers. Public recognition is likely to be moreimportant than
monetary value when distributing one-time awards. Of course, taking safety and health
performanceinto accountwhen promoting employees orissuing bonuses is probably the most
meaningful reward.

Onetype of reward program can backfire and should be avoided. Rewards based ontheleast
number of accidents can do more harm than good. They tend to create pressure on employees to
avoid reporting injuries and illnesses. For best results, emphasize the positive; reward
employees who demonstrate constructive safety and health efforts.
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ROLE OF DISCIPLINARY SYSTEMS IN THE WORKPLACE

Thedisciplinary system does not exist primarily to punish employees. Its purpose should be to
control thework environment so that workers are protected and accidents are prevented. A
disciplinary system helps ensure workplace safety and health by letting your employees know
what you expect of them. It provides workers with opportunities to correct their behavior before
an accident happens.

A disciplinary system is one of the keys to successfully implementing your safety and health
program. It ensures thatyourrules and safe working practices are taken seriously by employees
and are actually followed. It lets employees know how you expect them to operatein relation to
the goals of your safety and health program. And it lays out the actions you will take if individuals
do not meet your expectations.

A disciplinary system cannot work in a vacuum. Before you can hold your employees
accountable for their actions, you first need to establish your safety and health policy and
disciplinary rules. Then you need to develop safe operating procedures, train your employees on
these procedures and supervise their actions. Theworksheetin Appendix 8-2will be useful for
businesses planning to establish a disciplinary system for the first time.

Policy Statement. Employees need to know where you stand on safety and health and what you
expect of them. They need aclear understanding of therules and the consequences of breaking
those rules. Thisistruein all areas of work, butitis especially important for worker safety and
health. As part of the policy statement, orin an employee manual or booklet, you should have a
written statement setting forth your disciplinary policy.

Employee Information and Training. Itis important that employees understand the system and
have areferenceto turntoifthey have any questions. Therefore, in addition toissuing awritten
statement of your disciplinary policy, you should draw up a list of what you consider major
violations of company policy and less serious violations. This list should specify the disciplinary
actions that will be taken for first, second or repeated offenses.
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Training can reduce the need for disciplinary action. Instruct your employeesintheimportance of
workplace safety and health, the need to develop safety habits, your operation's safe work
practices and the hazards they control, and the standards of behavior that you expect. Be sure
your employees understand the disciplinary system and the consequences of any deliberate,
unacceptable behavior.

Supervision. Supervisionincludes both training and corrective action. Ongoing monitoring of
your employees work and safety habits gives you and/or your supervisors the opportunity to
correct any problems before serious situations develop.

In most cases, effective supervision means correcting aproblem before issuing any punishment.
Where the relationship between employees and their supervisors is open and interactive
problems arediscussed and solutions are mutually agreed upon. This type of relationship fosters
awork environment where the need for disciplinary actionisreduced. When such action is
needed, the parties are more likely to perceive it as corrective than punitive.

Employee Involvement. You may wantto involve your employees in setting up or revising your
disciplinary system. Employees who contribute theirideas to workplace rules and disciplinary
actions are more likely to be knowledgeable about the system. They are morelikely to understand
the systemis designed to protectthem againstthe unsafe acts of others. Of course, at sites with
collective bargaining agents you will need to involve employee representatives.

Employees should be encouraged to assistintheenforcementofrules and practices. Theintent
hereis notto turn employees into spies and informants, but to encourage them to be their
"brother's keeper" and to watch out for the safety and health of their colleagues. Many employers
successfully have encouraged an atmosphere -- acompany "culture" --whereemployees readily
speak up when they see an easily corrected problem; for example, a co-worker who needs
reminded to put on safety goggles.

Your employees deserve the opportunity to correcttheir own behavior problems. An effective
disciplinary system is a two-way process. Once a problem is spotted discuss it with the
employee, who should be given at least one or two opportunities to change the behavior or
correct the problem. Only after these discussions (and possibly some retraining) should
disciplinary action be taken.
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Appropriate Control Measures. Disciplinary actions need to be proportionateto the seriousness
or hazardousness of the offense and the frequency of its occurrence. Itis certainly inappropriate
toissueonly oral warnings to an employee who repeatedly removes amachine guard. Appendix
8-3 contains alist of suggested safety and health violations for inclusion in general workplace
rules. Appendix 8-4 provides examples of disciplinary actions in three, four, and five-step
disciplinary systems.

Disciplinary procedures should not be instituted without explanation. Be sure to provide
feedback to the employee on what behavior is unacceptable, why the corrective actionis
necessary, and how the employee can prevent future violations and disciplinary action. In
addition, take time to recognize an employee who improves or corrects the unacceptable
behavior.

Consistent Enforcement. If your disciplinary system is to work well and be accepted by your
workforce, you must assure your employees --in word and deed --thatthe system applies equally
to everyone. Thisincludes subjecting managers and supervisors to similar rules and similar or
even more stringent disciplinary procedures.

Documentation. One key to ensuring fairness and consistency in adisciplinary system is keeping
goodrecords. Itisinthe bestinterest of both the employer and the employeeto have written
rules and disciplinary procedures. Itisjustas importanttodocumentinstances of good or poor
safety and health behavior, including discussions with the employee, and to place relevant
information in the employee's personnel file.

Documentation serves avariety of purposes. It helps you to track the d evelopment of aproblem,
corrective actions and the impact of measures taken. It provides information which helps keep
employeesinformed of problems that need correction. When you are evaluating the managerial
and supervisory skills of your supervisors it provides auseful record of how they handled
problems.

If warnings, retraining and other corrective actions fail to achieve the desired effect, and if you
decideto discharge an employee, documentation becomes even more critical. Conversely, you
may want to consider an annual clearing of the personnel files of employees whose good overall
safety records are marred by minor warnings.

PREVENTIVE MAINTENANCE
You may not associate preventive maintenance with your safety and health program.
Nonetheless, good preventive maintenance plays amajor rolein ensuring that hazard controls

continueto function effectively. Preventive maintenance also keeps new hazards from arising
due to equipment malfunction.
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Whenever systems are enclosed the enclosure usually depends on the smooth functioning of
pipes, valves, pressurereleases, etc. Malfunctions of these parts of the enclosed system may
result in hazards to workers. Ventilation systems that control hazards rely on the proper
performance of duck work, fans, and filters. Many guards are electronic or electrically energized
and require maintenance for continuing smooth operation. Equipment thatis not hazardous
under normal conditions may become so if it malfunctions. Clearly, preventive maintenanceis a
vital link in any safety and health program.

Scheduling. Preventive maintenance requires reliable scheduling of maintenance activity. The
scheduling,inturn,depends on knowledge of what needs maintenance and how often. Thewhole
point of preventive maintenanceisto getthework done beforerepairs orreplacement must be
done.

Maintenance needs survey. A preventive maintenance program starts with a survey of
maintenance needs atthe worksite. Every piece of equipment or part of asystem that needs
maintenance, such as oiling, cleaning, testing, replacement of worn parts or checking, should be
surveyed. You will need acomplete list of all items to be maintained. If such alist does not exist
at your worksiteyou should require your maintenance supervisortodevelop one. Thesurvey
should be repeated periodically and the list of items updated. The list should be revised
whenever new equipment is placed in the worksite.

Maintenance timetable. Oncethe completelistis developed atimetable must beestablished. For
eachitemonyourlist, estimate the average length of time before the maintenance work becomes
reactive rather than preventive. Plan to perform the maintenance before that average time.
(Maintenance should be performed at least as often as recommended by the manufacturer).
Review maintenance documents periodically to see how much reactive maintenance (repair or
replacement of defective parts after failure) has been done. Then make new estimates of average
time, and adjust your maintenance timetable accordingly.

Posted or computerized schedules. Make surethe preventive maintenance schedule will help
your maintenance staff plan its work. A well communicated schedule also will help to ensure the
maintenance department's accountability for performing the work ontime. Select amethod of
communication that works well for your employees.

Maintenance Documentation. Preventive maintenance can be acomplicated matrix of timing and
actively. But keeping track of completed maintenance tasks can be as simple as adding adate
and initials to the posted work schedule. Some employers usetheir computer system to keep
track of completed maintenance activity.
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Documentation can help identify and reward employees whose efforts have prevented costly
repairs and accidents/incidents. It also can beinstrumental in your effort to require accountability
of employees responsible for maintenance.

EMERGENCY PREPARATION

This topicis morethoroughly covered by OSHA Publication 3088 (Revised 1991), "How to Prepare
for Workplace Emergencies." Herewe will consider only the mostimportant general points.

The Nature of Emergencies. During emergencies hazards appear that normally are not found in
the workplace. These hazards may be the result of natural causes such as earthquakes,

tornadoes, hurricanes, floods orice storms. Events caused by humans and beyond your control
may create hazards, for example, train or plane accidents, terrorist activities, or occurrences at
nearby worksites that affect yoursite. Finally, emergencies may occur within your own systems
duetounforeseen combinations of events or the failure of one or more hazard control systems.

Emergencies, by their nature, are not part of the expected, everyday routine. They may never
occur, butif they do their costin terms of both dollar losses and human suffering can be
enormous. Your jobisto become aware of possible emergencies --not merely probable events -
and to plan the best way to control or prevent the hazards they present.

Survey of Possible Emergencies. Justbecause aparticular emergency has never occurred does
not mean that it never will. Therefore, your emergency preparation should begin with asurvey of
all possible emergency occurrences by the general categories b elow, taking into consideration
the unique characteristics of your worksite and its location.

Natural disaster. Review each type of natural disaster that has occurred in your geographical area
and consult experts on the chances of other types of natural disasters happening.

Human errors or deliberately caused disasters beyond the control of your worksite. Consider the

environment of your worksite. Are you near an airport oron an airport's landing/takeoff pattern?
Isthere atraintrack usedto carry products otherthan thosethatyou ship orreceive? If so,is it
near enough so that an accidentinvolving release of toxic materials could impact your worksite?
Arethere chemicals or other dangerous sitesinyour neighborhood that could have internal
emergencies that might affect your worksite? Have there been terrorist activities against other
plants belonging to your company? Against plants involved in similar processes or products?
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Hazard control failures at your worksite. Ask yourself, what are the worst things that could
possibly happen as aresult of conditions here? Every worksite has some potential for fire. Some
have much greater potential than others.

Emergency Planning. Afterlisting all possible emergencies you must plan actionsto reduce their
potential impact on your workers' safety and health. Some actions will be appropriatein all
emergency situations. Butthe measures required by sometypes of emergencies may differ from
oreven contradictthose needed in other emergency scenarios. Plan what first aid or medical
responseis needed and where that response will come from. If you are relying on outside
medical or emergency response organizations establish communications with them and plan
together for emergencies. If possible, havethese outsideresources participateinyour drills.

Employee Information and Training.Youremployees need to beinformed of the emergency plans
thatrequire their participation. Each employee needs to know precisely what is expected in each
type of emergency.

For most emergencies, employees should be drilled in the actions you expect them to take. You
want theirresponses to become second nature, so that they will be able to protect themselves
and othersregardless of the stress of the moment. Fire and evacuation drills should be held
annually. For other types of emergencies, such as tornadoes or earthquakes, drills should follow
a predetermined schedule based on the frequency and/or probability of the event.

MEDICAL PROGRAMS

Medical programs provide occupational health care, both onsite and nearby. This care consists of
approaches to both identifying health problems that may be work-related and responding to
injuries and illnesses that occur. The size and complexity of amedical program will depend on
the size of the worksite, its location in relation to health care provider organizations and the
nature of the hazards at the worksite. Medical programs are covered in detail in Chapter 10, so
only summary information is offered here.

You mustalways be prepared to offer first aid at your worksite. In fact, thisisrequired by OSHA
standard [29 CFR 1910.151(b)] for worksites that are not close to medical facilities. We strongly
advise that both first aid and CPR assistance be available on every shift at your worksite
regardless of distance to medical facilities.
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Medical programs consist of everything from abasic first aid and CPR response to sophisticated
approaches forthe diagnosis and resolution of ergonomic problems. The nature and e xtent of
your medical program will depend on anumber of factors. Small business employers can contact
the OSHA-funded, state-run consultation service for assistancein deciding what type of medical
program meets their site's needs. If use of nearby medical facilities appears to be the best
arrangement, be sureto meet with representatives of that facility to discuss your medical needs.

Whatever medical program you decide on, it is important to use medical specialists with
occupational health/medical training. Not every nurse or doctor is trained to understand the
relationships between the workplace, the work and certain medical symptoms.

SUMMARY

You should approach each category of workplace hazard with the intention of totally preventing it.
If total prevention is not feasible you should control the hazard as completely as possible through
work and equipment design. To the extent that potential exposure exists despite the designed
controls then you should use safety and health rules, work practices and PPE to control that
exposure. Finally,you may chooseto employ administrative controls to further reduce levels of
individual exposure.

Tocomplement these hazard controls, the following components are also necessary: good
systems of preventive maintenance, hazard correction tracking, fair and consistent enforcement
of rules, work practices, PPE, asolid system for responding to unexpected emergencies, and a
good medical program that helps identify hazards and minimize harm when injuries and work-
related illnesses occur.

These are the basic components of a hazard prevention and control program. With these

measures, you can provide your employees with comprehensive protection from occupational
hazards.
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APPENDIX 8-1

SAMPLE FORM FOR TRACKING HAZARD CORRECTIONS

Instructions: Under the column headed "System," note how the hazard was found. Enter Insp. for
inspection, ERH for employee report of hazard or Acc. for accident/incident investigation.

Under the column headed "Hazard Description,” take as many lines as you need to describe the

hazard. Inthethird column, provide the name of the person who has been assigned correction

responsibility. Inthe fourth column, list any interim action to correct the hazard and the date

performed. Inthe last column, enter the completed corrective action and the date that final
correction was made.
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TRACKING HAZARD CORRECTIONS

SYSTEM

HAZARD DESCRIPTION

ASSIGNED
TO:

DATE
INTERIM
ACTION

DATE ACTION
COMPLETED
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APPENDIX 8-2

DISCIPLINARY SYSTEM WORKSHEET

The nature and severity of disciplinary action should be appropriate for the seriousness and
frequency of the violation. Below are aseries of questions designed to help you develop a
disciplinary system that best meets the needs of your workplace. You already may have
addressed the firsttwo areas when you developed safe work practices for various jobs. If you
have notyet developed these practices, it makes senseto do so beforedeveloping adisciplinary
system. Other workplace problems, such as attendance and attitude, are equally important but
are not addressed here.

1.

Operations. What key operation(s) occur at your workplace? What equipmentis used?
By whom? What materials are used, and by whom? Are there any hazards associated with
the use of the equipment or the materials?

Practices and Procedures. What are the key types of jobs at your workplace? What do
most peopledointhecourseoftheir work? Whatis the most efficient way for them to
performtheir jobs? Whatis the safest way for them to perform their jobs? (Note: You will
need to perform ajob hazard analysis to properly answer this. Forinformation, see OSHA
Publication 3071, "Job Hazard Analysis.")

Problems. What would happenifajob oraprocedure was notdone safely? Exactly what
would happen if an employee performed in an unsafe or unhealthful manner? What would
happen if all employees did the same thing? How serious would the consequences be?
Would the unsafe action or behavior affect just one employee or all employees?

Correction. For each type of safety and health violation you have identified, what kind of
corrective action seems appropriate? What would you do for asecond offense or for
repeated violations of the samerule? Should warnings be oral or written? How long a
suspensionis warranted for what type of violation? Arethere any actions that should
automatically result in termination?
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For this last stagein developing adisciplinary system you may find it helpful to develop agrid like
the one on the next page to identify corrective actions for different kinds of violations and
repetitions. Inthe example below, afew types of safety problems arelisted on the left and their
frequency across the top. Fill in each box with the type of corrective action that you consider
appropriate. Examplesinclude oral warning, written warning, re-instruction, suspension, and

termination

VIOLATION

FIRST OFFENSE

SECOND OFFENSE

REPEATED
VIOLATION

Unsafe work habits

Refusal to follow safety
instructions

Unsafe actions that
jeopardize self and
others
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APPENDIX 8-3

DEVELOPING GENERAL WORKPLACE SAFETY AND HEALTH RULES

Itis useful to make alist of the kinds of violations that are considered major or serious and a
second list of other types of behavior that, while not as serious, are still not acceptable. The
following suggested rules can be a starting point.

Major Offenses:

Failure to follow rules regarding use of company equipment or materials
Horseplay in work areas or otherwise creating unsafe conditions
Tampering with machine safeguards or removing machine tags or locks
Not wearing required PPE

Provoking or engaging in an act of violence against another person on company
property

Using or being under the influence of alcohol or illegal drugs on the job

Major traffic violations while using a company vehicle

Other major violations of company rules or policies

General Offenses:

Minor traffic violations while using company vehicles

Creating unsafe or unsanitary conditions or poor housekeeping habits
Threatening an act of violence against another person while on company property
Misrepresentation of facts or falsification of company records

Unauthorized use of company property

Other violations of company policy and rules

Link each type of offense to astructured procedure for corrective action. Your goal is to make
surethatthe corrective action is appropriate to the seriousness of the violation; that employees
are given the opportunity to correct their own behavior; and that the system is workable, and
consequently, used and useful.
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GENERAL WORKPLACE SAFETY AND HEALTH RULES

Written Warning

No safety glasses
Horseplay
Unsafe work habits

Violation of other safety or health rule or regulation

Suspension (8 hours
without pay)

Three or more safety or health violations of the same type
General overall record of unsafe practices

Refusal to follow safety and health guidelines or instructions

Termination

Excessive and repeated safety and/or health violations
Purposely ignoring safety and/or health rules

Unsafe actions that seriously jeopardize the safety or health of
others

General disregard for safety and health of self and others
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APPENDIX 8-4

EXAMPLES OF SEVERAL-STEP DISCIPLINARY SYSTEMS

Most disciplinary systems use corrective procedures thatinvolvethree, four or five steps. These

are described briefly below.

THREE STEP SYSTEM

First Violation

Written warning; copies to employee and employee’s file.

Second Violation

Written warning; suspension without pay for 1/2 or full day.

Third Violation

Written report for file and immediate termination.

FOUR STEP SYSTEM

First Violation

Oral warning; notation for personnel file.

Second Violation

Written warning; copy for file or Personnel Office.

Third Violation

Written warning; 1 day suspension without pay.

Fourth Violation

Written warning and 1 week suspension or termination if warranted.

FIVE STEP SYSTEM

First Violation

Instruction/discussion concerning violation, proper procedures and the
hazards they control; notation for supervisor's file.

Second Violation

Re-instruction with notation in the employee's personnel file.

