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Introduction

San Onofre Nuclear Generating Station 
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In the late 70’s, Mr. Foster C. Rinefort, published studies regarding the relative effectiveness of voluntary safety programs.  Some refer to Mr. Rinefort as the “father of the idea” for the Voluntary Protection Program.  Bowen Huntsman and Shane Bush were able to personally meet Mr. Rinefort at the 2000 National Voluntary Protection Program Participants Conference in Seattle, Washington.  In 1979, Bechtel was the construction contractor at San Onofre Units 2 and 3 in Southern California.   It was estimated that there were 2000 to 3000 workers at the Site.  The idea of voluntary safety programs was put into action as an experiment at this Site.  Mr. Joe Barton was the Bechtel Safety director at the Site and Mr. Jim Paulsen was the Safety Construction manager.  Mr. Barton working together with Cal-OSHA, the Building Trades Union, and the National Constructors Association was able to “establish an agreement” where construction contractor would voluntarily manage their own safety and health at the Site.  The basic agreement was that Bechtel agreed to follow all the requirements of Cal-OSHA, and in turn Cal-OSHA would refrain from issuing citations for violations.  It was agreed that a joint labor/management committee would handle violations or issues most effectively and efficiently.  This first experiment was actually called the “Voluntary Compliance Program (VCP)”.  This committee met monthly to resolve issues as needed.  The relationship of all parties involved was exceptional.  It was noted by, Mr. Donald L. Nielson, who replace Mr. Al Wharf, the initial Cal-OSHA person involved with the experiment, that to his knowledge there were no citations issued during the construction period.  He also noted that there was very little paperwork involved with the process.  He personally kept a logbook of his activities but that was all.  Bowen Huntsman was able to personally visit with Mr. Nielson, who in 2000 was an employee of Argonne National Laboratory-West.  It was from Mr. Nielson that most of the information above was gleaned.

Pre-1995

In the pre-1995 era, several EG&G Idaho, Inc. organizations and the Westinghouse (Idaho Chemical Processing Plant) facility were very involved in the Dan Peterson philosophy of Safety Excellence.  The Peterson philosophy promoted safety excellence criteria that closely matched criteria in the Voluntary Protection Program (VPP).  The Westinghouse facility had actually written a VPP Application and was preparing for submittal when the prime contract for the Idaho National Engineering Laboratory was re-bid and Lockheed Martin Idaho Technologies Company became the Contractor.
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During these earlier years, EG&G Idaho, Inc., had also adopted a behavioral-based process entitled “Actively Caring for a Total Safety Culture”.  This actively caring philosophy was taught by Dr. Scott Geller,Virginia PolyTech, in Blacksburg, Virginia.  This philosophy was presented to hundreds of employees in 4-hour workshops.  The philosophy of “actively caring for your own safety and the safety of others” has had a significant impact on the safety culture at the INEEL; in fact, it is the genesis of our current safety value statement “I will actively care for my safety and the safety of others”.  The Total Safety Culture (TSC) has provided a sound foundation to VPP at this Site.

1995

VPP Program Office
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Safety and Health Management determined that if the company was to keep a focus on VPP, that there needed to be a small, but effective staff, dedicated to this effort.  The Program office was initially organized with four individuals plus the union safety representative.  Later in the process, another resource person was added and the union safety representative became half time.  The VPP Program office is the company focal point for VPP and it provides direction and implementation strategies to line management and employees.  

Unit Infrastructure

Communications was determined to be a significant barrier because of the large number of employees, and because the facilities are so geographically disperse.  To better implement VPP activities in a logical fashion, the company was organized into eleven (11) VPP Units.  VPP Units 


for the most part overlay geographic or facility boundaries, both in town and at the Site.    

