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Commission on Behavioral Applications,
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Contact:    Michael Ballard
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Site Visit Team Dr. Bill Hopkins
Dr. Dwight Harshbarger

Recommendation: Accredit, Pending Minor Revisions of the Application

Vote of Accreditation Advisory Team: 2 YES
0 NO

A. Important Aspects of the Program:

• The Principles of Behavior Based Safety (PBBS) Program includes a
number of methods (described later in this report) in addition to those
found in the typical behavior-based safety program.

• Following the beginning of the expanded PBBS program in 2001, the
Division obtained a considerable reduction in OSHA recordable rate. This
reduction was well beyond reductions the organization had previously
obtained with a relatively typical B-BS program, even though the prior B-
BS program itself had produced a considerable decrease in OSHA
recordable rate.

• In addition, after beginning the expanded PBBS program -

1) The Division achieved and sustained an OSHA recordable rate
substantially below the rate reported by the rest of the parent
Tennessee Eastman Co. (see graphs in the Voridian
application)



2

2) The Division’s OSHA recordable rate declined and was
sustained at a level substantially below the rate reported by the
average of the trade association of which Voridian is a member
(see graphs in the Voridian application).

3) The decrease in OSHA recordable rate obtained by the Acetate
Fibers Division as a whole was replicated and sustained in two
departments that later were added to the Division (see graphs in
the Voridian application).

B. Methods and innovations beyond a standard behavior-based safety
program

• The applications of the Principles of Behavior-Based Safety in worksite
safety programs are both positive and innovative. The applications are rich
in opportunities to teach and learn, and systematically generate data that
guide program performance and evaluation.

• There are four distinguishing features to the Voridian PBBS applications.
Each of them has an associated technology, and each technology is used
to apply behavioral principles, particularly the principle of reinforcement.

1. Commitment, Awareness and Participation (CAP)

The CAP program is described in the program materials submitted
by Voridian, and the description won’t be repeated here. At the core
of the CAP is a process of searching for and identifying at risk
behaviors (ARB’s) in every area of work life. Significant emphasis is
placed on this process.

Once identified, ARB’s are placed in a matrix based on 1)
frequency of the ARB, 2) the likelihood of injury and 3) the likely
severity if injury occurs. A Priority Index is then calculated for each
ARB and appropriate action is taken for ARB’s that exceed criterion
levels.

Identifying and taking action on ARB’s, old or new, is an occasion
for immediate recognition and reinforcement. Searching for ARB’s,
and reinforcing people who find them, is a distinguishing feature of
the Voridian work culture. Similarly, as ARB’s are brought under
control, through workplace redesign and / or behavioral controls,
work teams celebrate their accomplishments. These
accomplishments are recognized by management. Systematic
measurement and data-based decision making is an important part
of the management of ARB’s.
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2. The Employee Safety Process (ESP)

The ESP is a system for observing ARB’s in the workplace, 24
hours a day, 7 days a week. Observers are anonymous, participate
as volunteers and the process is flexible. A minimum of 2
observations per employee per month is consistently generated.

Observations are entered into the Voridian Data System. The
System is continually available on-line. In addition to logging and
managing employee observations around ARB’s (behavioral
pinpoints), the System has an open architecture. New ARB’s can
be added as they are identified. Old ARB’s are retained in the
System. The actions of both observers and employees can be
described and entered, and in the future reviewed. ARB’s are
treated as active or inactive. Inactive ARB’s can become active and
emphasized whenever a work team feels it is important to do so
(behavioral pinpoints are never retired and removed from the
system). Data on any ARB, present or past, can be generated at
any time.

The Data System is innovative and contains a wealth of
information. It is straightforward and easy to use. Employees,
supervisors and managers find it a very helpful way to both assess,
guide and reinforce safety program performance. Multiple
opportunities to reinforce safety performance occur and are
systematically acted upon using the Data System and the
information it provides.