Third Violation

Written warning describing the violation and actions that will be taken if
it recurs.

Fourth Violation

Final warning; may include suspension.

Fifth Violation

Discharge

NOTE: Theuseofthese corrective procedures obviously will vary with the nature of the problem
and the frequency with which itoccurs. Violations of company rules generally are considered
more serious than other employee behavior problems but all require correction. Keep in mind--
and tell your employees --that your primary goal is to control unsafe acts and conditions in order

to prevent accidents.
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9. CHAPTER 9

CATCHING THE HAZARDS THAT ESCAPE CONTROLS

INTRODUCTION

Inthe ideal safety and health scenario the employer knows precisely the hazards and potential
hazards to which employees could be exposed and has designed a perfect system of prevention
and control. Inreal life some hazards may escape detection during theinventory process. Others
have away of slipping out of the controls set up to protect workers. You need ways to catch
these hazards and get them controlled, or better controlled, before anyone gets hurt.

OSHA's Safety and Health Program Management Guidelines recommend acomplete worksite
analysis to provide the basis for hazard prevention and control. This analysis includes identifying
all hazards and potential hazards through comprehensive surveys, change analysis and routine
hazard analysis; regular siteinspections; employeereports of hazards; accident and near miss
investigations; and analysis of injury and illness trends over time.

We addressed comprehensive surveys, change analysis and routine hazard analysis in Chapter 7.
In this chapter we will cover:

Regular site inspections,

Employee reports of hazards,

Accident and near miss investigations and

Analysis of trends of illnesses and injury.

Thesefourtools helpfillin any possible gaps left by the measures described in Chapter 7. Atthe
sametime, they help intherapid discovery and correction of hazards for which controls have
failed at leasttemporarily. Thesetools also contribute to the"foolproofing"” that attempts to keep
human error from causing or allowing controls to fail.
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REGULAR SITE INSPECTIONS

Inspections arethe best understood and most frequently used tool of worksite analysis. Much
has been written about them and many inspection checklists are available in other publications.
For ageneral checklist for small businesses or a starting point for larger businesses, use the
checklist found in OSHA Publication 2209, "OSHA Handbook for Small Businesses."

Inthis chapter, we will consider some aspects of inspections that are frequently not covered in
other publications.

What Do We Mean By Reqular Site Inspections? Theterminspection referstolooking closely at
something to see if it meets requirements. At your worksite, several kinds of inspections
probably are done, some of them at fixed intervals. In the OSHA Guidelines for Safety and Health
Program Management, theterm "regular siteinspections” means ageneral inspection of every
part of the worksite to locate any hazards that need correction. Thisincludes routine industrial
hygiene monitoring and sampling.

Inspection Frequency. Theregular siteinspectionis done at specified intervals. Werecommend
that medium and large fixed worksites be inspected completely at least every quarter, with some
part of theinspection occurring each month. Siteinspections should be done at least weekly for
construction sites because of the rapidly changing nature of the site and its hazards.

At small fixed worksites the entire site should beinspected at onetime. And even for the smallest
worksite,inspections should bedone at least quarterly. Inspections should bedone more often if
the small worksite uses hazardous materials orinvolves hazardous procedures or conditions that
change frequently.

What Should Be Inspected? A methodical inspection will follow a checklist based on the
inventory of hazards and the preventive actions and controls designed to reduce or eliminate
worker exposure. Regular siteinspections should be designed to check each one of those
controls to make surethat hazards are contained. Some suggested broad areas forinspection are
listed in Appendix 9-1.

Hazards may be controlled by engineering. Examples of engineering controls arethe guards
placed on equipmentto prevent hand or body contact with tools or machinery that can cut or
pinch body parts or catch clothing, hair or body parts and pull them into the machinery. These
guards should be checked during inspections to make surethey arein good working order and
remainin place during operations. Another example of an engineering control of hazards is the
ventilation system that carries away air contaminants. The velocity of the ventilation system
should be checked periodically. Depending on the risk of the contaminant controlled, periodic air
sampling may also be needed.
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You also can control hazards with specifically designed work practices and procedures. An
exampleisthe precautions taken by aproduction equipment operator when restarting after ajam.
Theinspector should keep an eye out for any unauthorized modifications of these work practices.

Still another way to control hazards is through personal protective equipment (PPE). Meat
cutters, for example, should wear protective mesh gloves. Many varied types of worksites require
safety glasses or hearing protection devices in designated areas. Theinspector will want to
examinethe equipmentto ensureits good condition. Justas important,theinspector should see
whether employees are wearing required PPE and whether the equipment is being worn
appropriately. Thisincludes, for example, stopping workers who have placed disposable hearing
protection only part way into their ears and have left most of the plug protruding. Theinspector
will insist that the PPE be worn as intended.

Do not overlook areas outside of the production mainstream. Your search forcommon hazards
and OSHA standards violations should cover the entire worksite. In addition to the checklist in
the "OSHA Handbook for Small Businesses," you may find useful theinventory list at the back of
this chapter.

Who Should Inspect? Ideally, medium and large worksites will have more than one type of regular
site inspections.

Supervisors. Many employers makeitthe supervisor'sresponsibility toinspectthework area at
the beginning of every shiftto ensure that equipment and personnel are ready to work safely.
This can be particularly helpful when other shifts use the same areaand equipment or when after-
hours maintenance and cleaning areroutinely done. Supervisors'inspections of their own areas
should not substitute, however, for the broad generalinspectionrecommended inthe OSHA
Guidelines. There are two reasons for this:

Thosewho work in an area can start "not seeing” things thatthey getused to. Itis
always good to have cross-inspections where supervisors oremployees from one area
look at another area.

A general siteinspection will encompass areas not assigned to individual supervisors,
for example, outdoor and other common areas.

Employees. Involve employees in the safety and health program, in both identification and
resolution. (See Chapter 4). One way to do thisis to have the employee committee or the joint
employee-management committee conduct routineinspections. By employing this method, you:
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Expand the number of peopledoinginspections, and therefore, improve the odds of
finding hazards; and

Increase employee awareness of the safety and health program.

Safety and Health Staff. It is most common and most logical for the staff personnel who

specializein safety and health to conducttheinspections. Even when other employees conduct
inspectionsitis alsowisealsotoinvolvethe specialists. In asmall business, the specialist may
be the Human Resources Director or another member of management with many important duties
in addition to safety and health. By having the safety and health staffer conductinspections you:

Keep the personresponsible for safety and health intouch with the successes and/or
problems in the hazard prevention and control program and

Use your greatest in-house source of expertise.

What Training Should Inspectors Have?

Employees. All employees should understand the potential hazards to which they might be
exposed and the ways they can protectthemselves and their fellow workers. (See Chapter 11.)
Those who areinvolved ininspections need training in recognizing and controlling all the
potential hazards of the worksite. They will also need written guidance, tips forinspecting and
some on-the-job training by safety and health staff or other specialists.

Supervisors. All supervisors should have training in the hazards that workers under their
supervision are likely to encounter plus training in how to control these hazards. (See Chapter
11.) When they areresponsible for areainspections, supervisors also should have specific
training in how to inspect. Formal coursework may not be necessary, butthe training should be
provided by someone who is knowledgeable.

Safety and Health Staff. Personnel responsible for developing the safety and health program
should have, ataminimum, the equivalent of the OSHA Training Institute Course #501, "A Guide
to Voluntary Compliance in Safety and Health." Additional training is needed for large worksites
and small worksites with hazardous operations or materials.

For advice about training and specific information about the training that

OSHA offers, write or call: The OSHA Training Institute, 1555 Times Drive, DesPlaines, lllinois,
60018, 708/297-4913.
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Cost for private-sector course participantsis minimal and is based on the number of days of
training.

WRITTEN INSPECTION REPORTS

In all but the smallest and least dangerous of workplaces, written inspection reports are
necessarytorecordthe hazards discovered, responsibility assigned for correction and tracking of
correction to completion. Having a written record will help ensure:

Assignment of responsibility for hazard correction,

Tracking of correction to completion,

Identification of problems in the controls system when the same type of hazards keep
appearing even after correction is verified,

Identification of problems in the accountability system and

Identification of hazards for which no prevention or control has been planned.

Of course, having such written records will be most helpful if they are read by someone
knowledgeablein the safety and health program. This personthen can providetop managers with
summaries of problems.

TRACKING CORRECTIONS OF HAZARDS

Tracking of hazard correctionis covered in more detail in Chapter 8. What we wish to emphasize
hereis thatthe success or failure ofinspections will be determined by the quality of follow-up. If
correction cannot be accomplished immediately after thediscovery of ahazard, theinspection
reportshould include whatever interim protective measures have been taken and should not be
considered closed until the final correction has been made. A written tracking system will
improve your inspection program. The best tracking system is written rightinto your inspection
report form. For examples of integrating correction tracking into hazard report forms, see
Appendix 9-3.

Important things to remember about regular site inspections and follow-up:

These inspections should cover every part of the worksite;

They should bedone atregularintervals, with frequency depending upon the size of
the worksite and the nature of the hazards;

In-houseinspectors should betrained to recognize hazards and to bring fresh vision
to work areas being examined;

Found hazards must be tracked to correction; and

Information from inspections should be used to expand theinventory of hazards
and/or improve the hazard prevention and control program.
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EMPLOYEE REPORTS OF HAZARDS

Employees play akeyrolein helping you discover and control the hazards that may develop --or
that already exist --in your workplace. They have a unique and valuable perspective on
procedures and conditions.

Areliable system for employeereporting is animportant element of an effective safety and health
program. Such a system is characterized by:

A genuine company or worksite policy that is consistent with other policies and that
encourages employeestoreporttheir concerns about safety and health conditions or
possible hazards in work practices,

Timely and appropriate responses to the reporting employee,
Timely and appropriate action where valid concern exists,
Tracking of any required hazard correction and

Protection of reporting employees from official and unofficial harassment.

COMPANY POLICY

You have decided what your policy will beconcerning employeereporting. The next stepisto
ensurethat all employees understand the policy. Further,they need to be made aware that the
policy is genuine. Inlarger worksites the policy should be typed and placed on bulletin boards,
distributed to all employees and discussed in weekly or monthly safety meetings. In the smallest
worksites it may be sufficient to gather every onetogether, go over the policy and then invite
discussion or questions. You will know that you have done enough when every employee, when
asked, can tell you what the policy is.

The written policy is agood place to affirm your attention to protect employees from harassment
or reprisal or any kind. See the discussion below and the policy example in Appendix 9-2.
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TIMELY AND APPROPRIATE RESPONSE AND ACTION

Having employees report hazards will not work if they cannot see reasonable results in a
reasonable amount of time. You can giveyour employee apreliminary response when extratime
is needed to analyze areported hazard. Many larger workplaces assign special maintenance
codestowork orders thatinvolve safety or health. Thecoderequires the maintenance supervisor
togivethatwork ahigher priority. When complete correction of ahazard requires ordering parts
or materials and a wait of several months, give your employee a status update from time to time.
You will be sending a message that the concern has not been forgotten.

Important: When the preferred corrective measures cannot be accomplished immediately itis
your responsibility to provideinterim protection to your workers. You must take whatever steps
may be feasible to temporarily eliminate or control the hazards.

Results mustnotonly be timely but must also alleviatethe employee's concern. If management
decides that no hazard exists thereason behind thatjudgment should be thoroughly explained to
thereporting employee. Care should be taken to expressgratitude for the employee's erring on
the side of safety and health. Itis betterto have some non-hazards reportedthanto overlook
even one real hazard because a worker believed that management would not respond.

If you areuncertain whether the reported practice or condition is hazardous, further checking
needstobedone. Ifagood description can begiven overthe phone, or photographs or drawings
made that reveal the situation, you can contact the OSHA funded, state-run consultation service.
If your employee has discovered areal hazard the action that you take to correctit should be
appropriate and swift.

TRACKING HAZARD CORRECTIONS

Each valid hazard identified through employeereports of hazards should be tracked to complete
correction. Hazards that are quickly corrected may not present aproblem for long-term tracking,
but arecord of the correction will help in determining where management systems have broken
down should the same hazard reappear. Different management measures may be needed for
hazards that do not stay corrected, as contrasted with those that do not get corrected. For
hazards that require complicated or time-consuming corrections, asystem of tracking is needed
to make sure that the final correction is not forgotten in the press of other matters. Additionally,
tracking long-term hazard correction enables management to keep thereporting employee better
informed.
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PROTECTION FROM HARASSMENT

It is important that employees know that reporting a hazard will not result in any official or
unofficial harassment or reprisal from management, individual supervisors or co-workers. The
policy onemployeereporting hazards should make this clear. In addition, there are several steps
you can take to help ensure that harassment is never considered:

Avoid performance evaluations that rate supervisors negatively for submitting reports
of hazards by employees in their areas as long as they areresponding appropriately to
the reports.

Separate employeereports of hazards from the disciplinary system. For example,
avoid placing policy statements dealing with these two subjects closetogetheron a
bulletin board or in sequencein an employee handbook. Such physical proximity can
givetheimpression thatone employee can get another in trouble by reporting him or
her for hazardous practices.

Approach all discussion and written descriptions of employeereporting of hazards as
agroup effort to keep the worksite safe and healthful. Emphasize the positive.

Emphasize theresponsibility that e mployees havefor co-workers' safety and health as
well as for their own. The safety and health of individual employees is everyone's
business.

If you discover acase of harassment forreporting ahazard, enforce your policy clearly
and emphatically.

REPORTING SYSTEMS

There are several ways that employees can report hazards. The mostcommon are verbal reports
to supervisors, suggestion programs, a hazard card program, maintenance work orders and
written forms that provide for anonymity. Many larger worksites willuse acombination of some
or all of these systems.

Verbal Reports. At every worksite employees should be able to report hazards to their

supervisors. When the supervisoris properly trained and accepts responsibility for the safety
and health of theworkers under supervision, informal oral reporting can occur naturally. When an
employee's concerns appear valid the supervisor has theresponsibility to either correct the
hazard, request correction by maintenance or ask for assistance from thesafety department.
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Most worksites encourage this type of reporting. Used alone, however, itdoes not provide for
hazard correction tracking. Nor does it enable you to look for trends and patterns. And it
provides little protection from supervisors who may not be sufficiently concerned about health
and safety.

Atvery small worksites, where "everybody knows everything," this verbal system may be all that
is needed. Werecommend, however, thatyou at least adoptasimple written system where the
supervisor makes ashortreport of each hazard reported and the action taken. See Appendix 9-3
for suggested reporting forms.

Suggestion Programs. The most frequently used type of written system is aprogram where
employees are encouraged to make safety and health suggestions. Thisis avery positive
approach. Not only does it provide for reporting unsafe conditions and acts but it also

encourages employees to come up with imaginative new ways of doing things safely and
healthfully. If asuggestion program is used for hazard reporting, however, management must be
surethat collection points are checked several times aday and that suggestions areread atthe
time of collection. This will ensure that identified hazards get corrected in atimely manner.

If the suggestion program is the sole means of reporting hazards or the only written system,
management must encourage employees to usethe system for all types of hazards reporting and
not just for ideas in the " would be nicer if" category.

A hazard card program. Many medium and large worksites develop or purchase aprogram for
employee hazard reporting. One such program includes aformat for training employees in basic
hazard recognition. It uses cards on which employees jot down unsafe conditions and p ractices.
These cards usually are turned in to the safety department for checking and tracking of any valid
hazard correction.

Some workplaces give awards for the highest number of cards with valid concerns turned in over
aspecific period of time. Others have set quotas for number of cards turned in. The success of
these special uses seems to depend upon the "cultural” of the worksite.
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Maintenance work orders. Maintenance usually will haveto be called to make the correction of
unsafe conditions. Somecompanies give every employeetherightto fill out amaintenance work
order. Others allow employees to fill them out but require supervisory sign-off before orders are
sent to the maintenance department.

This system for employee hazard reporting should beused only ifthereis aspecial high priority
safety and health code for maintenance work orders. With such a code the maintenance

supervisoris required to give hazard correction work orders higher priority than maintenance for
production improvementonly. Copies of coded work orders should be carried immediately to the
Safety Department (or person responsible for safety and/or health) so that corrections tracking
can begin.

This special code also helps your safety and health staff look for patterns that may become
apparent over time and that call for closer scrutiny of conditions or practices.

Thework order system for employeereporting of hazards is not sufficient if used alone. Whileit
can lead to correction of hazardous conditions, it cannot correct hazardous practices. And this
system is not useful for encouraging imaginative new approaches to improving conditions and
procedures.

Written Forms. Someofthe systems described aboveinvolvetheuse of forms. The best written
system for your worksite may be onethat you devise especially for employee reports of hazards.
You can allow for anonymity, when desired, by not requiring the reporting employee to either sign
the form or give the completed form to the supervisor. You can post yourresponse to an
anonymous reporton abulletin board in the areamentioned in thereport. For worksheets useful
indeveloping this form, see Appendix 9-3. You can use Example #1 as a two-partform, or you
can use justthe bottom half as the supervisor's form to document verbal reports of hazards.

For all thereporting systems discussed above, some variations will work better for your site than
others. The important points to remember are:

Have a policy that encourages employee reports of hazards,

Make this policy well known and understood,

Protect reporting employees from harassment,

Respond in an appropriate and timely manner,

Track all hazards to correction and

Usetheinformation you obtain about hazards to revise your hazard inventory and/or
to improve your hazard prevention program.
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ACCIDENT/INCIDENT INVESTIGATION

Much has been written about investigating accidents and many elaborate charts have been
devised to assist the investigator. In this chapter we will not attempt to duplicate all the
information readily available elsewhere. A good,comprehensive publication available from the
National Safety Council is "Accident Investigation ... A New Approach,” published in 1983.

Accident/incident investigation is another tool for uncovering hazards that either were missed
earlier or have managed to slip out of the controls planned for them. Itis useful only when done
with the aim of discovering every contributing factor to the accident/incident in order to
"foolproof" the condition and/or activity and prevent future occurrences. In other words, your
objective is to identify root causes.

Definitions. The National Safety Council defines "accident" as "an unplanned, undesired event
that results in personal injury or property damage." It defines "incident" as "an unplanned,
undesired event that adversely affects completion of atask.” Anillness thatresults from asingle
occurrence comes within theterm "personal injury.” This term does not refer to occupational
illness resulting from long-term exposure to health hazards.

What Should Be Investigated? Since all accidents resultin property damage or personal injury,
they should beinvestigated to determine the contributing causes and actions needed to prevent
future occurrences. Sinceincidents couldresultin property damage or personal injury, these
also should beinvestigated. "Near misses" fall into this latter category. This term describes
incidents where no property was damaged and no personal injury sustained, but where given a
slight shift in time or position, damage and/or injury easily could have occurred.