VPP Steering team

Each VPP Unit has a single employee Point of Contact (POC).  The POC serves as the employee single point of contact between the Unit and the VPP Program office.  This body of eleven POC’s, plus union representation, comprises the company VPP Steering team.  This team has a mission statement, keeps minutes, meets monthly, or more often as needed. 
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POC MISSION STATEMENT

"A POC's primary function is to coordinate VPP efforts within his/her respective VPP Unit.  Each POC serves as a point of interface between the unit and the VPP Program Office.

Company Employee Safety Team
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Previous Contractors had Company level Safety Committees.  However, since there are committees for everything, it was purposely decided that employees needed to be part of a “team”, thus “Employee Safety Teams”.  The Company Employee Safety Team (CEST) is comprised of a representative from each of the 11 Units, representatives from each of the 5 Unions, representative from the Safety and Health organization, and a representative from Construction.  The CEST was originally chaired by an employee, however, later in the process, it was determined that it would be best to have the team co-chaired by the company President and an employee selected and voted on by the team.  The CEST meets monthly, has a charter, and maintains minutes.
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Program Management Plan
The written program management plans have evolved over the years.  The first plan was a description of selected elements of VPP and the elements that line management should be implementing to establish the VPP Process.  The first plan was often referred to as the “Red book”.

Safety Emphasis

One of the cultural aspects first implemented was the concept of a “safety emphasis”.  Safety being the first topic on any agenda, particularly in staff and safety type meetings.  This concept stemmed from the Total Safety Culture.  A "safety emphasis" is now known as a “safety share”.  With time, the idea of starting each meeting with a safety share moved down to all the organizational levels.  It is simply part of the culture to begin a meeting with a safety share.   

1996

 Unit Employee Safety Teams
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It was determined early in the process that employee safety teams (safety committees) would be the major avenues for employee involvement in the safety program.  Some areas had had safety committees for years, but they were the traditional committees with very limited input into the safety process.  Each Unit organized an employee safety team lead by a chairperson.  The teams developed charters and the various sub-teams developed mission statements, which directed the activities of the groups.  The Unit EST chairpersons were that Unit's representative on the Company Employee Safety team, which also met monthly.  This structure allowed for communication both up and down the line.  The ESTs met monthly and maintained minutes of their activities.  As much as possible, every group within a Unit was represented on the team.  
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Revised Program Management Plan

The Program Management plan (Red Book) was revised and updated.  It became the general map for the Units to follow as they implemented various aspects of the program.  This document was completed in September 1996, and was often referred to as the “Green Book”.  It provided a brief discussion of the various elements of the program and a timeframe for implementing these elements and activities.

Mentoring
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August 3, 1998

To : Bowen Huntsman
Lockheed Martin Idaho Technologies Co.
P.O. Box 1625
Idaho Falls, ID. 83415-3406

From : VPP Team
Weyerhaeuser Paper Co.
P.O. Box 188
Longview, WA. 98632

Dear Bowen,

It was a real pleasure to be able to visit your facility. We wanted to say “Thank You™,
again for your part in making our visit such a beneficial and pleasant experience. It’s
easy to see that your VPP group has done a lot of work. It was encouraging to us to see
the high level of co-operation at all levels of your organization. As you know that is one
of the areas we need to work on.

We came back to Longview with a lot of good ideas to put to in place. The VPP
program has done a very positive thing, in that it has created a network where people can
share ideas to the benefit of employees in all industries. We certainly appreciate your
sharing, and we look forward to celebrating with you when you get your STAR.

Thanks Again,
Your Friends in Safety,
The VPP Team

%’)%] M&W Weyerhaeuser-Longview
/190’4 &477@«&% VMJQGIL’U\Q. wa}()u?/\/k
Rosg Suane

Gelle. e insis




In cooperation with the Voluntary Protection Program Participants Association, we were assigned our first official mentor, which was Star Enterprises in Port Arthur, Texas.  Star Enterprises was a large refinery with several thousand employees and they had significant union participation that was critical for our success.  Star Enterprises hosted us for a one-day visit at their facility.  This visit was a real springboard for our activities and everyone returned home was lots of ideas and enthusiasm for the program.  Later, we were assigned to two additional mentors:  City of Scottsdale and Motorola in Scottsdale, Arizona.  

