
Developing a positive and safety-oriented culture in any organization is no easy task.  Every 
now and then, though, a company stands out from the others in both safety and performance.  
Such is the case with the Marathon Petroleum Company LP (MPC) refinery in Detroit, 
Michigan. 

In April 2011, the behavior-based safety (BBS) process at the Detroit refinery received 
accreditation by the Cambridge Center for Behavioral Studies by unanimous vote.  The BBS 
process under scrutiny was MPC’s “Circle of Safety” (COS). 

The following interview features Radwan Dagher, an MPC employee serving as BBS 
facilitator at the Detroit site.  Dagher’ s primary responsibility as facilitator is to be a 
communication conduit between the BBS committee that steers COS, and the upper-level 
management that resources the committee and observers.  In this interview, Dagher reflects 
on his experiences with BBS, the accreditation process, and establishing a productive and safe 
work environment.  His perspective is a valuable contribution to the OBM community and 
those seeking evaluation of BBS programs and CCBS accreditation. 

Can you provide us with a brief history of how leaders at the Detroit refinery became 
interested in CCBS accreditation? 
It goes back to about 2010 when we were looking for an outside review of our BBS process.  
We were interested in getting accredited.  Our sister plant in Robinson, Ill., had been 
accredited and through conversations with them, our management sponsor, and committee 
we decided to fill out the application with the help of the Cambridge Center.  We filled out the application and set a time and agenda 
for the visit.  It was more to get an opinion for what we do well and what we can improve on.  We wanted a second set of eyes on our 
process. 

You refer to BBS as a process. Why is that? 

We refer to our BBS system as a process, not necessarily as a program.  Processes are cultivated and adjust to the site’s climate and 
current events. Programs seem like a flavor of the month sort of thing.  Programs come and go and sometimes don’t adapt to the work 
environment.  The process gets better over time because it is sensitive to the workplace and the culture. 

This perspective identifies one of the reasons why COS has been successfully implemented at the Detroit site for over 14 years.  COS 
has become an iterative process that is sensitive to the data streams generated through observations and strategic planning.  For example, 
from 2010-2012 the Detroit refinery underwent a $2.2 billion expansion project that significantly expanded the number of workers on 
refinery grounds.  

How did you manage the BBS program and the influx of new workers during the expansion?
On average we have around 800 people on-site, and about 300 of those are contractors.  During the expansion from 2010-2012 we 
had almost 3000 people in here, so we were definitely out-numbered.  We had to reach out to the union contractors and non-union 
contractors to include them in COS observations.  So we set our time and goal, implemented the BBS process and trained the 
contractors.  During the shutdown, to put the plant back on-line, we had 10 dedicated observers in the field.  It was amazing. The data 
coming in was outstanding.  There were five full-time observers on nights and five full-time observers on days.  The observers were 
from mixed walks of life - like a salaried engineer, an operator, contractors, and maintenance employees.  So by having the 10 full-time 
observers we were able to maintain a high quality BBS process with that many people. 

Another useful metric used in the expansion project was contact rate.  The contact rate is the number of people observed divided by the 
number of people on-site who have hands on the tools.  The contact rate is determined by an on-site BBS committee and based on the 
number of new contractors, new employees, and the type of work conducted on-site (among other variables).  Contact rate is only part of 
the data stream used in the committee decision-making process.  The primary metric is the sustainability index. It allows the committee 
to get an overall picture of the health of the safety program at any given moment.  Dagher states that the sustainability index allows the 
committee to assess the “pulse” of the organization.

In addition to the databased focus on safety, Dagher sees the advantages of the BBS process at an interpersonal level, whether it be 
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connecting with individual employees or reaching out to employee unions.  

BBS has been a way for us to keep good relations between the company, the employees, and the unions.  It has helped us knock down 
the walls and remove the barriers in communication.  This is part of why I tell people that I’m the luckiest man alive, because I get to 
be a part of this culture and have these conversations.  MPC treats its people well and they empower you.  They give you what you 
need to do the job right and safely and that’s a blessing. 

Dagher offers a similar sentiment in reference to his general opinion on the BBS process. 

The BBS process is a key component of how we do business.  The process includes everyone.  It includes contractors, hourly people, 
operations, maintenance, and management folks whether they are tech service or engineers, salaried professionals.  Everyone is active 
and engaged in this process and we believe that everyone has a right to a good safe day’s work. Everyone can observe everyone. 

Part of the success of COS is the “no name no blame” policy for observations.  Essentially, observations do not include identifiable 
information that results in employee reprimand.  Another effective feature of the observation process is the ability for employees to give 
feedback to the observer. 