Who Should Investigate? Theusual investigator for allincidents is the supervisorin charge of the
involved area and/or activity. Ataminimum, the safety department or the personincharge of
safety and health should review theseinvestigations and provide for another level of investigation
when:

The incident had very serious results,
The nature of the incident is very complex,
The incident involved more than one supervisor's responsibilities and/or

Theinitial investigation did not clearly establish afull range of contributing factors
and/or preventive actions.

9-11



Many companies use ateam or asubcommittee of the joint employee-management committee to
investigate incidents involving serious injury or extensive property damage. This may supplant
the supervisor'sinvestigation or may serve as a second-level investigation. When ateam or
committee investigates, theteam leader or chairperson must have enough authority and status in
the organization to do whatever is needed.

Training for Incident Investigation. No one should investigate incidents without appropriate
accident investigation training. Many safety and health consultants and professional
organizations provide this type of training. Before you commitresources to training, you might
wantto check the course contents against the information found in the National Safety Council's
pamphlet, "Accident Investigation ... A New Approach." Afteryourinvestigators havereceived
training, you should follow up by checking investigative reports to seeifthe training is being put
to good use.

Results Desired. Theinvestigation report, regardless of length or style of presentation, should
document the full range of facts. Thereportshouldincludethorough interviews of everyone with
any knowledge of theincident. Six key questions should be answered: WHO, WHAT, WHEN,
WHERE, WHY and HOW. Fact should be distinguished from opinion and both should be
presented carefully andclearly. A good investigationis likely to reveal several contributing
factors and it probably will recommend several preventive actions.

You will want to avoid the trap of laying sole blame on the injured employee. Eveniftheinjured
worker accepts blame for making a mistake or not following prescribed procedures the accident
investigator must not be satisfied that all contributing causes have been identified. The error
made by theemployee may not be even the mostimportant contributing cause. The employee
who has not followed prescribed procedures may have been encouraged directly orindirectly by a
supervisorto"cutcorners." Theprescribed procedures may not be practical, or even safe, in the
eyes of theemployee. When engineering redesign mightbe abetter answer elaborate and difficult
procedures sometimes arerequired. In such cases, management errors --notemployee error--
may be the most important contributing causes.

All supervisors and others who investigateincidents should be held accountable for describing
causes carefully and clearly. When reviewing accident investigation reports, the safety
department orin-house safety expert should beon thelookout for catch-phrases, for example,
"Employee did not plan job properly." While such a statement may suggest an underlying
problem with this worker, itis not conducive to identifying all possible causes, preventions and
controls. Certainly,itistoo lateto plan ajob when the employeeis aboutto doit. Further,itis
unlikely that safe work will always result when each employeeis expected to plan procedures
alone.
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Recommended preventive actions should make it very difficult, if notimpossible, for the incident
torecur. Theinvestigativereport should list all the ways to "foolproof" the condition or activity.
Considerations of cost or engineering should not enter at this stage. Top management should
have the benefit of the investigator's complete thinking before making decisions about
prevention. Somerecommended actions will be accomplished immediately. Others may take
time, planning and capital expenditure.

Use of Accident Investigations. The primary purpose of accidentinvestigations is to prevent
future occurrences. Beyond this immediate use, the information obtained through the
investigation should be used to update and revise theinventory of hazards and/or the program for
hazard prevention and control.

ANALYSIS OF PATTERNS

OSHA's Safety and Health Program Management Guidelines list the analysis of "injury and illness
trends over time so that patterns with common causes can be identified and prevented,” as the
last action under Worksite Analysis. A review of OSHA illness and injury logs is the most
common form of pattern analysis. Theselogs are not, however, theonly useful source of such
information. Any records of hazards can be analyzed for patterns. Examples areinspection
records and employee hazard report records.

Pattern Analysis of the OSHA Log of Injury and lliness

Period of time covered. A record being analyzed for patterns must contain enough entries to
allow patterns to emerge. A worksite with few employees or very little hazardous work may
require areview of 3to 5years of records. Because asiteis small or does little hazardous work
does not mean, however, that pattern analysisis useless. Even if an office operation has only one
ortwo injuries each year, a 5-year review may indicate uncontrolled cumulative trauma hazards or
lack of attention to tripping hazards. Larger sites will find useful information in yearly, quarterly
or monthly reviews.

What to look for. Similarinjuries orillnesses indicate a hazard or type of hazard that has not been
controlled yet. Diagnostic clues can betraced by noting wheretheinjuries orillnesses occurred,
what type of work was being done, the time of day, any similarities or equipment, etc. Injuries
need not be identical. They can be, for example, to the same part of the body. Obviously,
repetitions of the same type of injury orillness indicatethat hazard controls are not working
adequately.
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Any clues that suggest a previously unnoticed connection between several injuries of illnesses is
worth further investigation.

Pattern Analysis of Inspection Records and Employee Hazard Reports. Hazard identification
should be occurring more frequently than incidents/accidents. It should be possible, therefore, to
uncover patternsin hazard identification records over shorter periods of time than may be needed
to analyze patternsinincidents. Repeat hazards, justlikerepeatinjuries, mean that controls are
notworking. Upgrading acontrol may be as simple as improving accountability. (Of course, what
is simple is not always easy.)

The causes of hazards can beinvestigated using techniques similar to those developed to find the
causes of accidents. Thethree flow charts in Appendix 9-4 contain the questions to ask and the
paths to trace in searching for the causes of hazards.

SUMMARY

Even after you conducted comprehensive hazard surveys, analyzed e ach workplace change for
hazards, routinely analyzed jobs and/or processes for hazards and developed aprogram of hazard
prevention and control there still will be some hazards in your worksite. These hazards may have
been missed, or measures taken may not have been adequate to maintain prevention or control
over time.

This chapter has examined additional techniques for learning more about these persistent
hazards, their correction and effective and continuing control. Regular site inspections; employee
reports of hazards; accident/incidentinvestigations; and analyses of patterns of iliness and injury,
incidents and hazards will help complete your safety and health program.
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APPENDIX 9-1

10.

11.

12.

13.

14.

15.

16.

SUGGESTED INSPECTION INVENTORY
FOR USE IN DEVELOPING

INSPECTION GUIDELINES OR CHECKLISTS?

Environmental factors (such as illumination, dusts, gases, sprays, vapors, fumes, noise,
air temperature);

Hazardous supplies and materials (such as explosives, flammables, acids, caustics, toxic
materials or by-products);

Production and related equipment (such as mills, shapers, presses, borers, lathes,
grinders, saws);

Power source equipment (such as steam and gas engines, electrical motors);

Electrical equipment (such as switches, fuses, breakers, outlets, cables, extension and
fixture cords, ground connectors, connections);

Hand tools (such as wrenches, screwdrivers, hammers, chisels, files, power tools);

Personal protective equipment (such as hard hats, safety glasses, safety shoes,
respirators);

Personal service and first aid facilities (such as drinking fountains, wash basins, soap
dispensers, safety showers, eyewash fountains, first aid supplies, stretchers);

Fire protection and extinguishing equipment (such as alarms, water tanks, sprinklers,
standpipes, extinguishers, hydrants, hoses);

Walkways and roadways (such as ramps, docks, sidewalks, aisles, vehicle ways);
Elevators, escalators and manlifts;

Working surfaces (such as ladders, scaffolds, catwalks, platforms, sling chairs, desk
heights);

Materials handling equipment (such as cranes, dollies, conveyors, hoists, forklifts, chains,
ropes, slings);

Transportation equipment (such as bicycles, automobiles, railroad cars, trucks, front-end
loaders, helicopters, motorized carts and buggies);

Warning and signaling devices (such as sirens, crossing and blinker lights, klaxons,
warning signs);

Containers (such as scrap bins, disposal receptacles, carboys, barrels, drums, gas
cylinders, solvent cans);
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17. Storage facilities and areas, both indoor and outdoor (such as bins, racks, lockers,
cabinets, shelves, tanks, closets);

18. Structural openings (such as windows, doors, stairways, sumps, shafts, pits, floor
openings);

19. Buildings and structures (such as floors, roofs, walls, fencing); and

20. Miscellaneous.

'Source: National Safety Council
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APPENDIX 9-2

SAMPLE POLICY FOR EMPLOYEE REPORTING OF HAZARDS

Every employeeis expected to watch for and to report any possible hazards to employee safety
and health. You may make your reports by speaking to your supervisor or by submitting a written
reportthrough the (useyour company's name for the written hazard
reporting system). Make your report immediately or as soon as possible.

No employee, at any level, shall discipline or harass any other employee because of reports made
of hazards. Any employee found to have discriminated against another employee for this reason
shall be disciplined.

Remember, YOU are needed to help keep this worksite safe and healthful!

(Signature of top manager at worksite)
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APPENDIX 9-3
SUGGESTED FORMS FOR EMPLOYEE REPORTING OF HAZARDS

EXAMPLE #1 - EMPLOYEE REPORT OF HAZARD

| ewocrwomowewo |

Hazard or problem

Suggested action

Department :
Date:
Hour:

EMPLOYEE: COMPLETE THE ABOVE AND GIVE TO SUPERVISOR

Action taken:

Department:
Date:
Supervisor's Signature _

SUPERVISOR: COMPLETE AND GIVE TO MANAGER

Review/Comments

Manager's Signature Date
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FOLLOW-UP DOCUMENTATION

(Can beused as part of the preceding form or separately in companies whose employees are not
required to put in writing the report of hazard.)

Hazard

Possible injury or illness

Exposure Frequency

Duration

Interim protection provided

Corrective action taken

Follow-up check made on . Any additional action taken?

Signature of Manager or Supervisor
Date

B R e o e e o e e e e e s e e e e e s e e e e e e e e e e

Three month follow-up check made on

Is corrective action still in place?

YES NO
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EXAMPLE #2 - REPORT OF SAFETY OR HEALTH PROBLEMS

_ reomorswevonweumemonons |

DESCRIPTION OF PROBLEM (INCLUDE EXACT LOCATION, IF POSSIBLE)

NOTE ANY PREVIOUS ATTEMPT TO NOTIFY MANAGEMENT OF THIS PROBLEM AND THE
PERSON NOTIFIED

DATE: OPTIONAL: SUBMITTED BY

SAFETY DEPARTMENT FINDINGS

ACTIONS TAKEN

SAFETY COMMITTEE REVIEW COMMENTS

ALL ACTIONS COMPLETED BY
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EXAMPLE #3 - EMPLOYEE REPORT OF HAZARD
I believe that a condition or practice at the following location is ajob safety or health hazard.
Is there an immediate threat of death or serious physical harm? Yes No

Provide information that will help locate the hazard, such as building or area of building or the
supervisor's name.

Describe briefly the hazard you believe exists and the approximate number of employees exposed
to it.

If this hazard has been called to anyone's attention, as far as you know, please provide the name
of the person or committee notified and the approximate date.

Signature (Optional) Date

*kkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk *kkkk

Management evaluation of reported hazard

Final action taken

All actions completed by Initials
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APPENDIX 9-4

HAZARD ANALYSIS FLOW CHARTS
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APPENDIX 9-4

HAZARD ANALYSIS FLOW CHARTS
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APPENDIX 9-4

HAZARD ANALYSIS FLOW CHARTS
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APPENDIX 9-4

HAZARD ANALYSIS FLOW CHARTS
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10. CHAPTER 10

ESTABLISHING THE RIGHT MEDICAL PROGRAM FOR YOUR WORKSITE:
THE OCCUPATIONAL HEALTH DELIVERY SYSTEM

INTRODUCTION

Are you remembering the "health"” in your occupational safety and health program? The
Occupational Safety and Health Act of 1970 aims "to assure so far as possible every working man
and woman in the Nation safe and healthful working conditions ..." Toward this end, OSHA's
Safety and Health Program Management Guidelines strongly urge the identification and control of
health hazards and the implementation of a medical program.

A medical program is another name for the systems that employers put in place to ensure
occupational health expertise within the overall safety and health program. Havingamedical
program does not necessarily mean that you must go out and hire a doctor to work at your
company. There are many ways for you to find and use occupational health expertise. This
chapter will help you decide what will work best for your business.

We call the medical program the occupational health delivery system, or OHDS. This term will
help you remember that acomprehensive program is more than an after-the-factresponseto
work-related injuries and illnesses. Italso includes the activities that uncover the safety and
health hazardsinyour business and that help you formulate aplan for prevention or control. Itis
a management system in the same way that the actions you take to promote safety are a
management system.

You may find itmore difficult to establish the goals and objectives for your OHDS than for the
other parts of your safety and health program. The harm it prevents may not appear obvious at
first. For example, an employee who is experiencing hand pain and who gradually is developing a
cumulative traumadisorder (CTD) may seem to have aless serious problem than the employee
who has asevere cutor broken bone from an accident. But our experienceis that work-related
health problems are no less serious in terms of loss and human suffering than the more obvious
injuries.

An effective OHDS will help reduce all types of safety and health hazards and theresulting injuries
andillnesses. The positiveresults from such aprogram will be measurable by adecreasein lost
workdays and workers' compensation costs. You also can expect this program to help increase
worker productivity and morale.
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WHO SHOULD MANAGE THE OHDS?

You will find that the OHDS works best when managed by occupational health professionals
(OHPs). A physician or aregistered nurse with specialized training, experience and knowledge in
occupational health which will work with you but not necessarily as your employee. This
arrangement works best because safety professionals, industrial hygienists, occupational
medicine physicians and occupational health nurses all have their own areas of specialized
knowledge. You cannot expectto get all theinformation and service your safety and health
program needs from only one type of specialist. If you tried, you mightoverlook or mis-identify a
dangerous hazard in your business.

Appendix 10-3 contains adescription of the different ways that physicians and registered nurses
receive specialty training in occupational medicine and health and the different services thatthey
can provideyou. Chapter 12 contains information about some of the services you can get from
safety professionals and industrial hygienists.

WHAT SERVICES DO YOU NEED FROM YOUR OHDS?

Thereisno suchthing as astandard OHDS. Thereis no substitute for examining the special
characteristics of your business and developing an OHDS thatis right for you. These special
characteristics include:

The actual processes in which your employees are engaged;

The type of materials handled by your employees;

The type of facilities where your employees are working;

The number of employees at each site under consideration;

The characteristics of your work force, such as age, gender, ethnic group and
educational level; and

The location of each operation and its distance from health care facilities.

As you look at the characteristics of your employees and workplace, you should be asking
yourself questions such as:

Are there hazards in the process, materials or facilities that make it likely that
employees will get sick, hurt or will suffer abnormal health effects from their work?
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Are there so few employees that onsite occupational health resources are less
practical than off-site contract services? Arethere so many employees thattime and
money will be saved by installing onsite resources?

Arethere special characteristics of the workers that make them more vulnerable to

illness or injury or less likely to understand the safety and health hazards of the
worksite?

You should be aware that under the Americans with Disabilities Act (ADA) employers may require
employees to submitto medical examination only when justified by business necessity. Itis our
judgment that a health and safety concern qualifies as abusiness necessity. Theresults of any
medical examination are subjectto certain disclosure and record retention requirements (see Part
1910.120 of Title 29 of the Code of Federal Regulations), but also are subject to confidentiality
requirements of the ADA. The ADA's employment-related provisions are enforced primarily by the
U.S. Equal Employment Opportunity Commission.

Is there anything about the workplace that makes it important to have occupational
health assistance closer or more rapidly obtainable?

Answering these questions will putyou in a better position to decide which OHDS services you
need. The services are listed below. Appendix 10-1includes some examples of how different
companies of varied sizes tailor their OHDS activities.

THE RANGE OF OHDS FUNCTIONS

There are three basic types of OHDS activities:

1. Prevention of hazards that cause illnesses and injuries,
2. Early recognition and treatment of work-related illness and injury, and
3. Limiting the severity of work-related illnesses and injury.

Preventing Hazards

Make sure that your safety and health policy shows that you are as concerned about
your employees' health as their safety. (See Chapter 2.)
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Make sure that qualified OHPs help you identify the hazards and potential hazards of
your workplace. (See Chapter 7.)

Use OHPs inthe development and presentation of health training and other preventive activities,
including the various measures required by OSHA's Bloodborne Pathogens standard. (See
Chapter 11 and OSHA Publication 2254, " Training Requirements in OSHA Standards and Training
Guidelines™).

Remember thatitis yourresponsibility to determine if you have employees who fall within the
scopeoftheBloodborne Pathogens standard and to make arrangements for compliance for these
employees. Staff nurses, physicians and emergency response personnel arecovered by the
standard, even where no other employees appear atrisk of occupational exposure to infectious
diseases. (For moreinformation on this standard, see OSHA Publication 3127, "Occupational
Exposure to Bloodborne Pathogens.")

Provide professional occupational health expertise as aresource to your safety and
health committee. (See Chapter 4.)

Be suretoinclude your OHDS in your annual self-evaluation. (See Chapter 12.)

Early Recognition and Treatment

Use OHPsto help you decide, on the basis of existing or potential hazards at your
workplace, when you may need to conduct baseline and periodic testing of your
employees and new hires for evidence of exposure. This is called "health
surveillance" and is required by some OSHA standards for specific types of
exposures.

Use OHPs to do the testing needed for health surveillance.

Make surerecords are kept of employee visits to first aid stations, nurse's office,
contract clinic or hospital. Have an OHP review the symptoms reported and the
diagnoses to seeifthere appearto be patterns that indicate an occupational health
problem.

Provide first aid and CPR assistance through properly trained employees on every
shift. Make surethatthese employees keep up their certifications and that they
receive adequate training in the hazards specific to the worksite. The Occupational
Exposure to Bloodborne Pathogens standard (Part 1910.1030) outlines specific
training requirements for employees expected to render first aid at work. Itis essential
that employees understand the hazards from bloodborne communicable diseases and
how to protect themselves.
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Make surethat the OHPs whom you use have current credentials, have had recent
occupational health continuing education, and understand the hazards of your
worksite. These standards will help ensure their ability to recognize early symptoms
of occupational health problems and begin prompt and appropriate treatment to
prevent disability.

Make sure that standardized procedures -- called "protocols” in the medical
community -- are used throughout your occupational health delivery system,
particularly if you are using more than one contractor for health services. (For more
information, see Appendix 10-5).

Have one of the OHPs keep your employeeinjury and illness records, whenever
feasible. Make sureyourrecordkeeping system effectively ensures the confidentiality
of individual employee medical records.

Limiting Severity

Coordinatetheemergency response of all responsibleindividuals o r departments at
your worksite and of all emergency organizations off the worksite, such as the fire
department, any contractual organization or anearby community hospital. Everyone

needs to know exactly what to do and what to expect from others. (See Chapter 8 and
OSHA Publication 3088 (revised 1991), "How to Prepare for Workplace Emergencies.")