We were able at this time to take a team to Soda Springs, Idaho and visit four (4) VPP Star facilities.  It was wonderful to have this resource in our “back yard”, and we have utilized their expertise on many occasions.
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Because of our uniqueness, we were provided two additional mentors, Motorola in Scottsdate, Arizona and the City of Scottsdate, also in Scottsdale.  Motorola was high-tech which fit our particular work culture and the City of Scottsdale had a geographic challenge similar to our 890 square miles geographic diversity.  With both of these mentors, we were able to visit their facilities and they were able to come to Idaho and spend some time with us.  The mentoring process was extremely valuable.
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Safety Awareness Day
Our first attempt to have an all-company safety day was the March Safety Awareness Day.  In each of the VPP Units, the employees gathered for donuts and muffins.  This doesn’t sound like much until you remember there were 5000+ employees and something like this had never been done before.  It was a special recognition day for “safety” and there was information provided to employees regarding the Voluntary Protection Program.        

Management Champions
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Groups of employees were beginning to engage in the VPP process, but it was clear that we needed to encourage more direct management support.  It was determined that we needed a senior management champion for the Site plus one for the town facilities.  It was also recognized that each of the Units also needed a management champion.  These champions were used to “lead the charge” with each of the facilities and they assisted in the removal of barriers that prevented the process from moving forward.  These champions interfaced with their respective Unit VPP Points of Contact and the VPP Project Office.  

VPP Bill of Rights Cards

In an effort to educate employees regarding their rights within VPP, the VPP Bill of Rights Card was developed and issued.  This card listed the company safety policy, the over-arching safety goal, the safety value statement, the five major elements of VPP, and a list of employee rights.  One of those rights is their “right to willingly participate in safety and health issues”.
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VPP Employee Handbook
The Employee Handbook was a companion to the VPP Bill of Rights Card.  It was small enough to fit in a shirt pocket for easy reference.  Later in the process, this handbook was also located on the VPP Homepage.  This handbook contained the following:  definition of VPP, description of major elements, the benefits of VPP, purpose of safety goals, the Unit infrastructure, the interface of the various employee committees, the Steering team, involvement of senior management, and a description of how employees could get involved in the process.
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DOE VPP Workshop

The INEEL sponsored a DOE-wide workshop entitled “Managing Safety Through Change”.  This was a two-day workshop held at the Shilo Inn.  This workshop was an opportunity for attendees to share experiences and learn from DOE-VPP Star companies and OSHA Star companies.  There were guests from the Albuquerque Operations office, Allied Signal in Kansas City, Bechtel Petroleum Operations, Fluor Daniel at Fernald, Fluor Daniel at Hanford, Mobil Chemical, Monsanto Chemical, Potlatch Corporation, Rohm and Hass, and the Westinghouse Waste Isolation Pilot Plant.  Joseph E. Fitzgerald and Tara J. O’Toole from DOE Headquarters were special guests and speakers.

Supervisor and Manager (SAM) Training
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WINTERIZATION SAFETY

PLAY IT SAFE BY THINKING AHEAD
Winter can be invigorating, enjoyable season. It also can be hazardous and unpredictable. Since winter weather conditions change frequently and rapid
a smart idea to be prepared. To help keep you safe this winter, take a few minutes 1o review the everyday precautions that follow.

WIND CHILL
Winter temperatures can be deceiving. Thermometers measure only the cold. Don't forget
that the effects on your body are compounded by the wind. The combined cffect of winter

cold and wind speed is called wind chill. The dangerous effects of wind chill rise as the
temperature drops and the wind increases. Heat is carried away faster from the skin,
driving down body temperature. This can lead to frostbite or hypothermia.