We have a two-way feedback system where the observer asks the worker if there was a safe behavior that was missed by the observer.  
When the worker participates in the process, it becomes the worker’s sheet - a signature of the worker’s performance and the worker 
wants it to be right.  Also, it promotes discussion and empowers the worker to become part of the process.  If I’m observing you do 
the work, then I owe you that, to be part of the process.  It makes the observer also seem more human.  This turns an observation into 
a conversation.

Included in the CCBS Site Visit report is a long list of strengths of COS. was this system built in-house or did you seek support 
from a behavioral consulting firm? 
We’ve been dealing with Behavior Science Technology, Inc. (BST) since day one and it has been great.  We work with their software, 
and attend their trainings and conferences.  They came in and set this whole thing up and continue to help us out.  We use their 
“Behavior Accident Prevention Process” (BAPP) software.  It is their trademark and is amazing for analyzing antecedents, behaviors, 
and consequences.  I like it because it gives me flexibility in searching different aspects of the behaviors and work environment.  There 
are endless ways to look at this data and our BBS Committee gets to review and analyze this stream of data and form plans to act on 
it. You can’t eliminate risk completely, you can only minimize it and BAPP helps us do that. 

How was your interaction with the CCBS behavior analysts who conducted the site visit?  
John [Austin] and Tim [Ludwig] were the CCBS guys who came out here - we had a good time.  It wasn’t a thing where you stiffen 
up and try to pretend and impress the auditors that are coming through.  It was a real honest presentation of who we are and what we 
do.  They made some good suggestions and most of them we implemented, others we’re still working on.  We got to see how they 
think…an outside perspective. 

What was one recommendation from CCBS that you have implemented?   

One of Dr. Ludwig’s recommendations was to have more coaching.  To have a higher number of people out there who are certified to 
coach – to spread that knowledge to others.  They’ll be happy to know that we’ve trained a lot more observers since we last saw them.

What recommendations do you have for other companies interested in accreditation of their BBS process?  
My advice is this: if you have a process in place, you have to get help from someone who knows the behavior part of it like the folks from 
the Cambridge Center and BST.  It has to be an honest look at your own company.  First you should do a survey of the culture; you want 
to know the perception of safety on site.  Get feedback from the people that work the site.  What is good?  What isn’t good?  Get your 
finger on the pulse, and the best way is for that assessment to be anonymous and from an outside source so people can open up. It has to be 
supported and managed and they have to understand how this process works.  You can’t support something you don’t understand.  Here, 
we have supervisors who do observations.  It’s great.  

Also, it has to be employee driven.  It can’t be something that is created by higher-ups and forced on the employees.  Everyone has to 
be involved at some level, union or non-union. 

From the CCBS accreditation report and the interview with Dagher, it is apparent that BBS “clicks” for the employees and contractors 
who work at MPC’s refinery in Detroit, Michigan.  Not only is the Detroit refinery an exemplary site worthy of recognition, the managers 
and observers are ambassadors for the application of behavior analysis in organizations.  From my personal standpoint, it was inspiring 
to speak with Radwan because of his positivity toward the CCBS, behavioral safety, and MPC.  The collaboration with Radwan and 
MPC is what draws many of us to behavior analysis – the opportunity to use our science to positively influence lives at a personal and 
professional level.  

There is hardly any resistance to BBS here, it is just the way we do business and everyone understands that.  Our goal is to have 
everyone leave the way they came in…safe and uninjured. It is an honor to be able to do that for people. 

***

Read more about Radwan Dagher, MPC next page...
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“It was my pleasure and an honor to be even considered to do this. I truly love, believe in what I do and 
that is what drives to natural high every day. 

When I conduct training for new observers joining the process, I get emotional because I use examples of 
at-risk behaviors that had affected my father who worked at a General Motors stamping plant in Ypsilanti 
Michigan. My father died 7 years ago (Cancer not work related), he was almost deaf (he never wore 
hearing protection), had back pain (bad Ergonomics, Body Mechanics) and a severe case of carpal tunnel 
syndrome in both hands. 

My Dad worked hard, put in a lot of over time in the plant just so to provide well for his 4 children. He was 
like any good immigrant that wanted a better life for his family and he never complained. I am proud to 
tell you that I have a sister that is a doctor and a brother that is a very successful lawyer. My other sister is 
a happy go lucky homemaker. I also manage to do well for my family and myself. 

In closing, I have dedicated the last 6 years of my work life to keeping co-workers and myself safe. I saw 
what the previous generation had to endure and their behaviors that put them in their physical conditions 
they ended up with in the later years. If my father was alive today, he would smile and be proud that I am 
trying to make a difference in safety in the work place. God bless America!!!”
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