Maintain contact through your OHP (whether you are an employee or provided by
contract) with any employee who is off work due to an occupational illness or injury.

Keepintouch with the practitioner providing treatment and careto ensure that the
treatment is appropriate and that the employee is responding as expected.

Useyourregistered nurse or physician to help advise an employee who is off work for

an extended period about workers' compensation rights and benefits and ongoing
care.
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Usethese OHPs to provide evaluation aimed at determining whether an employee can
resume full duty after injury orillness or whether work duties need to be modified.

Consult your physician or registered nurse for help with the development of amodified
duty position to ensure thatthe employee can perform the work and benefit from
feeling productive again

Develop and deliver health carein accordance with Federal and state regulations, for
example, OSHA standards, workers' compensation laws and public health regulations.

SUMMARY

Your business' medical program, what we call its occupational health delivery system, is an
important part of your safety and health program. It can deliver service aimed at preventing
hazards that can causeillness and injury, rapidly recognizing and treating illness and injury, and
limiting their severity.

To determine which of these services are appropriate, you need to consider your business'
special characteristics. Theseincludethetype of processes and materials your employees work
with and the resulting or potential hazards. Other things to consider are the type of facilities in
which employees work, the number of workers at each site and the characteristics of this work
forcesuch as age, gender, cultural background and educational level. The location of each
operation and its nearness to a health care facility also are important.

Whether you hire or contract with an occupational health professional, make surethis person has

specialized training, experience and up-to-date credentials. Then usethat professional to help
you develop and deliver the services you have chosen.
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APPENDIX 10-1

EXAMPLES OF OCCUPATIONAL HEALTH DELIVERY SYSTEMS

Here are three examples of OHDSs at large, medium and small workplaces. The firstis a
manufacturing firm with about 1,800 employees divided between two locations. Thesecondisa
meatpacking company employing about 500. The last exampleis asmall, independent janitorial
service with 35 employees. These examples show that each company's service needs are
individual and that their methods for providing the services are best provided by people whom
you hire as your own employees; in other situations, it may be better to contract for these
services. Inour examples, notice that sometimes employers use community agencies to supply
services. Using community agencies may save you money.

BACKGROUND INFORMATION ON THE SAMPLE COMPANIES

Company One. One thousand of the workers employed by the larger manufacturing company are
atone site, wherethe components of their major product are manufactured. A second site, five
miles away, has 500 employees and includes aline where the components are assembled. Alsoin
that building are the facility's maintenance department and agarage wherethe company trucks
other vehicles are parked and serviced. Atthat same site, butin adifferent building, are the
executive offices that house all the administrative divisions, such as accounting, human
resources, marketing and a small showroom.

The manufacturing siteis 17 miles from the nearest medical facility. The light assembly and
administrative siteis 12 miles from the nearest medical facility. The company runs two shifts,
each eight hours. These are aday shift and an evening shift. There aretwo security personnel
working alone from midnight to 7 a.m.

Company One employs a safety professional to head its safety department and an occupational
health nurse practitionerto head its OHDS. Both departments have other professional and non-
professional staff to supportthe department heads. The safety department and OHDS both have
offices at the manufacturing site.

Company Two. Company Two, the meatpacking company that employs 500 workers, has 460
people working in the slaughter department and the department where carcasses are dismantled.
Thesedivisions operateon aday shift of 10 hours. In addition, there are 20 people who perform
plant sanitation and maintenance functions on an overlapping evening shift. There also are 20
employeesin supervisory positions and in administrative positions such as personnel, payroll,
and safety and health.

The plantis seven miles from the nearest health care facility. The company employs a full-time
occupational health nurse (registered nurse) and a full-time safety director.

Company Three. Company Three, the small, independent janitorial agency, provides cleaning and
light maintenance services forcommercial buildings. There are 35 employees: the owner-
manager, three clerical support personnel, an evening supervisor, and 30 service personnel - 20
men and 10 women. The service personnel report to a central office from which they are
dispatched inteams of two or threein company vans. The service personnel all work on evening
shiftfrom 5p.m.to 1:30 a.m. Two of the clerical employees work a day shift,9a.m. to 5:30 p.m.
One clerical employee works a shift that spans the day and evening shifts. Thesupervisor works
the same evening shift as the service personnel.

10-7



No safety, industrial hygiene or occupational health professionals are employed by this company.

In the sections below you will find major portions of an OHDS and descriptions of our three
sample workplaces' handling of these tasks.

HAZARD ANALYSIS

Company One. The basic work of providing acomprehensive assessment of hazards (see Chapter
7)was done by acommittee composed of the safety director of manufacturing, the supervisor of
maintenance and two line employees, one from day shift and one from evening shift. In addition,
aconsultation was requested from the liability insurance company's loss control division. The
consultation was conducted by an industrial hygienist who confirmed the need to monitor for
noisein the manufacturing area. She also helped the occupational health nurse practitioner and
the human resources director write job descriptions for the major employee classifications. The
descriptions emphasized important safety and health considerations such as the amount of
weight lifted and the chemicals handled.

A second consultation was obtained from the department of occupational medicine atthe nearby
university. The occupational medicine physician suggested adesign for an optional health
surveillance program for cumulative traumadisorders (CTDs) inthe shoulders, arms and hands of
the employeesinlight assembly. The programis designed to use personnel and otherresources
already available at the company.

Company Two. The meatpacking company's safety and health committee consisted of the safety
director, the occupational health nurse,asupervisor and four hourly employees, one each from
the slaughter, fabrication, sanitation and maintenance departments. This group's hazard
assessmentincluded basic safety and industrial hygiene evaluations as well as acomplete
ergonomic review following the "OSHA Ergonomic Program Management Guidelines For
Meatpacking Plants.”" Their assessment included a check for potential exposures to
communicable diseases from the slaughtered animals. The committee developed a list of
guestions about safety and health conditions and potential hazards in the plant. To answer these
guestions the committee performed a series of walk-throughs and employee interviews.

In addition, the safety director and the occupational health nurse analyzed the actual jobs being
performed by line employees for potential ergonomic problems. OSHA's ergonomic guidelines
helped them identify those positions that involve the specific activities associated with the
development of CTDs. Furthermore, they reviewed all of the material safety data sheets (MSDSSs)
for all the chemicals used for cooling and sanitation at the plant.

Company Three. Atcompany three the owner-manager of the janitorial service was aware, from
reading the newspaper, that OSHA was enforcing protective measures for workers exposed to
ergonomic hazards. She contacted the OSHA-funded, state-run consultation serviceand received
information about the criteriathat were being used for enforcement. This information guided her
in organizing amanagement system that would meet the enforcement requirements. Atthe
owner's request, consultation personnel examined this system and other aspects of the

company's safety and health program, including the hazards to which employees were exposed.
They helped develop protection against the hazards found and recommended a CTD training
program with an emphasis on back injuries. They alsorecommended adriver safety program.
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EMPLOYEE TRAINING

Company One. The safety director and the occupational health nurse practitioner designed
training programs to be delivered during employee orientation. The programs inform the
employees aboutthe company's safety and health policies and program and alert them to the
specific hazards in their jobs and what they need to do to protect themselves. The trainingis
conducted by safety department and OHDS staff members who have been prepared by taking
special train-the-trainer courses. Employees areinvited to contact the safety director, the
occupational health nurse practitioner or their supervisors if they have further questions. The
training includes ashorttest attheend to demonstrate that the employees understand their
specificrisks and how to protect themselves. Thereis aregular schedule for follow-uptraining.

Becausethe plants of Company One are more than 10 minutes away from the nearest medical
facility, the decision was made to establish emergency responseteams in both locations and on
both shifts. The teams are set up on avolunteer basis and consist of five employees per shift per
location plus all the security personnel. The company contracts with the American Red Cross to
providetraining and refresher classes in first aid and cardiopulmonary resuscitation (CPR) at the
workplace.

Becausethe emergency response team membersinthecourse of their duties could be exposed
to infectious diseases such as hepatitis B and AIDS, they are covered by OSHA's Bloodborne
Pathogens standards. Consequently, in addition to the training required by the standards, they
also have been offered the hepatitis B vaccine, personal protective equipment to protectthem
against exposure has been selected and distributed to them by the occupational health nurse
practitioner.

Company Two. Management decided to conduct the employee training program using their own
company personnel. The safety director designed the training program to address hazards such
as fire, walking surfaces, cuts, elevations and ammonialeaks. The occupational health nurse
designed training that promotes hygienic practices toreduce the possibility of exposureto
biologic hazards such as brucellosis, anthrax and Q fever associated with animal handling. In
many respects the activities performed by the workers to protect the meat from contamination, as
required by the U.S. Department of Agriculture, also protectthem. Wherethisis notthe case, the
program is designed to emphasize what employees need to know and do to protect themselves.
The nurse also developed material that informs the employees about the early signs and

symptoms of CTDs and ways to help prevent them.

The occupational health nurse and the safety director at the meat packing company together
instruct the employees about the chemical and temperature hazards associated with the industry.
Additional classes are held for the clerical, sanitation and maintenance workers. Supervisors also
aretrained torecognize the early symptoms of ergonomic problems so they can encourage
workers to report these problems as readily as other injuries or illnesses.
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Fivevolunteers from each plant areaor unit and all the supervisors from each shift make up the
company's emergency responseteam. A commitment of oneyearis expected of members of the
team. These employees are covered by OSHA's Bloodborne Pathogens standards. They all were
given first aid training thatinclude instruction and practicein how to protect themselves from
exposureto bloodborne pathogens such as the hepatitis B and AIDS viruses. Retraining occurs
for all team members at the anniversary date, when new members are added.

Company Three. At company three the state OSHA consultation office suggested contracting
with anearby occupational health clinic, already providing work-related employee health services,
toconducttraining in the prevention of CTDs with an emphasis on back safety. In addition, the
employees are informed about the contents of the cleaning solutions they are using along with
proper mixing techniques and the use of gloves and protective eye glasses. The MSDSs, which
listtoxicingredients, are explained, and employees are told where these documents are kept.

The initial class was provided at the janitorial service company's central office. Sincethen new
employees areinstructed at the clinic as part of their pre-placement physical examination and
orientation. Finally,the owner received booklets promoting safe defensive drivingand the use of
seat belts from the Automotive Occupant Restraint Council. These booklets were distributed to
all current employees and areincluded in the orientation materials for all new employees. The
employer plans to develop and distribute to all employees a brief self-testbased onthebooklet.

The employer encourages the service personnel to take abeginning first aid course offered
through alocal municipal adult education program by granting paid time for the class. The
evening supervisor was r equired to takethe beginning and advanced first aid course. Eachvanis
supplied with afirst aid kit, as is the office. The service employees areinstructed to report all
injuries and illnesses to the supervisor atthe end of their shift or sooner by p honeifthey think
that the problem requires the employee to go to a nearby emergency room or contract
occupational health clinic.
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HEALTH SURVEILLANCE

Company One. Machines in two departments were extremely noisy. The safety director designed,
and the maintenance department constructed, double layered sheet rock walls with sound
reducing baffles between them around the two machines. Then the company contracted with an
industrial hygienistto perform an environmental sound survey. This survey showedthat, even
after construction of the sound baffles, the noiselevelin one of the departments was still too
high. The company also contracted with anearby audiologist to perform baseline puretone
hearing testson all currentemployees. New employees forthe department designated as too
noisy are tested as part of their orientation. Therequired annual audiometric testing is done by
this same audiologist. The occupational health nurse practitioner conducts the education
program about hearing conservation. She also did the research necessary in order to purchase
the best hearing protectors for the employees.

Company Two. They consulted with the occupational medicine physician to develop a CTD
surveillance program. As oneresult, the physician made the portion of the pre-placement
physical examination that dealt with the upper extremities and the back more detailed for the
workersinthe slaughter department and the division where carcasses are dismantled. Atthe six-
month and one-year anniversary dates randomly selected employees are invited back to be
reexamined. Examination results that indicate early development of CTD arereported to the
employees, and management is informed about which positions need further evaluation.
However, no personal information thatidentifies particular employees is released to management.

Company Three. Company Three had no need of health surveillance.
ANALYSIS OF EMPLOYEE USE OF THE OHDS.

Company One. A clerk in the OHDS officeis assigned to enter information about each employee
visitonto aspread sheet thatincludes the date, thetime of day, the employee's department, the
employee's complaint and the treatment rendered. Totals from the graph are examined by the
occupational health nurse practitioner every month. Any unusual clusters of complaints are
investigated by the safety committee.

Company Two. Atcompanytwo theoccupational health nurse maintains aspread sheet of all
employee visits to the health office. Shecombines this information with that received from the
contract occupational medicine physician to form areportthatis presented to the safety and
health committee each month. Thisreport and the accidentreports becomethe basis for special
safety and health emphasis programs within the company.

Company Three. For company threethe contract occupational health clinic sends a monthly
statement to the employer that summarizes all bills that have been submitted to the company's
workers' compensationinsurance carrier. This summary includes both diagnostic and treatment
information. The employer analyzes thisinformation for trends ininjuries and illnesses as one
way of determining if employees are being exposed to identified hazards, if hazards exist that
have not been identified or if employees need more training about hazards.
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ESTABLISHING STANDARD PROCEDURES

Company One. The occupational health nurse wrote procedures for the "first aiders” to use when
administering first aid, CPR and emergency transfer of ill orinjured workers. She also wrote
procedures that describethe standardized assessment and onsite treatment that she uses for
employee illnesses or injuries and for all health surveillance programs.

Company Two. At company two the occupational health nurse and the contract occupational
medicine physician worked together to write procedures for all the treatment given in the OHDS
office,including the dispensing of over-the-counter medications. They also wrote procedures for
hygienic practices forthe employees exposed to biologic hazards. These procedures were
intended to ensure that employees do not consume food, beverages and tobacco products with
contaminated hands, and thatthey do not accidentally contaminate their street clothes or shoes
beforeleaving the plant. Thesafety director and the occupational health nurse developed
procedures for ensuring that the employees of contractors performing pest eradication operations
do not accidentally expose employees to pesticides. Finally, this same team developed
procedures thatincluded proper work techniques and frequent knife sharpening to prevent
ergonomic problems.

Company Three. Forcompany threethe state OSHA consultation staff worked with the owner to
develop standardized procedures for first aid and emergency situations. They also wrote specific
procedures for mixing and using all the cleaning solutions using the buddy system for lifting
heavy objects and rotating tasks involving lengthy repetitive motions such as vacuuming.
Discussion of the procedures is included in the new employee orientation.

EARLY RECOGNITION AND TREATMENT

Company One. The occupational health nurse practitioner who heads this department has

graduate level training in assessment and management of occupational illnesses and injuries.
She is licensed to treat many of the employees' occupational injuries and illnesses using
previously approved standard procedures. Areferral relationship has been established by
contract with alocal hospital that has an emergency room and an occupational medicine clinic.
Employees with illnesses orinjuries that are assessed by the nurse practitioner which are too
severeto betreated onsite are transferred to the emergency room. Those employees who are
receiving treatment by the nurse practitioner and donotrespond as expected arereferred to the
occupational medicine clinic. In this way, a majority of the company's work-related injuries and
illnesses are treated within the OHDS.
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Company Two. Company two has a policy that encourages employees to promptly report
symptoms of illness and injuries to the occupational health nurse. The nurse treats minor
illnesses and injuries in the plant health office using dressings, ice and over-the-counter
medications. Sherefers more sever problems to the contract physician. This nurse has taken a
continuing education coursein therecognition and conservative treatment of CTDs and is able to
implement early treatment and referral. She alsois ableto review preventive measures with the
employees at each visit.

Company Three. Atcompany threethe contractclinic's medical director has completed a mini-
residency in occupational medicine and has ample knowledge of the risks to which this
company's workers could be exposed.

MEDICAL CASE MANAGEMENT

Company One. The occupational health nurse practitioner works with the personnel manager to
develop acase management system for all employees who are off work with illnesses or injuries
lasting more than five days. The system consists of amethod for prompt treatment authorization,
areferral list for second opinions, assistance in filling out insurance forms, communication with
theinsurance carrier to ensuretimely benefit payments, and ongoing contact with the employee
and the family.

Company Two. Atcompany two the occupational health nurse and the contract occupational
medicine physician maintain close communication about all employees with work-related injuries
andillnesses that arenotresponding to treatment as expected. The occupational health nurse
ensures that specialistreferrals occur promptly. The nurse practitioner also works closely with
the supervisors, proposes modified duty positions and clears these work proposals with the
treating physician. This facilitates employees' returning to work as soon as possible.
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Company Three. Atcompany threethe owner functions as the human resources director as well
as the manager. As such, sheis in close contact with any employee who experiences lost
worktime related to industrial injury or illness. She does not, however, have access to her
employees' individual medical records, which are maintained confidentially at the contract
occupational health clinic. She considers this adequate case management. Her workers'
compensationinsurance carrier assists her by providing information about helping injured and ill
workers returntowork quickly. The suggestions have prompted hertoincreasethe frequency
with which she makes telephone contact with these employees.

COORDINATION FOR EMERGENCY SERVICES

Company One. The safety director, the occupational health nurse practitioner and the head of the
security department worked together to develop a system whereby all employees in each
department know their exact responsibilities in the event of an emergency. They also discussed
their plan with the local fire department that will be responding to emergency calls.

Company Two. At company two the occupational health nurse practitioner and the safety director
head the team and respond to each emergency. The plant receptionistis responsible for
contacting outside emergency organizations and isincluded in the emergency response team
meetings.

Company Three. Atcompany three because employees move from one workplace to another
instead of having a fixed worksite, no special arrangements were made with emergency
organizations. Thecompany, however, did make its own emergency preparations (discussed
under "Employee Training.")
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RECORDKEEPING

Company One. The OSHA 200 Log, the MSDSs and the results from the noise surveillance are
maintained in the OHDS office, wherethe occupational health nurse practitioner can answer
employee questions. All employee visits to the OHDS office are documented in theindividual
employee medical record.

Company Two. At company two the OSHA 200 Log, the MSDSs and the results from the CTD
surveillance are kept in the OHDS office, where the occupational health nurse can answer
employee questions. All employee visits to the OHDS office are documented in the individual
employee medical record.

Company Three. At company three the OSHA 200 Log and the MSDSs are maintained by the
owner and are available for the employees to seeuponrequest. Individual employee medical
records are kept at the contract occupational health clinic and remain confidential.

For more detailed information about recordkeeping, see Appendix 10-2.
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SUMMARY

The examples demonstrate how three different employers provide OHDS services using a
combination of in-house resources, sub-contractors and governmentagencies. Some of the sub-
contractors bring their services to the premises, whilein other situations the employees travel to
the contractor. In each case the employer has selected services based on the special
characteristics of the business process, the potential exposures within that process, the business
location and the employee population.