WINTER DRESS

To avoid a chill, try to stay warm and dry. Layering clothes

helps prepare you for different conditions and activities. Use

three essential foyers - underwear, insulation and outer sheil -

in different combinations to maintain comfort through changes

in weather and exertion levels"

Underwear -

* Provides basic insulation and moves moisture away from
skin. preventing chill when activity stops.

* Choose long underwear, or thin, snug-fitiing pants with a
long-sleeved T-shirt or turlenéck.

Insulation -

* Use one or more layers, depending on conditions.

* Sweaters, sweaishirts and other similar garments are good
instlators, Some newer insulating pieces are also suitable
as an outer shell in milder weather.

W&Q&

Quter Shell -

* Choose garments that are windproof, and preferably
‘Waterproof, such as those made of coated nylon or
polyester. Many shells - such as ski-style jackets or parkas
- combine the outer and insulating layers.

* Good fit is crucial. If the shell is to0 big, heat loss can
occur rapidly. IFit s too'small, you may not have enough
room for insulating layers.

Plan from head 1o toe. Wear a hat, which can save half your
body heat loss. If needed, wear layers of pants to keep your
legs warm. Gloves and warm socks help protect fingers and
toes, where you can first feel the effects of cold temperaures.

WALKS & DRIVES

Treading 2 slick sidewalk or moving your car from a slippery
driveway can be dangerous. Accidental deaths ocour most
frequently in January, when an estimated 1,000 people die
from falls outside the house,

To increase safety of family, friends and neighbors, keep your
walkways and driveway free from snow and ice. Snow:
blowers and ice-melting granules make the process much
easier and less physically demanding.

When the weather turns nasty-

* Actearly. It's easier 1o remove snow immediately
following a snowfall, before it becomes packed or tums 1o ice.
You can help prevent ice from forming by spreading ice
melters when heavy wet snow, sleet or freezing rain begins.
Reapply later, after removing any accumulation.

* Remove ice and provide traction to keep walkways safe.
Many ice melters can help reduce the risk of slips and falls,
and are more effective than household items like sand or kity
litter. Be sure 1o check the package labels. Always look for
products that do not irritate skin, require special handling or
protective clothing, or contain harsh chemicals. Follow
directions carefully.

* Clear a wide path. When snow acoumulates, take extra
time (0 clear more than just a single shovel width on
sidewalks. 1t will make walking easier and safer.

SHOVELING
Shoveling demands heavy physical exertion, The strain from
the cold and hard labor may cause a heart attack. Sweating
from oversxertion can lead to a chill and hypothermia. Seek
altematives to shoveling. Use a snow blower and ice-melting
products to help make snow removal easier. Get help from
others.

1If you must shovel, remember to -
2 Take it slow; do it carefully.

% Lift small amounts, espesially when removing
heavy snow, slush or ice.
x Use proper posture (0 prevent back strain. Kesp

your back straight, and lift gently from the knees
and hips. Stop if you feel pain ar become short of
breath,

Source: American Red Cross Safe Step Brochure, Nov, 1994

#1 -- January, 1997



In order to achieve line management buy-in and support of the process, it was extremely important that they become much more educated in the philosophy of safety management and the major elements of the Voluntary Protection Program.  This would not be a one-time session but was to be regular, periodic training sessions with all managers.  These sessions addressed topics such as “Becoming an Advocate for Safety”, Management Leadership and Employee Involvement, Passport to Success, Management Commitment and Accountability, “You can make the Difference”, and Leading by Example.  The attendance of line management to these sessions was exceptional.

Safety Shares
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It was important that “safety” become the first topic at any staff or general meeting.  The concept of a safety emphasis was initiated first at the CEST meetings but also began in many of the senior management meetings.  A person in charge or an attendee in the audience presents these safety shares.  It was a step in making safety a “value” in the workplace.