3. The Base Model

The Base Model has two components: the Scoreboard and Models
of Problem Solving.

a. The Scoreboard (the Employee Safety Process manual)

The Scoreboard is a matrix containing performance goals in a
vertical list, including the weighted value of each goal, and
actual performance on respective goals on the horizontal
dimension. In a meeting of a work team, Scoreboard
performance can quickly reviewed, and performance strengths
reinforced. Performance below target can be spotted, coaching
given and action plans developed.

The Scoreboard is another technological innovation by Voridian.
It is a complex summary of program operations, clearly and
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simply presented. It is easily used and serves as a continuing
source of safety performance review for work teams.

b. The Models of Problem Solving

The multiple Models of Problem Solving are described in the
Voridian Employee Safety Process manual. Each Model is
presented as a problem solving technology available for
supervisors and managers to use with their work teams.
Models serve as alternative ways of examining ARB’s and
generating alternative new behaviors among employees.
Models serve as alternatives to more traditional methods of
simply providing feedback to an employee who is observed to
behave in an unsafe way.  There is information on the
employees and settings where a Model is to be used, the
process itself, and the pros and cons unique to each Model.

There are currently sixteen distinguishable Models. The Models
are widely used by supervisors and managers. The principle of
reinforcement is systematically used as teams apply and meet
with success in their applications of Models to workplace ARB’s.
Success in performance is reflected in a work team’s current
and future Scoreboard.

4. Advanced Analyses: Near Miss and Minor Injuries

Voridian has an advanced set of practices associated with the
analysis of near misses in the workplace. Reporting of near misses
is included as a goal in a work team’s Scoreboard and logged into
the system when reported. When a near miss is reported, the
supervisor and employees reinforce the person reporting the near
miss incident. This is done one-on-one as well as in team meetings.
This has led to the reporting of near misses that occur in isolated,
single worker situations, as well as the more common group
situations.

Video technology is effectively used in safety training. For example,
videos of NASCAR pit crews at races have been used to
successfully train work teams to spot at risk behaviors. Similarly,
videos of on-site work performance are analyzed for ARB’s.

Minor injuries are emphasized as opportunities for analyzing ARB’s.
Every minor injury is given a full incident investigation. The
investigation results are reviewed by work teams and by
management.
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In addition, AFD has flexibly and seamlessly incorporated their
Maintenance Department into the overall safety effort of the
Division. They have developed methods by which people who have
been injured teach other workers about what happened to them
and how it can be avoided, including the use of preventive
maintenance activities.

C. Recommendations:

1. Work towards the objective of achieving a zero rate of OSHA recordables
by -

a. Generating discussions and practical suggestions from work
teams re how the few injuries that occurred could be prevented
in the future,

b. Analyzing the few injuries by departments, the kinds of
equipment used and jobs being performed, to determine if
special methods can be developed to eliminate injuries.

2. Disseminate the Acetate Fibers Division PBBS programs to other parts of
the company in which safety can be improved

a. Internal dissemination – Take action to effectively communicate
the successful PBBS practices of AFD to other departments or
divisions within Tennessee Eastman

b. External dissemination – The following is a listing of a few
possibilities.  They are not ordered in any particular way and
should not be considered restrictive.

• Begin an initiative based on the expanded program to
take safety to the homes of workers.

• Pending approval of the recommendation to accredit by
its Commission on Behavioral Applications, post the
Voridian Acetate Fibers Division Accreditation Application
on the CCBS web site; via email, prompt attendees at
recent Behavioral Safety Now conferences to review the
Application and this report.

• Present a report on the Acetate Fibers Division at the
2004 Behavioral Safety Now conference, Reno, Nevada.
This report would briefly review the original BBS program
at AFD and its evolution and development into the
present PBBS program and the results it has achieved.
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• Write a book describing in detail the development and
methods of the original BBS program and the expanded
PBBS program.

• Host periodic visits from representatives of other
organizations who are interested in learning how the
expanded PBBS program was developed and is now
executed by AFD.

• Develop a consulting team of a few people who can go to
other organizations and show them how to set up
programs like the expanded PBBS program at AFD.

3. Minor Revisions of the Application: This will be accomplished by a
collaborative effort between Mike Ballard and Bill Hopkins; it is to be
initiated immediately and completed within the next few weeks.