Each OHDS includes activities aimed at the prevention of exposures, the early recognition and

treatment of work-related illnesses and injuries, and areduction inthe severity of and potential for
disability from work-related illness and injury.
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APPENDIX 10-2

RECORDKEEPING

OSHA requires that certain records be kept. Employee visits to the health office or to an off-site
clinic or health care professional's office will generate additional records. Maintaining your
records using theresources of your OHDS is agood idea. The occupational health professionals
connected with your OHDS have the training to answer your employees' questions about these
records and to decide whether their complaints are work-related.

What follows is adescription of the health-related records that you should have in your business.
Itis meantto giveyou enough information to decide if you want to manage these records within
your OHDS. You need to consultthe standards or the other references for more details. The
Code of Federal Regulations (CFR) numbers or publication titles have been included for your
convenience. For further assistance, contact the OSHA-funded, state-operated consultation
service.

OSHA-200 LOG

OSHA requires that you keep track of all the work-related injuries and illnesses that occur at your
worksites. OSHA Form 200, often called the OSHA-200 Log, is used for this purpose. Another
form, the "Supplementary Record of Occupational Injuries and llinesses" (OSHA Form 101), or its
equivalent, also must be kept. Employers often use the "First Report of Injury,” required by the
workers' compensation system, as this supplementary record.

THE OSHA RECORDKEEPING STANDARD, 29 CFR 1904

This standard also tells how long you must keep therecords and how you are to inform your
employees abouttheinjuries and illnesses occurring in your company. For more information, see
this standard and the Bureau of Labor Statistics' 1986 guidelines entitled "A Brief Guide to
Recordkeeping Requirements for Occupational Injuries and lliness,” or the more comprehensive
"Recordkeeping Guidelines For Occupational Injuries and llinesses" (both published as OMB
1220-0029).

ENVIRONMENTAL AND EMPLOYEE HEALTH MONITORING RECORDS

When you do any type of environmental monitoring, such as air sampling, OSHA requires that you
keep theresults. If you testemployees for exposureto hazards you must keep this information
also. The publication "Access To Employee Exposure and Medical Records," 29 CFR 1910.20,
tellsyou thatemployees and their representatives must be allowed to see and copy therecords,
and indicates how long the records must be kept.

RECORDS REQUIRED FOR SPECIFIC HAZARDS

OSHA hasissued anumber of standards specifying things that you must do when your business
involves certain hazards. Often thisincludes testing employees and the workplace for signs of
the hazard. When this isthe case, the standard also tells how long you must keep theresults of
the tests. Three examples of this type of standard are the bloodborne pathogens standard, 29
CFR 1910.1030, the asbestos standard, 29 CFR 1910.1001(m), and the occupational noise
exposure standard, 29 CFR 1910.95.

HAZARD COMMUNICATION

The Hazard Communication Standard addresses more than recordkeeping. Ittells you how you
must communicate to your employees and your community about the chemicals you use or make
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in your business. Because the standard requires that you keep certain documents and
communicate certain information, we will discuss it here.

The standard says, among other things, that you must keep alist of all hazardous chemicals
present atyour worksites. You must have labels and signs to warn people about these chemicals.
You must have material safety data sheets (MSDSs) for all hazardous chemicals. MSDSs provide
information from the manufacturer abouttheingredients and health effects of achemical. In
addition, employees must be trained about the chemicals towhich they are exposed. Thetraining
mustinclude information about what you are doing to protect employees and what they need to
do to protect themselves. (See 29 CFR 1910.1200.)

INDIVIDUAL EMPLOYEE HEALTH RECORDS

Employee visits to the health officewill generaterecords that should be keptin order to document
what treatmentis being provided and how the employeeisresponding. This dataalso can be
analyzed by an occupational health professional seeking to uncover unrecognized hazards.

An important reminder: The confidentiality of individual employee health information is a
fundamental concept of good occupational health practice. Moreover, your employees' legal
rights to privacy extend to information that may be contained in their workplace h ealth records.
Therefore, access totheserecords should be controlled by health professionals who understand
therequirements of confidentiality and the circumstances under which disclosure may be made.
Itis not proper for an employer toreview individ ual employee health records. Should an employer
wish to examine health information, for example, in order to spotinjury orillness trends, this
review must be limited to anonymous aggregate data. Such datacan be compiled by the health
professional who controlstheindividual employeerecords or by another personwhois properly
authorized to examine the records.

10-18



APPENDIX 10-3

QUALIFICATIONS OF OHDS PERSONNEL

Onceyou have decided which safety and health services you wantto provide through your OHDS
you need to decide who will provide the services. There are several factors to consider:

Your OHDS must be organized so thatthe personnel providing the services are not
working alone when state law requires that they be supervised by aregistered nurse
or physician.

The occupational health professionals you use must have specialized, up-to-date
training or experience in the methods of occupational health care.

You must choose whether to hire OHDS personnel as your own employees or whether
to contract outside your company for their services.

OCCUPATIONAL HEALTH PROFESSIONALS

Occupational health professionals are medical doctors (MD), doctors of osteopathy (DO), and
registered nurses (RN). They hold alicenseto practice their professions, and they areentitled to
practiceindependently under this license, using the standard procedures described in Appendix
10-5.

Occupational Medicine Specialists. Occupational medicine specialists are medical doctors (MD)
ordoctors of osteopathy (DO) who have additional training or experiencein thetreatment of work-
related illnesses and injuries. This training or experience can be acquired in different ways:

A number of universities offer residency programs that enable MDs and DOs to
become board certified in occupational medicine through the American Board of
Preventative Medicine.

Professionals graduating from schools of medicine or osteopathy before January 1,
1984, may qualify for board certification by the "alternative pathway." Thisinvolves a

combination of education and practical experience in the field of occupational
medicine.

Shorter programs, called mini-residencies, offer academic training in occupational
medicine.

MDs and DOs can obtain advanced education in occupational medicine by taking
continuing education courses.

There are MDs and DOs working in occupational medicine who have gained advanced
knowledge through experience working in the field for extended periods.

A qualified occupational medicine specialist should be capable of performing or managing all the
OHDS activities described in Appendix 10-1.

Occupational Health Nurses. Occupational health nurses areregistered nurses (RN) who have
received specialized training in occupational health. Like physicians with specialties in
occupational medicine, occupational health nurses may gain this training through formal college
programs, continuing education or experience working in the field. Aregistered nursing license
allows nurses to perform many health evaluation and care functions independently. An
occupational health nurse should be capable of performing or managing most of the OHDS
activities described in Appendix 10-1.
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Nurse Practitioners. Nurse Practitioners areregistered nurses who have completed formal
advanced training in p hysical assessment and the management of minor, stableillnesses and
injuries. In most states, they are licensed or certified for advanced practice by state licensing
boards. Nurse Practitioners perform many health evaluation and care activities independently.
They perform physical exams; diagnose health problems using laboratory tests, x-rays or other
tests; and treat employees who areill orinjured. In most states, Nurse Practitioners perform any
other activities using written protocols developed collaboratively with a physician. Nurse
practitioners can take additional training and specializein the treatment of occupational ilinesses
and injuries. When working with standard procedures, nurse practitioners should be capable of
performing all the OHDS program activities described in Appendix 10-1.

SUPPORT PERSONNEL

Support personnel can provide more limited services. They havereceived specific training and
usually are certified or licensed by the educational institution where they received the training.
Sometimes licensing or certification is granted by the state. The scope of practice for support
personnel requires that they work under the supervision of licensed health professionals except
when delivering first aid. Licensed vocational nurses (LVNs), licensed practical nurses (LPNSs),
emergency response personnel (sometimes called emergency medical technicians or EMTs), and
first aid personnel are in this category.

Licensed Vocational and Licensed Practical Nurses. LVNs and LPNs are licensed by state
agenciesto perform certain health care activities. Theseinclude taking blood pressures and
applying dressings. These persons must practiceunder the supervision of aphysician or a
registered nurse.

First Aid and Emergency Response Personnel. "First aiders"” perform the function of first
response. They provide temporary treatment until care of the ill or injured person can be
transferred to someone with more advanced training. Thisincludes performing treatments such
as splinting and applyingiceor pressuredressings, and also transporting theill orinjured. A
person does not need abackground of formal health care educationto betrained in first aid and
cardiopulmonary resuscitation (CPR). A certification in first aid usually is granted by training
providers such as the American Red Cross after the student completes astandard curriculum and
demonstrates competence. When employers assign first aid responsibilities to their employees,
proper training, certification and regular updating of theinstruction areimportant: even first aid
techniques can be harmful when done incorrectly.

CPRsometimesisincludedin first aid courses, but aseparate class may have to be taken. CPR
isthe act of providing temporary, life-sustaining artificial circulation and respiration when these
functions have stopped. Itis performed before and during the stricken person's transferto a
medical facility. As with first aid, persons completing CPR training are certified by the
organization offering the training. CPR performed incorrectly can injurethe person receiving it.
When employers use employees as "first aiders" and expectthem to perform CPR, the employees
must be thoroughly trained, and this training must be updated at least annually.

WARNING: Itis possiblefor personsrendering firstaid or CPRto be exposed totheviruses that
cause hepatitis B and AIDS. Thisis because the "first aider" can come in contact with body
fluids, such as blood, that might contain these viruses. Because of this potential for exposure, all
employees with first aid or CPR duties are covered by the full scope of OSHA's Bloodborne
Pathogens standard, 29 CFR 1910.1030. The standard requires that an employer train these
employeesin how to protectthemselves from potentially infectious body fluids. Italso requires
that the employer provide personal protective equipment, offer the hepatitis B vaccine, provide
medical follow-up or any occupational exposure, and meet other requirements.

Emergency response personnel, sometimes called emergency medical technicians (EMTs), have
received advanced training in first aid, CPR and other life support techniques. With certain
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restrictions, they can perform sophisticated emergency procedures and transportill and/or
injured people.

The OHDS should retain records of the original training, licenses, update courses and certification
of all employees participating in the delivery of occupational health services, including first aid,
CPR and/or emergency response activities. The Bloodborne Pathogens standard requires that all
training records be kept for 3years and that therecords contain training dates, the contentor a
summary of the training, names and qualifications of trainers, and names and job titles of
trainees.

Like other employees with first aid responsibilities, EMTs are covered by the full scope of OSHA's
Bloodborne Pathogens standard.
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APPENDIX 10-4

EVALUATING THE QUALIFICATIONS OF HEALTH CARE PROFESSIONALS

Whether you chooseto employ professional health care personnel or to contract with outside
vendorsitisimportant to evaluate their qualifications. Remember that occupational health
professionals are people selling aservice. You should use the same smart consumer skills with
physicians and registered nurses that you apply to anyonewho is trying to sell you something.

Here are some questions to ask prospective professional health care providers:

What type of training has the health care provider had?

- Physicians:
Graduation date - note all degrees;
Request a copy of current MD or DO license;
Types of specialization certification;
Years of experience in occupational medicine; and
Titles of continuing education courses taken in the last two years.

- Reqgistered Nurses:
Graduation date - type of degree;
Graduate degrees;
Types of specialization certification;
Years of experience in occupational health;
Titles of continuing education courses taken in the last two years; and
Copy of current RN license.

In what type of industries has the prospective health care provider had experience?

What kind of information does the prospective health care provider wantto know
aboutyour business? A prospective health care provider should ask questions about
the following:

- Your work processes;

- Your known or potential hazards;

- Your facilities, type and location;

- Number of employees;

- Standards and/or regulations that apply in your business;
- Health surveillance programs, current or past;

- Collective bargaining contracts;

- Any previously issued OSHA citations;

- Existence and specifics of a safety and health policy;

- Current method of providing OHDS services; and

- Other health care providers involved in providing services.

What does this provider know about OSHA recordkeeping requirements?

Given the above information, what would this provider do to contribute to the
improvement of your safety and health program?

Can this provider provide references?

Has there ever been an OSHA inspection in afacility with which this provider was
associated? What was the outcome of that inspection?
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APPENDIX 10-5

PROTOCOLS: ESTABLISHED STANDARDIZED PROCEDURES

Protocols are written, standardized plans for providing medical treatment. They are comparable
to the standardized procedures that you already may usein some areas of your business, such as
your system for maintaining accounts or servicing company equipment. Your OHDS needs aset
of protocols: written procedures for treatment of work-relatedillness andinjury, forresponseto
emergency situations, for collection of datafrom health surveillance programs and for all the
other activities of your medical program.

These standardized procedures are not meant to interfere with an occupational health
professional's treatment of work-related injury and iliness. They are aimed at ensuring the early
detection of work-related health problems through consistent and thorough evaluation of
employee health complaints.

Standardized procedures also promote the use of themostup-to-datetherapies for work-related
illness and injury. They are particularly importantif you are using several contractors to provide
your company's OHDS services, because they help ensure that all your employees receive the
sametype of care. (See Appendix 10-1forideas on how and when employers sometimes use
contractors.) Even if company employees provide your OHDS services there still should be
standardized procedures written for all health surveillance programs, health care and first aid.
These standardized procedures should be communicated to all health care employees and
subcontractors who provide treatment for your workers.

A Comprehensive Guide for Establishing an Occupational Health Service, published by the
American Association of Occupational Health Nurses (AAOHN), includes information on
developing protocols. To obtain a copy of this guide, contact AAOHN, 50 Lenox Point, NE.,
Atlanta, Georgia 30324, telephone 404/262-1162.
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11, CHAPTER 11

SAFETY AND HEALTH TRAINING

INTRODUCTION

Canyouremployees explain every existing and potential hazard to which they are exposed? Do
they know how to protect themselves and their co-workers from these hazards? Can they tell you
precisely what they must do in the event of a fire or other emergency?

Training can help your employees develop the knowledge and skills they need to understand
workplace hazards and protect themselves. Safety and health training is vital to every workplace.
Thisis the fourth major elementin OSHA's Safety and Health Program Management Guidelines.

Safety and Health education is most effective when integrated into your company's overall
training in performance requirements and job practices. It can range from the simple
precautionary warnings given new workers when they arefirst shown the job to more elaborate,
formalized instruction.

How effective is your company's training for safety and health? This chapter will help in
designing (orrevising), implementing and evaluating the worker safety and health training that
you provide. It also will giveinformation on OSHA requirements for training and will tell you
where to find further OSHA references and other assistance.

DESIGN
First Things First: Commitment and Involvement

Before training begins be sure that your company policy clearly states the company's
commitment to health and safety and to the training program. This commitment mustinclude
paid work time for training and training in the language that the worker understands. Involve both
management and employees in developing the program.

OSHA has developed voluntary training guidelines to assist you in developing an effective
program. These guidelines, plus information on training required by current standards, can be
found in OSHA Publication 2254 (Revised 1992), "Training Requirements in OSHA Standards and
Training Guidelines."

11-1



You will want your training program to focus on health and safety concerns that are most
appropriately addressed by training. Arethere another, preferred protection methods, for
example, engineering controls or personal protective equipment? Asdiscussedin Chapter 8,itis
important to determine the best way to deal with a particular hazard. Once you have decided that
asafety or health problem can best be addressed by training (or by another method combined
with training), be sure to follow up by developing specific training goals based on your particular

needs.

TEACHING AND LEARNING PRINCIPLES

Training your supervisors and employees need not be complex or lengthy. In most small
businesses that have extensive training needs more formalized training may be necessary. In
either case, five basic principles should guide your training program:

1.

Perceived Purpose: The trainee must understand the purpose of the instruction.
Therefore,the beginning of any training program should focus on why this instruction will
be useful.

Order of Presentation: Information should be organized to maximize understanding. For
example, if you are teaching employees the proper way to use arespirator,theorderin
which you present the material should match the steps the employee mustuseto choose,
fit, wear and maintain the respirator.

Appropriate Practice: Welearn bestwhen we can immediately practice and apply newly
acquired knowledge and skills. Therefore,job safety and health instruction is best given
atthe worksite where demonstration, practice and application can beimmediate. When
onsiteinstruction is not feasible, arrange for your employees to practice and apply the
new knowledge and skills as soon as possible.

Individual Differences: We areindividuals, and we learn in different ways. A successful
training program incorporates a variety of learning opportunities such as written
instruction, audio-visual instruction, lectures and hands-on coaching. Also,welearn at
different speeds. The pace ofthetraining should recognize these differences. One
effective way to learn is by teaching others. Therefore, after the initial instruction and
some practice, it can be very helpfulto divide the group into teacher/learner teams,
sometimes pairing arapid learner with aslower one, but also giving the slower learner a
chance to teach.

11-2



IDENTIFYING TRAINING NEEDS

New employees need to betrained not only to do the job but also to recognize, understand and
avoid potential hazards to themselves and others in theirimmediate work area and elsewherein
the workplace. Contract workers also may need training to recognize your workplace's hazards or
potential hazards. Experienced workers will need training if the installation of new equipment
changes their job in any way or if process changes result in new hazards or increases in
previously existing hazards. All workers may need refresher training to keep them prepared for
emergencies and alert them to ongoing housekeeping problems.

Workers needing to wear personal protective equipment (PPE) and persons working with high risk
situations will need special training. In this latter category are workers who risk occupational
exposureto blood or other potentially infectious materials. These workers, who risk exposure to
theviruses that cause AIDS and hepatitis B, must be provided training and other protective
measures under OSHA's Bloodborne Pathogens standard (Part 1910.1030 of Title 29 of the Code
of Federal Regulations). For moreinformation, you should consultthe standard. An overview of
the standard's requirements and of methods for reducing therisk of exposure can be found in
OSHA Publication 3127, "Occupational Exposure to Bloodborne Pathogens.”

Specific hazards that employees need to know about should be identified through total site health
and safety surveys, job hazard analysis and change analysis. Company accident and injury
records may reveal additional hazards and needs for training. Near miss reports, maintenance
requests and employee suggestions may uncover still other hazards requiring employee training.
For further information, see Chapters 7 and 9.

As youinitiate or revise your safety and health program, you will probably employ some controls
that require the cooperation of your workers and training to help instill this cooperation.

Examples include employees' wearing PPE properly or carrying out certain tasks with special
precautions. For further information on hazard prevention and control, see Chapter 8.