Safety Recognition—Safety Success Series
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Initially, the company conducted Safety Recognition programs administered at the company level.  One program that occurred for several years was the Safety Success Series.  These programs addressed specific topics and encouraged the employees to participate in safety activities.  As the employees completed a selection of activities, then they would be recognized with a safety item such as an auto-survival kit for the car or a fire extinguisher.  All employees were eligible to participate in the program.  The Safety Success Series was the “genesis” of the “Passports” which were to be introduced later.

1997

Celebration of Safety Week
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A great improvement to the first Safety Awareness day was the Celebration of Safety Week.  It was determined that we wanted every employee (5000+) to hear a special guest speaker.  We needed this to logistically occur in 2 days.  This was an activity that had never been accomplished before because of the size and geographics of the INEEL.  Arrangements were made to have Mr. Charlie Morecraft (a fellow who was severely burnt in a Refinery fire) come and speak—three times in-town and four times at the Site.  The company President and DOE Idaho Operations Senior management were and continue to be speakers at these gatherings.  Bus schedules were arranged to bring every employee possible to either the Shilo Inn or the CFA Fire Department during that two-day period.  This event was a great success.  During the rest of the week, each of the VPP Units sponsored safety recognition luncheons, displays and booths.  It was a week of celebration for “Safety”.   The Celebration of Safety Week has become an annual event ever since.

VPP Passport to Success, Passport to Excellence, and Passport to Star
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The employees needed to participate even more in the safety program, so a Passport to “safety” success was developed.  This was a pocket-sized notebook (the size of a passport) that contained a list of twenty to thirty activities that an employee could accomplish in order for them to actively participate in the program.  This was a unique educational tool for reminding employees how they could participate in the various aspects of safety.  There were activities such as participating in a workplace inspection, reviewing an injury/illness investigation, discussing safety goals and objectives, and contributing to development of a job safety analysis.  As each employee completed their passport, they were recognized with a quality company jacket.  This jacket was a significant commitment by senior management. 

In 1998, the Passport to Excellence was developed and issued.  The various ways an employee could be involved in the process was emphasized in this passport.  At the completion of this passport, each employee was recognized with an INEEL watch.

In 2000, the Passport to Star was developed and issued.  This passport focused on all the elements that needed to be emphasized and the things that employees needed to reminded of, prior to the on site review.  Each employee who completed the passport was entered into a drawing for selected recognition awards. 

Mentoring
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Learning from others who have already walked the path is essential for success.  We were able to interface with many Star facilities.  Members of the Steering team were able to visit that Site.  We were able to visit the Star sites [Monsanto, Kerr McGee, Conda Pump Station, Agrium] in Soda Springs, Idaho.  Mentoring is a two-way path and we were able to have several companies come to the INEEL, such as J.R. Simplot, Pocatello, National Yellowstone National Park, Montana, Weyerhauser Paper, Washington, and the Department of Transportation, State of Idaho.

VPP Roles and Responsibilities Booket

It was essential to clearly identify the roles and responsibilities of everyone in the VPP process.  A small, pocket-sized booklet was developed that listed the various roles.  Later this booklet was posted on the VPP homepage.

Program Assessment

One of the key criteria of the process is to conduct an annual evaluation of the Safety and Health program.  The VPP Program office performed the first evaluation, but it was recognized that the evaluation needed to be in much greater detail and needed to include employees.  Several lessons were gleaned from this effort, which resulted in process improvement for 1998.  Starting in 1998, a written process was published and several employees from each VPP Unit were trained in the process.  The employee evaluation team reviewed supporting documentation, interviewed employees, and conducted walk-throughs in order to ensure a thorough review of all the criteria.   The evaluation resulted in a report and follow-up action plans [image: image27.jpg]3-D FIRE PROTECTION, INC.
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by each VPP Unit and Program office.   

Independent External Evaluations

We determined that at this conjuncture in the process, that it would be important to obtain the services of an outside consultant to review our process.  The number of qualified consultants was minimal.  The first consultant was Environmental Profiles, Inc in Columbia, Maryland.  They came to the INEEL and performed two separate evaluations.  STAR Consultants in Annapolis, Maryland accomplished the remaining independent evaluations.  These firms conducted thorough reviews of our implementation of the criteria and issued detailed reports containing areas for improvement.  The decision to have these consultants review our process with a separate, external set of eyes was definitely a key to our success in achieving Star status.    

Subcontractor VPP Submittals/Field Reviews
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The subcontract community needed to become involved in the VPP process.  There was a process improvement team (PIT) initiated which involved representatives from contractors performing work at the INEEL.  The PIT became an educational forum for the subcontractors and it resulted in the flow-down of VPP criteria into their contracts.  Each interested contractor had to submit a written response to a set of criteria, and the criteria was reviewed and approved by the VPP Program office.  The criteria submitted by a contractor had to be approved before that contractor could be added to the Pre-qualification list and they could actually bid on projects at the INEEL.  It was also at this time that hundreds of contract personnel participated in training to become educated in the VPP process.  The VPP Program office also performed on-site assessments of the sub-contractors, both of their home office and at their active work site at the INEEL.  
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Region X VPPPA Conference-

May 14-15, 1997
Tumwater,
Washington

Strong total participation from
DOE contractors was evident at
this VPPPA-sponsored event.
About 30% of the audience came
from the Hanford Site. Fluor
Daniel Hanford (FDH) was one
of the sponsors for the conference.
Speeches from Richard Terrill,
Acting OSHA Regional Adminis-
trator for Region X, Gary Moore,
Washington Director of Labor
and Industries and a representa-
tive from Oregon OSHA, all gave
encouragement and support to the
growing VPP in Region X.
Breakout sessions included speak-
ers from Region X OSHA and
WISHA STAR/Merit sites and
several people from Hanford.

Joe Dear, Chief of Staff for the
Governor of Washington, closed
the meeting with an uplifting
presentation about VPP in the
Northwest.
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S e <
Left to right: Monte Wilson, LMITCO; Mike Graefe, LMITCO; Sharon Chivers, LMITCO; Nancy
Hammaond DOE-VPP at HQ sahare ideas at the reception for workshop participants.
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Jennifer Smith, with DESS Hanford, Inc., presents how contractors at Hanford implemented
DOE-VPP during the session on “Continiaus Improvement”.




Star Map

An extension to the Management Plan mentioned earlier, was the development of a one-page pictorial [a map of sorts] of where the process was going in the near term.  It would give the VPP Points of Contact and management a snap shot of the upcoming activities and events associated with the implementation of the process.  The map was updated as items changed and it became an effective to tool to communicate the process.

National and Regional VPPPA Conferences
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The INEEL was well represented at both the National and Regional VPPPA Conferences.  These conferences provided an opportunity for employees to “rub shoulders” with other facilities who were actively involved in the process or simply considering whether or not to get involved.  The conferences are excellent tools to build enthusiasm among employees for the process.  They could see the excitement of employees outside the INEEL and they could see first hand that the process is nation-wide and that numerous companies are taking advantage of this safety program of excellence.

Jeopardy Game
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It was important to develop some training tools that were not only educational but were fun for the employees.  One of the first tools developed to teach employees about the process was the Jeopardy game.  It was built around the game as seen on television, but we simply used questions that pertained to the VPP process.  It was originally developed for computer display using HTML programming language and then later we used large playing boards that could be transported from area to area.  It was a tool that could be used by either management or employee safety teams in a staff or safety meeting.  

Employee Safety Concerns/ICARE

There had existed for years a company-level employee concerns program, but it handled all types of concerns and not simply safety concerns.  A management control procedure was developed specifically for safety concerns that could be reported by employees.  The Issues Management and Requirements Environment (ICARE) was the database that the reporting system was built around.  The system has since been included in the in the Issues Management program. 