DEVELOPING LEARNING ACTIVITIES

Develop your learning activities to meet the training needs you have identified. Keep in mind the
fivelearning principles described above. Beimaginativein your choice of methods and materials
and make full use of your resources. Oneway to getideas is by looking at the training programs
of companiesinyourindustry. Anotheristo consult such organizations as the National Safety
Council, the American Society of Safety Engineers, the American Industrial Hygiene Association,
the Bureau of Labor Statistics, OSHA-funded and state-operated consultation programs, and the
OSHA Office of Training and Education.
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SOME COMMON TYPES OF SPECIALIZED TRAINING

Safety and Health Training for Managers. A good safety and health program is impossible without
supportand understanding from thetop. Training managers in their responsibilities is necessary
to ensure their continuing support and understanding. Formal classroom training may not be
necessary. The subject can be covered periodically as a part of regular management meetings.

Managers need to understand the importance of the safety and health program. It is their
responsibility to communicate the program's goal and objectivesto theiremployees. Theirrole
alsoincludes making clear assignments of safety and health responsibilities, providing authority
and resourcesto carry out assigned tasks, and holding subordinate managers and supervisors
accountable.

Training should emphasize theimportance of managers' visibly showing their support for the
safety and health program. And, of course, they should be expected to setagood example by
scrupulously following all the safety and health rules. They also should actively encourage
employeeinvolvementin safety and health problem identification and resolution. For further
information on management roles, see Chapter 4.

Thesetopics can becovered and illustrated with examplesintherelatively shorttime. They
should be repeated at least annually.

Safety and Health Training for Supervisors. Allemployees should beinvolved in matters of safety
and health. However, workers often are promoted to supervisory positions without adequate
knowledge of how to train other employeesinthe safe and proper way to do the job. Itis not
unusual forthem to lack full knowledge of the company's policies and procedures. They may
need additional training in hazard detection and control, accident investigation, their rolein
ensuring the maintenance of physical protections, emergency handling, and, in general, how to
supervise.

Since supervisors do alot of on-the-job-training, they also will need to be taught how to train and
how to reinforce training. They may need help in learning how to apply fair and consistent
discipline. Such training can be provided by the supervisor'simmediate manager, by the Safety
Department or by outside resources.
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Job Orientation. The format and extent of orientation training will depend on the complexity of
hazards and the work practices needed to control them. For many small businesses job

orientation may consist of aquick review of site safety and health rules, hazard communication
training for the toxic substances present at the site, and arun-through of the job tasks. This
training usually is presented by the personnel officer and/or the new employee's supervisor.

For larger workplaces with more complex hazards and work practices to control them, orientation
should be structured carefully. You wantto make sure that new employees start the job with clear
understanding of the hazards and how to protectthemselves and others. Employers frequently
provide acombination of classroom and on-the-job training. Many have found it useful to have
fellow employees trained to provide peer training. Others have followed up supervisory training
with abuddy system: aworker with lengthy experienceis assigned to watch over and coach a
new worker, either for aset period of time or until itis determined that training is complete.

Whether the orientation is brief or lengthy, the supervisor should make sure that before new
employees begin the job, they receiveinstruction in responding to emergencies. (Seediscussion
below.)

Vehicular Safety. In 1987 over-the-road motor vehicleaccidents werethe leading cause of work-
related deaths. Given the grim reality of this hazard, all workers operating amotor vehicleon the
job should betrained inits safe operation. In 1990 OSHA proposed astandard requiring that such
workers wear seat belts and receive safedriving training. Training in safeloading and unloading
practices, safe speedinrelation to varying conditions, and proper vehicle maintenance has been
found helpful in reducing work-related vehicle injuries.

Do not overlook the training of on-premises vehicledrivers. Thesedrivers can be exposedto
such hazards as vehicleimbalance, loads tipping while the vehicleis cornering and dangers
related to battery charging.

We urge you to emphasizeinthe strongest possibleterms the benefits of safedriving and the
potentially fatal consequences of unsafe practices.

Personal Protective Equipment (PPE). Supervisors and workers alike must betaughtthe proper
selection, use and maintenance of PPE. Since PPE sometimes can becumbersome, employees
may need to be motivated to wear it in every situation where protection is necessary. Therefore,
training should begin with a clear explanation of why the equipmentis necessary, how its use will
benefitthe wearer and whatits limitations are. Remind your employees of your desireto protect
them and of your efforts, not only to eliminate and reduce the hazards, but also to provide suitable
PPE where needed. Explain how essential itis that they do their part to protecttheir health and
safety.
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Individual employees need to become familiar with the PPE they are being asked to wear. Thisis
done by handling it and putting iton. Training consists of showing employees how to putthe
equipmenton, how to wear it properly and how to test for proper fit. Proper fitis essential if the
equipmentisto providetheintended protection. Itis especially importantin the case of negative
pressure respirators, so special fit testing is necessary.

The effectiveness of somePPEalso depends on proper maintenance. Employees must be trained
to maintain the equipment themselves or to see that others maintain it properly. Vendors of the
equipment and manufacturers' instructions may be your best sources of maintenance
information.

Does your company have employees who do notregularly use PPE, but who will be expected to
useitduring an emergency response? Theseemployees also must be trained in PPE use, fit and
maintenance. In your overall training program, include simulated emergency training exercises
where employees use the equipment. Repeated and even frequent training is often necessary.
For example, your emergency response plans may call for using self-contained respirators to
escape from atmospheres immediately dangeroustolife or health. You should conduct frequent
exercises in finding, donning and properly using these protective devices. If they ever are
needed, you will want your employees capable of responding quickly and knowledgeably.

Expect to repeat the PPE training for new hires, contract workers and employees in newly
assigned jobs.

For more information about PPE, see OSHA Publication 3077, "Personal Protective EqQuipment,"”
and OSHA Publication 3079 (Revised 1988), "Respiratory Protection."

Emergency Response. Train your employees to respond to emergency situations. Every
employee at every worksite needs to understand:

Emergency telephone numbers and who may use them,
Emergency exits and how they are marked,
Evacuation routes, and

Signals that alert employees to the need to evacuate.
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In addition, practice evacuation drills at least annually, so that every employee has achance to
recognizethe signal and evacuate in asafe and orderly fashion. Supervisors or their alternates
should practice counting personnel at evacuation gathering points to ensurethat every worker is
accounted for.

Do not forget anyone at your site when you are practicing for emergencies. You should have
procedures to account for visitors, contract employees and service workers such as cafeteria
employees. One effective practicetechniqueis secretly to have one ortwo employees simulate
aninjury or otherimmobilizing problem during an evacuation drill. They could, forinstance, slip
away to a stairwell not on the evacuationroute and there await discovery and rescue. Such an
experience can demonstrate forcefully to your supervisors and alternates theimportance of an
accurate count.

Additional special instruction and drilling may be necessary at sites where weather or earthquake
emergencies are reasonable possibilities. For example, where there is a good chance of
tornadoes, employees should learn to distinguish the signals for evacuation and for taking shelter
and should practiceresponses to both. For further information on planning for emergencies, see
Chapter 8.

If you have established emergency response teams at your workplace, all members of these
teams are covered by OSHA's Bloodborne Pathogens standard (Part 1910.1030 of Title 29 of the
Code of Federal Regulations), which includes training requirements.

Periodic Safety and Health Training. At some worksites, complex work practices are necessary to
control hazards. Elsewhere, occupational injuries and illness are common. At such sites, itis
especially importantthat employees receive periodic safety and health training to refresh their
memories and to teach new methods of control. New training also may be necessary when OSHA
standards change or new standards areissued. Itisimportantto keep these sessions interesting.
Some companies have found it very effectiveto give employees the responsibility to plan and
present periodic safety and health training. However,the success of this method depends upon
employees being provided adequate training resources and support to develop their
presentations.

Most general industry worksites use monthly safety meetings for this training. In construction
and other high-hazard industries where the work situation changes rapidly, weekly meetings often
are needed. These meetings serve to remind workers of the upcoming week's tasks, the
environmental changes that may affect them and the procedures they may need to protect
themselves and others.
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Whatis called one-on-onetraining is possibly the most effective training method. The supervisor
periodically spends sometime watching anindividual employee work. The supervisor meets with
theemployeeto discuss safe work practices, bestow credit for safe work and provide additional
instruction to counteract any observed unsafe practices. One-on-onetraining is most effective
when applied to all employees under supervision and not just those with whom there appears to
be a problem. This is because the positive feedback given for safe work practices is this
method's most powerful tool. It helps workers establish new safe behavior patterns. It also
recognizes and thereby reinforces the desired behavior.

CONDUCTING THE TRAINING

If employees areto learn and to improve they must feel motivated. Here are some suggestions for
enhancing the success of your safety and health training:

Prepare employees for training by putting them at ease.

Recruit employees who show signs of being good trainers of their co-workers.
Prepare them to conduct this peer training.

Explain the job or training topic. Determine how much your employees already know
about it.

Boost your employees' interestin training by helping them understand its benefits.
For example, training can reduce injuries and near misses; training can enhance
productivity and overall job performance, thereby improving the chance for
advancement and other rewards.

Pacetheinstruction to thetrainees'learning speed. Present the material clearly and
patiently.

Present only as much information in one session as your employees can master.

Have your employees perform each step of the operation and repeat your instructions
and explanations. Have them repeat atask until you are satisfied they know how to do
it.

Encourage employees to help each other by dividing the group into teacher/learner
pairs or practice pairs.

Check frequently for correct performance during theinitial practice period. Taper off
on surveillance as the trainees become more proficient.

Encourage your employees to build the new skill into the way they work best, but

caution them notto change the newly learned procedure without first checking with
you or their supervisor.
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EVALUATION

Evaluation will help you determine whether the training you have provided has achieved its goal
ofimproving your employees' safety and performance. When carefully developed and carried out,
the evaluation will highlight your training program's strengths and identify areas of weakness that
need change or improvement.

You should generate a plan for evaluating the training sessions as needs are being identified and
training content developed. Thisimportant part of yourtraining effort should not be put off until
training is completed. Here are some ways you can evaluate your training program:

Beforetraining begins determine what areas need improvement by observing workers
and soliciting their opinions. When training ends test for improvement by again

observing workers. Ask them to explain their jobs' hazards, protective measures, and
newly learned skills and knowledge.

Keep track of employee attendance at training sessions. Training will not work for an
employeewho does not show up. Absenteeism can signal aproblem with the worker,
but it also can indicate a weakness in training content and presentation.

At the end of training ask participants to ratethe course and thetrainer. This can be

done in informal discussion, or confidentiality can be assured by a written
guestionnaire.

Compare pre- and post-training injury and accident rates. The periods of time being
compared must belong enough to allow significant differences to emerge if training
has made a difference.

It often is easier to conduct an activity than to judgeit. Butdo notignore this evaluation phase. It
will allow you to calculate your training program's bottom line profitability. Have the goals of
training been achieved? Do theresults warrant offering the training again at some later date?
How can the program be improved? Onceyou have made the effortto provide employee safety
and health training, you certainly want to be able to answer these questions.
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RECORDKEEPING

Even if you operate avery small business, itistoyour advantage to keep training records. A
simpleformis all that you need, one that identifies the trainee, the topic or job, and the training
date, with space for abrief evaluation of the employee's participation and success. Theserecords
will help you ensure that everyone who needs training receives it, thatrefresher courses are
provided at regular intervals and that documentation is available, when needed, to show that
training was appropriate. See Appendix 11-1for one example of an easy to maintain training
record.

SOURCES OF ASSISTANCE

You can obtain additional help in developing training programs and identifying training r esources
-- often free of charge -- from a variety of organizations. These include:

OSHA-Funded state onsite consultation programs for employers full-service area
offices,

State agencies that have their own OSHA-approved occupational safety and health
programs,

OSHA full-service area offices,

Local safety councils

OSHA's Office of Training and Education, and
OSHA-funded training grantees.

You can find specific OSHA-mandated training requirements in OSHA Publication 2254 (Revised
1992), "Training Requirements in OSHA Standards and Training Guidelines,” and OSHA
Publication 3127, "Occupational Exposure to Bloodborne Pathogens."

SUMMARY

The content of your training program and the methods of presentation should reflect your
company's training needs and the particular characteristics of the workforce. Therefore,
identification of needs is animportant early step in training design. Involving employeesin this
process and in the subsequent teaching can be highly effective.

Whether you offer formal classroom training or on-the-job instruction, usethefive principles of
teaching and learning to maximize your program's profitability. Communicate the purpose of
training. Presentinformationin aclear,understandable manner and alogical order. Givetrainees
the opportunity to practice the skills being taught. Let employees know if they are performing a
new skill incorrectly, but perhaps even more important, give positive feedback when they are
performing correctly. Recognize that we are all individuals, and that we learn in different ways.
Provide avariety of different learning opportunities and pace your instruction and practice period
so that all trainees -- slow and fast learners -- have thetime they need to absorb the new skills and
knowledge.
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Your program should be geared toward employees recognizing hazards and learning ways to
protectthemselves and their coworkers. You especially may need to target new hires, contract
workers,employees who need to wear personal protective equipment, workers in highrisk areas
and workers who risk exposure to bloodborne pathogens. Do not overlook the seasoned
employee whose job changes as aresult of new processes or materials. And the entire workforce
needs periodic refresher training in responding to emergencies.

Plan from theinitial design stage to evaluate your training program. An effective evaluation will
identify your program's strengths and weaknesses, establish whether training goals are being met
and provide a basis for future program changes.

Recordkeeping will help ensure that all who need training receiveit. Asimpleform can document
both your efforts to teach and your employees' success at learning hazard recognition and
protection.

Finally, do not hesitate to go outside your company to seek help in designing and conducting
your training. Numerous organizations are ready to assist you, often at no cost to you.
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APPENDIX 11 -1

EMPLOYEE TRAINING RECORD

Name of Employee:

Employee Number:

Department:

Occupation(s):

TRAINING SUBJECT DATE DATE RE- COMMENTS
TRAINED INSTRUCTED

I havereceived and understood the safety and health training/repeat instruction list above and
acknowledge that it has been given to me in my native tongue.

EMPLOYEE SIGNATURE DATE SUPERVISORS DATE
SIGNATURE
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12. CHAPTER 12

EVALUATING YOUR SAFETY AND HEALTH PROGRAM

INTRODUCTION

The scenario: Your safety and health programisin place. You have set your goal for the year
and clearly stated the objectives, procedures, and activities necessary to meet that goal.
Responsibilities have been defined and clearly assigned. Adequate authority and resources
have been allocated. People have been trained in their safety and health program roles, and they
understand the consequences of failing to perform their assignments.

Your responsibility foremployee safety and health does not stop here. The next step--acritical
one --is to evaluate how well your safety and health program is working.

This process is more than aninspection or an audit. Inspections arenecessary tolook atthe
facility, the process and the individual jobs in order to identify and then to eliminate or control
any hazards that may exist. Audits focus on program activities and seek to determine whether
specific objectives have been met. Forexample, if you are assessing employee participation by
looking at the activities of the safety committee you will want to know if that committee met at the
intervals specified, and if most of the members attended each meeting. These are audit
guestions.

But beyond this simple accounting are larger questions. For example, has employee
participation at safety committee meetings helped improve the worksite's safety and health
program? How is thework of the safety committee helping you meet your goal? These arethe
kinds of issues addressed by an evaluation.

A safety and health evaluation looks at the systems you have created to carry out your safety
and health program. It asks if these systems are working effectively and efficiently. All systems
that contribute to your safety and health program should be reviewed. These should include
management leadership and the evaluation of that leadership, the analysis of the worksite to
identify hazards, hazard prevention and control, accident and near miss investigations, employee
involvement, safety and health training, use of personal protective equipment (PPE), the health
program, and the emergency response program. The site may have additional programs or
systems that contribute to the safety and health program. You will need to evaluate these also.
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Who should conduct the evaluation? Although evaluations can be performed by worksite
employees, they arebestdone by peoplewho are knowledgeable about the site's processes and
managing safety and health programs. The evaluator should not work at the site being
evaluated. The fresh look an outsider brings produces amore accurate and helpful evaluation.
This outsider may come from corporate headquarters, another worksite within the company, an
insurance company or a consulting firm.

Evaluation often causes anxiety for workers. You may be able to reduce that anxiety by letting
your employees know that the evaluator will be focusing on systems and not on people.

Three useful tools for this evaluation aredocumentreview, employeeinterviews and review of
site conditions. These tools will provide the basis for an evaluation report. This report should
contain alist of the programs or systems reviewed and anarrative account of the examination of
each system or program. It also should contain aschedule of needed changes with target
completion dates, responsible parties, and spacetoindicate the date when changes are actually
completed. Some reports include pictures of excellent situations and those needing
improvement. Some provide agrading system, so that each year's results can be compared
quickly to previous years. Thisreportshould be availableto any employee who wants to read it.
This chapter will explain in detail how you can accomplish this evaluation.

WHAT SHOULD BE EVALUATED?

Ideally, everything that you know to be contributing directly to your safety and health program
should be evaluated. OSHA's Safety and Health Program Management Guidelines can help you
determine which areas of your program need evaluation. These arethe four major areas of the
Guidelines, that are called Major Elements:

1. The demonstration of management leadership and employee involvement through:

Setting and communicating the safety and health policy;
Setting and communicating a clear goal and objectives;
Being visibly involved in employee safety and health;

Assuring employeeinvolvement in safety and health problem identification and
resolution;

Assigning clear responsibility for safety and health;
Giving adequate authority and assuring efficient use of resources;
Holding all personnel accountable; and

Assuring quality.
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2. Worksite analysis to identify existing and potential hazards through:

Comprehensive safety and health hazard surveys;
Analysis of planned changes to identify hazards that might be introduced;
Routine hazard analyses, such as:

- Job hazard analysis (also known as job safety analysis),
- Process hazard analysis (used inindustries with complex and hazardous
processes), and
- Phase hazard analysis (used mainly in construction);
Periodic worksite inspections, including:

- Self-inspections conducted by supervisors in their work areas, and
- General inspections of the entire site conducted by safety and health staff;
Employee reports of hazards;

Work practice control; and

Analysis of injury/illness trends.

3. Hazard prevention and control through:

Engineering controls;

Work practice control;

Personal protective equipment;
Administrative controls;

Disciplinary systems to enforce controls;
Preventive maintenance;

Emergency preparedness; and

Medical program.

4, Safety and health training to ensure that all employees know how to protect themselves
and others from existing and potential hazards of the worksite.

WHO SHOULD EVALUATE

Evaluators can be drawn from the workplace safety and health department or the safety
committee, but the best evaluators will be people possessing fresh vision. They will not be
involved in the day-to-day operations of the site. Look inthe corporate safety department,
another worksite of the company, insurance companies and outside consulting firms. Or have
two activity managers switch places and evaluate each other's results.
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Many workers' compensation insurance carriers offer their clients the services of a certified
safety professional and a certified industrial hygienist. These experts are qualified to review
your program activities.

Evaluators should be knowledgeablein the technical aspects of occupational safety and health,
the management of safety and health, and the evaluation of programs. Of these three areas,
management of safety and health is the most important.

TOOLS FOR COLLECTING INFORMATION USED IN EVALUATION

There arethreeindispensable evaluation tools forjudging the effectiveness of occupational
safety and health program management. These are:

Document review,

Interviews with employees at different levels, and

Review of site conditions.

See Appendix 12-2 for a detailed description of how to use these tools.

Documentation. Every worksite will have, at an absolute minimum, written accident reports and
the OSHA log of injuries and illnesses as required by law. Major companies should have written
procedures and records of all their safety and health programs. The evaluator should compare
the written program to the written records of what occurred.

Interviews. In addition to the documentation, interviews can be very helpful in establishing what
has occurred. We usetwo kinds of interviews, formal and informal. The formal interviews are
conducted privately with randomly selected employees who are asked preselected questions.
Informal interviews occur at employee work stations and generally follow a list of topics.

To assess how well the worksite safety and health policy is communicated and understood and
how well the disciplinary system is working, ask the employees to explain them.

To gauge the effectiveness of safety and health training, interview hourly employees and first-
linesupervisors. Ask employeesto describe what hazards they areexposed to and how they are
protected. Ask them to explain what they are supposed to do in several different types of
emergencies. Ask supervisors how they teach, how they reinforce the teaching, how they
enforce safety and health rules and safe work practices and what their responsibilities are during
emergency situations.
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Interviews with management should focus onitsinvolvementin and commitment to the safety
and health program. Ask how the policy statement was created and how that statementis
communicated to all employees. Ask what information managementreceives about the safety
and health activities and what action management takes as aresult of that information. Ask how
management's commitment to safety and health is demonstrated to the workforce.

Review of Site Conditions. The conditions at the worksite reveal much about the safety and
health program's effectiveness. Worksite conditions can be observed indirectly by examining
documents such as inspection reports of hazards, employee reports of hazards and
accident/incident investigations.

Sitetours also may reveal hazards. Be careful, however, that the sitetour does not become a
routineinspection with emphasis only on hazard correction. When ahazard is found, certainly
take stepsto ensureits correction. Butin addition, ask what management system(s) should
have prevented or controlled the hazard. Determine why system(s) failed and either change them
or take other appropriate corrective measures. Chapter 8 has more information on this
technique. See especially the hazard analysis flow charts, Appendix 9-4.

DO PROGRAM ACTIVITIES GET RESULTS?

THE TARGET OF EVALUATION

Time and resources can be wasted when safety and health program activities do not achieve the
desired results. Each year activities should be planned with the intention of achieving specific
objectives. These objectives, inturn, are geared toward reaching the year's safety and health
program goal.
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As an example, a company's goal is:

Develop acomprehensive safety and health program that effectively protects employees
by preventing or controlling existing and potential workplace hazards.

To reach this goal, one objective this year is:
Develop a comprehensive preventive maintenance program.

The company expects that achieving this objective will require more than one year. For the
current year the company plans to undertake two activities, each with governing procedures:

Activity 1: Create preventive maintenance checklists for all classes of company vehicles.

Procedure: By February 1, Transportation Department Chief will hold joint meeting of all
drivers and vehicle maintenance mechanics to determine maintenance needs and create
checklist of preventive maintenance tasks. Checklist will assign responsibilities to
appropriate staff, indicate required time frames and provide for sign-off.

Activity 2: Conduct a survey of non-vehicle machinery throughout the worksite to
determine preventive maintenance needs.

Procedure: By February 1, each Department will submitto Maintenance Department alist
of all machinery located within the Department, together with notations regarding
operating problems, hazards and maintenance needs. By March 1, Maintenance
Department Chief and staff will visit each department to examine machinery and to
discuss needs with operators. By April 1,acomprehensivereport will be submitted to
Vice-President for Operations, inventorying machinery and indicating maintenance needs
and suggested maintenance schedule.

The end-of-year safety and health program evaluation will determine whether these activities
were conducted and whether they had the desired effect, i.e., successfully began the process of
developing a comprehensive preventive maintenance program.

The evaluation then will examine the value of this objective: did the achievement of this phase of
apreventive maintenance program move the company closer toits targeted safety and health
goal? If this analysis finds program efforts that are ineffective and do not contributeto the goal,
the evaluation should include recommendations for program changes for the next year. For
more information about setting a goal and objectives, see Chapter 2.

12-6



ACTIVITIES AND PROCEDURES

Do the actual safety and health program activities and the procedures for
implementing them bring the expected results?

Larger worksites. Large companies will have written procedures for the major activities of their
safety and health program. They also will have written records of those activities as they were
performed. Evaluating whether the written procedures were followed in the period evaluated, or
how well they were followed, is an audit function of quality assurance or program evaluation.

Smaller worksites. Even if yoursis asmaller business with morelimited recordkeeping you still
should put some effortinto thinking about how safety and health activities were carried out for
the period evaluated and whether theresults achieved werethose expected at the outset.

Sample questions. The precise questions you should ask will depend upon the activity being
audited and the way the activity was to be accomplished. For example, if plans call for acertain
personto carry outtheinspection program, did that person actually conducttheinspections? In
many workplaces inspections are conducted by the person with the most expertise along with
members of the site safety and health committee. Was the expert present during every
inspection? Did the employee members always participate?
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Other questions about inspections might include the following:

Isthere evidence that theinspectors wentto every part of the worksite that was
specified in the inspection plans?

Did theirreportsindicate thattheinspectors were finding the kinds of hazards they
were trained to recognize?

Was hazard correction appropriately assigned?
Were the hazards corrected in an appropriate and timely manner?

Was the correction tracked to completion?

Similar questions should be asked about each activity under the safety and health program.
When adiscrepancy is found between the original plan and actual execution of the activity,
assess which way best meets the safety and health objectives and goal. Then make sure that
everyone follows that procedure.

OBJECTIVES

The objectives connect the goal for the safety and health program to the
program procedures and activities.

Objectives that can be audited. Sometimes aprogram objective will be to complete anew or
improved activity. For example, suppose the objective states, "Complete onejob safety analysis
each month, with follow-up revision of safe work procedures and employee training inthe
following month." Inthis casethe objective describes the frequency of activities rather than the
desired result. An evaluation of this objectiveinvolves no more than determining whether the
activities occurred. Therefore, an audit will be appropriate. Look for evidence that job safety
analyses weredone each month. Isthereevidencethatrevisions of procedures and training also
were made each month as aresult of the previous month's job safety analysis? If the answeris
yes and other program evaluation reveals no need to do anything differently, the frequency of
these activities will become an ongoing subject of audit.
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Objectives that must be evaluated. Ordinarily, objectives should focus on theresults desired
from the program activities. For example, an objective might state, "Identify and assign all areas
of safety and health responsibility that are not presently clearly assigned, so that all safety and
health responsibilities can be successfully carried out.” A setof activities will be needed to
accomplish this objective. The activities mightinclude assigning a committee to list all the
safety and health responsibilities; reviewing assignment of those responsibilities; identifying
missing, duplicate and unclear assignments; and recommending clearer assignments.

In this case the evaluation will focus on whether the objective was accomplished. Thatis, were
all areas of safety and health responsibilities that were not clearly defined actually identified and
clarified? Perhaps these areas were identified but the corrections not made because the
Personnel Department needed to first rewrite seven major job descriptions to get the
responsibilities correctly assigned. This, then, leads to anew objectiveto getthe seven job
descriptions rewritten with clearer assignment of safety and health responsibilities. If all safety
and health areas have been identified and clarified this objective will not lead to another
objective.

As another example, say the objectiveis toincrease employee safety and health awareness by
involving the employees' families in a safety and health awareness program. The evaluation will
seek to measurethedifference between employee awareness before the family program and
afterit. One way to measure that differenceis to ask them if they thought their awareness was
increased. Still another is to ask supervisors if they perceived a difference in employee
awareness after the family program began. If, after using some type of meaningful measurement
tool, the findings indicate that the program has increased awareness it will make sense to
designate the family program an ongoing activity subject to audit. If the findings show no
measurable increase in awareness the family program can be changed or another activity
substituted. The altered objective then will beto increase employee awareness by this new
means.
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GOAL

The goal is the ultimate intention of the safety and health program, its basic aim.

Objectives should be evaluated to make sure they are leading to the program goal. For example,
supposethegoalisthereduction of employee exposureto hazards and one of the objectives to
achieve that goalisto hold monthly safety meetings for all employees. Since thisis an activity
objectiveitcan be audited to determine whether safety meetings are actually being held. Butthe
next question is, "Did achieving this objective help fulfill thegoal of the safety and health
program?" In other words, did the safety meetings help employees understand the hazards to
which they are exposed and result in plans to reduce exposure?

There are various ways to collect such information. A sign-off sheetcan indicate who attended
thetraining. The same sheet can ask employees to describe hazards and potential hazards that
existintheirwork areaand ways to better control them. If thereis no sign-off sheetinterviews
with somerandomly selected employees canreveal their opinion of whether the meetings
improved their understanding of hazards and resulted in plans to control them. Interviews with
supervisors can reveal whether employees exhibited better understanding after training.

If theresults indicate that not much was learned at these sessions, ask further questions to see
what wentwrong. In this way, all the objectives can and should be checked to seeif they are
helping achieve the goal.

Program evaluation can identify activities that are not really helping to improve worksite safety
and health. In so doing, evaluation can save you time, effort and money.
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EVALUATION JUDGMENTS

Theimportant work of gathering information about safety and health program activities is the
mosttime-consuming p art of program evaluation. Itis, however, the easiest to understand and
accomplish. The hardest part is making judgments about program effectiveness.

To assist smaller businesses in making these judgments, a sample checklistis provided in
Appendix 12-1. It can be used in deciding what information should be gathered and what
judgments need to be made. Suggested evaluation questionsin the previously cited examples
and a sample section of evaluation instructions in Appendix 12-2 can provide additional
guidance.

Employers should draw up appropriate, site-specific procedures for gathering information and
making judgments. You may also want to add environmental, product safety or security
considerations to the evaluation process. The questions you ask should be based on individual
site program activities and site objectives. The sample question in Appendix 12-3 may be
helpful.

Insist thatthe evaluator determine the program's bottom line profitability, its real benefit. In
other words, which activities contribute to the safety and health goal and which do not?
Judgments and decisions made by evaluators should be driven by this quest for profitability, by
which we mean improvementin safety and health program. Insistthatthe hard questions about
program effectiveness be addressed.

HOW TO USE THE EVALUATION

The evaluation will prove valuable only if it leads to improved performancein meeting the safety
and health goal. Some of therecommendations that result from the evaluation will be for one-
time corrections. Many, however, will involve changing emphasis or trying new activities. These
recommendations should be incorporated into the objectives for the next year. Consider
establishing, as a permanent objective, an audit of the procedures that your program sets for
safety and health program activities. See Chapter 2 for more information about establishing
objectives.

Larger Worksites. The evaluation should resultin awritten report with written recommendations
and documented follow-up to those recommendations. It may be useful to refer to past years'
evaluations when preparing new ones or when planning new objectives. If you find that the same
recommendations are being made year after year the process of implementing and tracking
recommendations to completion needs improvement.
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Smaller Worksites. At smaller sites awritten evaluation report may not be practical. However, it
isimportantto set asidetime to think about desired changes. The evaluation process already
has involved considering what was done during the course of the year, talking to people, looking
atthesite's working conditions and reviewing available documents. Next, decide what you want
to do differently and make sure that everyone understands what is expected.

SUMMARY

This chapter has defined a safety and health program evaluation. It has described what should
be evaluated, who should do the evaluation and with what tools, how the evaluation should be
conducted and how to use the results.

The following appendices offer additional examples, guidelines and instructions:

Appendix 12-1 provides an example of a self-evaluation checklist for small businesses. This can
be used to perform a comprehensive evaluation of the safety and health program.

Appendix 12-2 is a step-by-step guide to using the three evaluation tools: documentation review,
employeeinterviews and hazardous conditions review and analysis. Thesetools are used to
assess each element and subsidiary component of a safety and health program.

Appendix 12-3 provides a sample evaluation instruction sheet that can be used to evaluate
routine inspections when such inspections are part of your safety and health program.

By using this information to perform annual evaluations you will be able to compute your
company's safety and health bottom line, just as you now can calculate your organization's
financial bottom line. You will have the information needed to make knowledgeable and effective
decisions promoting workplace safety and health.
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APPENDIX 12-1

EXAMPLE OF A SELF-EVALUATION CHECKLIST FOR SMALL BUSINESSES

Instructions: Fill outthelastfive columns after judging the effectiveness of each part of your
safety and health program. If the part of your program indicated in the first column is fully
effective enter "YES" in the second column. If not fully effective enter "NO".

Explain the deficiencies in the "Comments/Improvements" column and list any
specific, planned improvements.

Indicate the persons responsible for these improvements in the next column.
Enter the target date for these improvements.

Finally, when theimprovements are actually completed enter the completion datein
the last column.
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ELEMENT I. MANAGEMENT LEADERSHIP AND EMPLOYEE INVOLVEMENT

INDICATORS

YES/
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

Policies and objectives
are established and
communicated to all
employees

Top management is
visibly involved in safety
and health

Employees are involved
in identifying and
solving safety and health
problems

All safety and health
responsibilities are
clearly assigned

Adequate authority and
resources are provided
to those with
responsibility

Managers, supervisors
and employees are held
accountable

Program operations are
reviewed at least
annually to evaluate
success in meeting
goals and objectives and
to prepare new
objectives

12-14




ELEMENT Il. WORKSITE ANALYSIS

INDICATORS

YES\
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

A baseline
comprehensive survey
of hazards has been
done or updated within
the last three years

Change analysisis done
for every change of
facility, equipment,
process or material

Job hazard analysis is
done on an ongoing
basis

Self-inspections are
conducted regularly by
adequately trained
supervisors intheir work
areas

Broad, regular site
inspections are
conducted periodically
by adequate trained
personnel

Employees know how
and whom to notify
about hazards, without
fear of reprisal and
receive timely and
appropriate responses

Accidents and near-miss
incidents are
investigated to identify
all contributing causes
and to prevent future
occurrences
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ELEMENT Il. WORKSITE ANALYSIS (CON'T)

INDICATORS

YES/
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

Reviews are done of
injury and illness
experience over a
period of time long
enough for patterns
of potentially
common causes to
appear
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ELEMENT Ill. HAZARD PREVENTION AND CONTROL

INDICATORS

YES/
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

All identified hazards are
prevented or controlled
in the best feasible
manner

Safe work procedures
based on job hazard
analyses have been
established

Supervision reinforces
safe work through
positive feedback and
training

Enforcement of safe
work procedures and
safety and health rulesis
accomplished fairly and
efficiently through a
disciplinary system that
all employees
understand

New or repeat hazards
are identified and
corrected in atimely
manner

The facility and

equipment areregularly
maintained to prevent
hazardous breakdowns

Arrangements have been
made for occupational
health specialists to
provide medical
services, including
assistance in health
problem identification
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ELEMENT Ill. HAZARD PREVENTION AND CONTROL (CON'T)

INDICATORS YES/ COMMENTS RESPONSIBLE | TARGET DATE
NO IMPROVEMENTS PARTY DATE COMPLETED

First aid and CPR-trained
employees are available
on every shift

Preparations have been
made for all types of
emergencies

Exits, evacuation routes
and emergency

telephone numbers are
prominently displayed
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ELEMENT IV. SAFETY AND HEALTH TRAINING

INDICATORS

YES/
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

Employees can explain
how and why they do the
job safely and healthfully

Employees use all
required PPE properly

Employees can explain
why PPE is used, how to
use it and maintain it and
what the limits of its
protection are

Supervisors can explain
safety rules and
procedures for hazard
control, how they teach
this to employees and
how they enforce it

Managers can explain
their safety and health
responsibilities
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SPECIAL OBJECTIVES (LIST AND EVALUATE INDIVIDUALLY)

INDICATORS

YES/
NO

COMMENTS
IMPROVEMENTS

RESPONSIBLE
PARTY

TARGET
DATE

DATE
COMPLETED

12-20




APPENDIX 12-2

FURTHER DESCRIPTION
OF A
SAFETY AND HEALTH PROGRAM ASSESSMENT

INTRODUCTION

There arethree basic methods for assessing safety and health program effectiveness. This
description will explain each of them. It also will provide more detailed information on how to
usethesetools to evaluate each element and subsidiary component of a safety and health
program. The outlined information that begins on page 12-22 corresponds informatto pages 12-
2to 12-4.

The three basic methods for assessing safety and health program effectiveness are:

1. Checking documentation of activity;
2. Interviewing employees at all levels for knowledge, awareness and perceptions; and
3. Reviewing site conditions and, where hazards are found, finding the weaknesses in

management systems that allowed the hazards to occur or to be "uncontrolled."

Some elements of the safety and health program are bestassessed by using one of these
methods. Others lend themselves to assessment by two or all three methods.

Documentation. Checking documentation is astandard audit technique. Itis particularly useful
forunderstanding whether the tracking of hazards to correctis effective. It can also beused to
determine the quality of certain activities, such as self-inspections or routine hazard analysis.

Inspection records can tell the evaluator whether serious hazards are being found or whether the
same hazards are being found repeatedly. If serious hazards are not being found and accidents
keep occurring there may be aneed to traininspectors to look for different hazards. If the same
hazards are being found repeatedly the problem may be more complicated. Perhaps the hazards
are not being corrected. If so, this would suggest a tracking problem or a problem in
accountability for hazard correction.
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If certain hazards recur repeatedly after being corrected, someone is not taking responsibility for
keeping those hazards under control. Either theresponsibility is not clear or those who are
responsible are not being held accountable.

Employee Interviews. Talking to randomly selected employees at all levels will provide agood
indication of the quality of employee training and of employee perceptions of the program. If
safety and health training is effective employees will be able to tell you about the hazards they
work with and how they protect themselves and others by keeping those hazards controlled.
Every employeeshould also be ableto say precisely what he or she is expected to do as part of
the program. And all employees should know where to go in an emergency.

Employee perceptions can provide other useful information. An employee's opinion of how easy
itistoreportahazard and get aresponse will tell you alotabout how well your hazard reporting
systemis working. If employees indicate that your system for enforcing safety and health rules
and safe work practices is inconsistent or confusing you will know that the system needs
improvement.

Interviews should not be limited to hourly employees. Much can be learned from talking with
first-line supervisors. Itis also helpful to query line managers about their understanding of their
safety and health responsibilities.

Site Conditions and Root Causes of Hazards. Examining the conditions of the workplace can
reveal existing hazards. Butis can also provide information about the breakdown of those
management systems meant to prevent or control these hazards.

Looking at conditions and practices is a well established technique for assessing the
effectiveness of safety and health programs. For example, let's say thatin areas where PPE is
required you see large and understandable signs communicating this requirement and all
employees -- with no exceptions -- wearing equipment properly. You have obtained valuable
visual evidence that the PPE program is working.

Another way to obtain information about safety and health program managementis through root
analysis of observed hazards. This approach to hazards is much like the most sophisticated
accidentinvestigation techniques in which many contributing factors are located and corrected
or controlled.
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For example, let's say that during areview of conditions, you find amachine being operated
without aguard on apinch point. You should not limit your response to ensuring thataguard is
installed. Asking afew questions canreveal alot about the safety program's management
systems. Why was the guard missing? If the operator says he did not know a guard was
supposedto beonthemachine, follow up with questions about the existence of safe work
procedures and/or training.

If he says that the guard slows him down and that the supervisor knows he takes it off, ask
gquestions about the enforcement of rules, accountability and the clarity of the worksite objective
of putting safety and health first.

Let's say, however, that yourinsurance inspector or an OSHA inspector is the first person to
noticethe need forthe guard. Oryou first noticeitwhen someoneis hurt. A different lead-off
guestion is appropriate. Has acomprehensive survey of the worksite been done by someone
with enough expertise to recognize all potential and existing hazards?

Analyzing the root causes of hazards, while very helpful during a formal assessment, is a
techniquethat also lends itself to everyday use. Attemptto analyze causes whenever hazards
are spotted.

When evaluating each part of your worksite's safety and health program, use one or more of the
above methods, as appropriate.

Theremainder of this appendix will identify the components found in each element of aquality
safety and health program and will describe useful ways to asses these components.

1. Assessing the Key Components of Management Leadership and Employee Involvement

Worksite Policy on Safe and Healthful Working Conditions

- Documentation. If thereis awritten policy, does it clearly declare the
priority of worker safety and health over other organizational values, such
as production.

- Interviews. When asked, can employees at all levels express the worksite
policy on worker safety and health?

If the policy is written, can hourly employees tell you where they have
seen it?

Can employees at all levels explain the priority of worker safety and health
over other organizational values, as the policy intends?

- Site Conditions and Root Causes of Hazards. Have injuries occurred
because employees at any level did not understand theimportance of
safety precautions in relation to other organizational values, such as
production?
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Goal and Objective for Worker Safety and Health

- Documentation. If there is a written goal for your safety and health
program, is it updated annually?

If there are written objectives, such as an annual plan to reach that goal,
are they clearly stated?

If managers and supervisors have written objectives, do thesedocuments
include objectives for the safety and health program?

- Interviews. Do managers and supervisors have a clear idea of their
objectives for worker safety and health?

Do hourly employees understand the current objectives of the safety and
health program?

- Site Conditions and Root Causes of Hazards. (Only helpfulinageneral
sense.)

Visible Top Management Leadership

- Documentation. Arethereone or more written programs which involve
top-level management in safety and health activities? For example, top
management can receive and sign off on inspection reports either after
each inspection orin aquarterly summary. Thesereports can then be
posted for employees to see. Top management can provide "open door”
times each week or each month for employees to come in to discuss
safety and health concerns. Top management canreward the best safety
suggestions each month or at other specified intervals.

- Interviews. Can hourly employees describe how management officials are
involved in safety and health activities?
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- Do hourly employees perceive that managers and supervisors follow
safety and health rules and work practices, such as wearing appropriate
personal protective equipment?

- Site Conditions and Root Causes of Hazards. When employees are found
not wearing required personal protective equipment or not following safe
work practices, have any of them said that managers or supervisors also
did not follow these rules?

Employee Involvement

- Documentation. Arethere one or more written programs that provide for
employeeinvolvementin decisions affecting their safety and health?

Istheredocumentation of these activities; for example,
employeeinspection reports, minutes of joint employee-
management or employee committee meetings?

Is there written documentation of any management
response to employee safety and health program
activities?

Does the documentation indicate a genuine substance to employee
activities?

- Interviews. Areemployees aware of ways they can be involvedin
decisions affecting their safety and health.

Do employees appear to take pride in the achievements of the worksite
safety and health program?

Are employees comfortable answering questions about safety and health
programs and conditions at the site?

Do employees feel they have the support of managementfortheir safety
and health activities?
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- Site Conditions and Root Causes of Hazards. (Not applicable.)

Assignment of Responsibility

- Documentation. Are responsibilities written out so that they can be
clearly understood?

- Interviews. Do employees understand their own responsibilities and
those of others?

- Site Conditions and Root Causes of Hazards. Was the hazard caused in

part because no onewas assigned the responsibility to control or prevent
it?

Was the hazard allowed to existin part because someonein management
did not have the clear responsibility to hold alower-level manager or
supervisor accountable for carrying out assigned responsibilities?

Adequate Authority and Resources

- Documentation. (Only generally applicable.)

- Interviews. Do safety staff members or any other personnel with
responsibilities for ensuring safe operation of production equipment have
the authority to shut down that equipment or to order maintenance or
parts?

Do employees talk about not being able to get safety and health
improvements because of cost?

Do employees mention the need for more safety or health personnel or
expert consultants?

- Site Conditions and Root Causes of Hazards. Do recognized hazards go
uncorrected because of lack of authority or resources?

Do hazards go unrecognized because greater expertiseis needed to
diagnose them?
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Accountability of Managers, Supervisors and Hourly Employees

- Documentation. Do performance evaluations for all line managers and
supervisors include specific criteria relating to safety and health
protection?

- Is there documented evidence of employees at all levels being held
accountable for safety and health responsibilities, including safe work
practices? Is accountability accomplished through either performance
evaluations affecting pay and/or promotions or disciplinary actions?

- Interviews. When you ask employees what happens to people who violate
safety and health rules or safe work practices, do they indicate that rule
breakers are clearly and consistently held accountable?

Do hourly employeesindicate that supervisors and managers genuinely
care about meeting safety and health responsibilities?

When asked what happens when rules are broken, do hourly employees
complainthat supervisors and managers do not follow rules and never are
disciplined for infractions?

- Site Conditions and Root Causes of Hazards. Are hazards occurring
because employees, supervisors and/or managers are not being held
accountable for their safety and health responsibilities?

Are identified hazards not being corrected because those persons
assigned the responsibility are not being held accountable?

Evaluation of Program Operations

- Documentation. Isthere awritten evaluation of each major part of the
program, as identified in the OSHA Safety and Health Program
Management Guidelines (54 CFR 3908, January 26, 1989)? Does this
written evaluation list what is being done, assess the effectiveness of
each program element against the goal and objectives and recommend
changes as needed to make the program more effective or to try
alternatives?
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- Interviews. Can employees, supervisors and/or managers tell you how the
program is evaluated and revised each year?

- Site Conditions and Root Causes of Hazards. (Only generally applicable).

Assessing the Key Components of Worksite Analysis

Comprehensive Surveys, Change Analysis, Routine Hazard Analysis

- Documentation. Are there documents that provide comprehensive
analysis of all potential safety and health hazards of the worksite?

Aretheredocuments that provide both the analysis of potential safety
and health hazards for each new facility, equipment, material or process
and the means for such hazards' elimination or control?

Does documentation exist of the step-by-step analysis of the hazards in
each part of each job, so that you can clearly discern the evolution of
decisions on safe work procedures?

If complicated processes exist, with a potential for catastrophic impact
from an accident but low probability of such accident (as in nuclear power
or chemical production), aretheredocuments analyzing the potential
hazards in each part of the processes and the means to prevent orcontrol
them?

If there are processes with a potential for catastrophic impact from an
accident but low probability of an accident, have analyses such as "fault
tree" or "what if" been documented to ensure enough back-up systems
for worker protection in the event of multiple control failure?

- Interviews. Do employees complain that new facilities, equipment,
materials or processes are hazardous?

Do any employees say they have been involved in job safety analysis or
process review and are satisfied with the results?
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Does the safety and health staff indicateignorance of existing or potential
hazards at the worksite?

Does the occupational nurse/doctor or other health care provider
understand the potential occupational diseases and health effects in this
worksite?

- Site Conditions and Root Causes of Hazards. Have hazards appeared
where no one in management realized there was potential for their
development?

Where workers have faithfully followed job procedures, have accidents or
near misses occurred because of hidden hazards?

Have hazards been discovered in the design of new facilities, equipment,
materials and processes after use has begun?

Have accidents or near misses occurred when two or more failuresin the
hazard control system occurred atthe same time, surprising everyone?

Regular Site Safety and Health Inspections

- Documentation. If inspection reports are written, do they show that
inspections are done on aregular basis?

Do the hazards found indicate good ability to recognize those hazards
typical of this industry?

Are hazards found during inspections tracked to complete correction?

Whatis therelationship between hazards uncovered during inspections
and those implicated in injuries or illness?

- Interviews. Do employees indicate that they see inspections being
conducted and that these inspections appear thorough?

- Site Conditions and Root Causes of Hazards. Arethe hazards discovered
during accidentinvestigations ones that should have b een recognized and
corrected by the regular inspection process?
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Employee Reports of Hazards

- Documentation. Isthe system for written reports being used frequently?

Are valid hazards that have been reported by employees tracked to
complete correction?

Are the responses timely and adequate?

- Interviews. Do employees know whom to contact and what to do if they
see something they believe to be hazards to themselves or co-workers?

Do employees think thatresponses totheirreports of h azards aretimely
and adequate?

Do employees say that sometimes when they report a hazard they hear
nothing further about it?

Do any employees say that they or other workers are being harassed,
officially or otherwise, for reporting hazards?

- Site Conditions and Root Causes of Hazards. When hazards are found, do
employees ever say they have complained repeatedly but to no avail?

Are hazards ever found where employees could reasonable be expected to
have previously recognized and reported them?

Accident and Near Miss Investigations

- Documentation. Do accident investigation reports show a thorough
analysis of causes, rather than atendency automatically to blame the
injured employees?

Are near misses, (property damage or close calls)investigated using the
same techniques as accident investigations?

Are hazards that are identified as contributing to accidents or near misses
tracked to correction?

- Interviews. Do employees understand and acceptthe results of accident
and near misses investigations?
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Injury and

Do employees mention atendency on management's partto blame the
injured employee?

Do employees believe that all hazards contributing to accidents are
corrected or controlled?

Site Conditions and Root Causes of Hazards. Are accidents sometimes
caused at least partly by factors that might also have contributed to
previous near misses that were notinvestigated or accidents that were too
superficially investigated?

Iliness Pattern Analysis

Documentation. In addition to therequired OSHA log, are careful records
kept of first aid injuries and/or illnesses that might not immediately appear
to be work-related?

Is there any periodic, written analysis of the patterns of near misses,
injuries and/or illnesses over time, seeking previously unrecognized
connections between them thatindicate unrecognized hazards needing
correction or control?

Looking at the OSHA 200 log, and where applicable, first aid logs, are
there patterns of illness or injury that should have been analyzed for
previously undetected hazards?

If thereis an occupational nurse/doctor on the worksite, orif employees
suffering from ordinary illness are encouraged to see anearby health care
provider, arethe lists of those visits analyzed for clusters of illness that
might be work-related?

Interviews. Do employees mentionillnesses orinjuries that seem work-
related to them but that have not been analyzed for previously undetected
hazards?

Site Conditions and Root Causes of Hazards. (Not generally applicable.)
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Assessing the Key Components of Hazard Prevention and Control.

Appropriate Use of Engineering Controls, Work Practices, Personal Protective
Equipment and Administrative Controls

- Documentation. If there aredocumented comprehensive surveys arethey
accompanied by aplan for systematic prevention or control of hazards
found?

If there is a written plan does it show that the best method of hazard
protection was chosen?

Are there written safe work procedures?
If respirators are used, is there a written respirator program?

- Interviews. Do employees say they have been trained in and have ready
access to reliable, safe work procedures?

Do employees say they have difficulty accomplishing their work because
of unwieldy controls meant to protect them?

Do employees ever mention personal protective equipment, work
procedures or engineering controls as interfering with their ability to work
safely?

Do employees who use PPE understand why they use it and how to
maintain it?

Do employees who use PPE indicate that the rules for PPE use are
consistently and fairly enforced?

Do employees indicate that safe work procedures are fairly and
consistently enforced?

- Site Conditions and Root Causes of Hazards. Do you ever find that
controls meant to protect workers are actually putting them at risk or not
providing enough protection?

Areemployees engaging in unsafe practices or creating unsafe conditions
because rules and work practices are not fairly and consistently
enforced?
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Are employeesin areas designated for PPE wearing it properly, with no
exceptions?

Are hazards that could feasibly be controlled through improved design
being inadequately controlled by other means?

Facility and Equipment Preventive Maintenance

- Documentation. Isthere apreventive maintenance schedule that provides
for timely maintenance of the facilities and equipment?

Isthere awritten or computerized record of performed maintenance that
shows the schedule has been followed?

Do maintenancerequestrecords show a pattern of certain facilities or
equipment needing repair or breaking down before a maintenance was
scheduled or actually performed?

Do any accident/incident investigations list facility or equipment
breakdown as a major cause?

- Interviews. Do employees mention difficulty with improperly functioning
equipment or facilities in poor repair?

Do maintenance employees believe that the preventive maintenance
system is working well?

Do employees believe that hazard controls needing maintenance are
properly cared for?

- Site Conditions and Root Causes of Hazards. Is poor maintenance a
frequent source of hazards?

Are hazard controls in good working order?
Does equipment appear to be in good working order?

Emergency Planning and Preparation

- Documentation. Arethere clearly written procedures for every likely
emergency, with clear evacuationroutes? Can employeestell you exactly
what they are supposed to do?
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- Interviews. When asked about any kind of likely emergency, can
employees tell you exactly what they are supposed to do?

- Site Conditions and Root Causes of Hazards. Have hazards occurred
during actual or simulated emergencies due to confusion about what to
do?

In larger worksites, are emergency evacuation routes clearly marked?
Are emergency telephone numbers and fire alarms easy to find?

Establishing a Medical Program

- Documentation. Are good clear records kept of medical testing and
assistance?

- Interviews. Do employees say that testresults were explained to them?

Do employees feel that more first aid or CPR-trained personnel should be
available?

Are employees satisfied with the medical arrangements provided at the
site or elsewhere?

Doesthe occupational health care provider understand the potential
hazards of the worksite, so that occupational illness symptoms can be
recognized?

- Site Conditions and Root Causes of Hazards. Have further injuries or
worsening of injuries occurred because proper medical assistance
(including trained first aid and CPR providers) was not readily available?

Have occupational illnesses possibly gone undetected because no one
with occupational health specialty training reviewed employee symptoms
as part of the medical program?
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Assessing the Key Components of Safety and Health Training.

Ensuring that all Employees Understand Hazards

- Documentation. Does the written training program include complete
training for every employeein emergency procedures and in all potential
hazards to which employees may be exposed?

Do training records show that every employee received the planned
training?

Do the written evaluations of training indicate that the training was
successful and that the employees learned what was intended?

- Interviews. Can employees tell you what hazards they are exposed to,
why those hazards are athreat and how they can help protect themselves
and others?

If PPEis used, can employees explain why they use it and how to use and
maintain it properly?

Can employeestell you precisely whatthey are supposed to do and where
they are supposedtogoinevery kind of emergency likely to occur at your
worksite?

Do employees feel that health and safety training is adequate?

- Site Conditions and Root Causes of Hazards. Have employees been hurt
or madeill by hazards of which they were completely unaware, or whose
dangers they did not understand or from which they did not know how to
protect themselves?

Have employees orrescue workers ever been endangered by employees
not knowing what to do or whereto goinagiven emergency situation?

Arethere hazards inthe workplace that exist, at leastin p art, because one
ormoreemployees have notreceived adequate hazard control training?
Arethereanyinstances of employees not wearing required PPE properly
because they have not received proper training?
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Ensuring that Supervisors Understand Their Responsibilities

- Documentation. Do training records indicate that all supervisors have
been trained in their responsibilities to analyze work under their
supervision forunrecognized hazards; to maintain physical protections;
toreinforce employee training through performance feedback; and, where
necessary, to enforce safework procedures and safety and health rules?

- Interviews. Are supervisors aware of their responsibilities?
Do employees say that supervisors are carrying out these duties?
- Site Conditions and Root Causes. Has asupervisor's lack of understand

of safety and health responsibilities played a partin creating hazardous
activities or conditions?

Ensuring that Managers Understand Their Safety and Health Responsibilities

- Documentation. Do training plans for managers include training in safety
and health responsibilities? Dorecords indicatethat all line managers
have received this training?

- Interviews. Do employees indicate that managers know and carry out
their safety and health responsibilities?

- Site Conditions and Root Causes of Hazards. Has an incomplete or
inaccurate understanding by management of its safety and health
responsibilities played a partinthe creation of hazardous activities or
conditions?
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APPENDIX 12-3

SAMPLE FROM AN EVALUATION INSTRUCTION

The questions asked in this sample instruction relateto the section of the evaluation dealing with
routineinspections. They are similar, however, to those that should be asked for every element
in your safety and health program.

Write an evaluation report by responding to the following questions and instructions. Use
complete sentences. Where appropriate, one sentence can cover morethan one question. Your
answers should reflect completed judgments. Avoid using terms that suggestincomplete

judgments, such as "appears,

apparently" and "seems."

Section 2. Routine Inspections

1.

2.

List any established objectives that involve routine inspections.

If any specific objectives were set forinspections were they effectively met? Describe.

Areinspections following set procedures? If not,describe how they differ and how
frequently this difference occurs.

If procedures are not being followed, discuss the reasons and whether the alternative
activity meets the objective seen for inspections.

Has inspection activity contributed to identification and control of hazards and potential
hazards? Describe.

If not otherwise covered above, please answer the following and provid e examples.

a.

Areinspectionsrevealing hazards escaping their controls? Examples: guards
removed from machines, housekeeping problems, employees failing to follow
established safety procedures. If so, be sure to deal with this topic in the
evaluation of hazard prevention and control.1

Are inspections revealing new hazards that either did not exist or were not
identified previously? If so, be sureto deal with this topic under the evaluation
comprehensive surveys, change analysis or routine hazard analysis.2

Areinspectionsrevealing repeated instances of the same problem? If so, is the
problem going uncorrected orisitrecurring after being corrected? If the former,
be sure to deal with the problem under the evaluation of tracking of hazard
correction, accountability or both. If the latter, be sureto address the problem
under hazard prevention and control.

Listany recommendations for changes inroutineinspection activity needed for next
year. Make surethattherecommended logically r eflecttheconclusions made above.

For information about implementing programs for hazard prevention and control, see Chapter 7

For information about comprehensive surveys, change analysis and routine hazard analysis, see

Chapter 6
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