Safety Expo
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It became time to expand the safety culture more directly into the local community.  First steps to include the community, was through the sub-contractors, but there needed to be a greater emphasis on schoolchildren and families.  We became aware that the Hanford facility was hosting an event in their community called a Safety Expo, and after a careful review of the event, we decided to do the same thing here.  The first Expo was held at the University Place, but it was apparent that the event needed to be held at a location that was larger with established people traffic.  Subsequent Expo’s have been held at the Grand Teton Mall.  The Expo is made up of dozens of booths and activities both inside and outside the Mall.  The theme is safety and wellness.  The booths promote interaction between the visitors and those sponsoring the booth.  INEEL employee safety teams mainly sponsor the booths, but each year there is more non-INEEL participation.  A major co-sponsor with the INEEL in recent years has been the Columbia Eastern Idaho Regional Medical Center.  A major event attraction is the “simulated Car Crash”.  This event draws an audience of hundreds of young people and families each year.  There have been greater than 10,000 attendees at the Expo the past couple of years.      

VPP Application
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The first draft of the application was completed during this year.  It was a joint effort of the twelve employee safety teams.  The teams collected documentation that supported the various criteria elements and that information was submitted to the Program office.  The Program office took the lead in developing the application with frequent reviews by the VPP Points of Contact, employee safety teams and management.  The application underwent 5 or 6 revisions before the final document was prepared and submitted in 2000.  

1998

Stop Work Authority
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Employees, particularly represented employees, had their first major impact on a company safety procedure during this time period.  The Stop Work procedure had become very cumbersome and ineffective.  A team of Union workers got together and simplified and rewrote the company stop work process so that it was more useable by the workers in the field.  They also developed a small badge holder card that listed each of the stop work steps.  The Stop Work procedure was great example of employee involvement.
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Employee Safety Team Training

The employee safety teams had been in operation for some time and were prime for some training.  Mr. John Drebinger, a professional communicator, emphasizing safety, came and presented a learning session at the Shilo Inn.  A phrase that he used during that training is often referenced even today and that is “I know you don’t know how, but, if you did know, how would you do it?” 
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VPP Unit/Program office Homepages

Communication is a key factor in the implementation of the Voluntary Protection Program.  Because the vast majority of our employees have access to a computer, we thought it would be expedient to develop homepages for the workers to receive and distribute information.  These homepages contain such information as the membership of employee safety teams, minutes from employee safety team meetings, Unit safety goals and objectives, trending data, recognition of employees for positive contributions, and in some cases newsletters.

Safety Bowl
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We are always looking for another way to effectively educate employees and build team spirit.  The Safety Bowl became that tool.  Each Unit organized teams and they were provided a set of questions, without the answers.  The questions were specific to VPP and the Safety and Health program.  The teams spent hours off-the-job researching the answers to the questions.  The Safety Bowl was conducted very similar to the College Bowls that are occasionally viewed on television.  The teams sat around tables with lighted buzzer built by the craft workers, and each Unit had a play-off until the Unit winner was selected.  The Unit team winners then played in the company level Safety Bowl.  The winning team(s) attended the National VPPPA conference.

INEEL Orientation Video

The INEEL Orientation video [8-minute] was developed to ensure that anyone, whether they were a student, vendor, maintenance contractor, construction contractor, consultant, part-time employees or new full-time employee, was able to have a general overview of the VPP process and philosophy at the INEEL.  This video along with other important safety and health information is viewed by to any work being performed.
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Safety Menus

Because a significant number of our employees frequent the company cafeterias and lunchrooms, it was determined as excellent opportunity to communicate with a captured audience.  Patterned after the plastic menu holders in a restaurant, we decided to communicate with workers by placing a safety message and safety meeting reminders in the same plastic holders.  These plastic holders are located on each of the eating tables.  Employees are being educated while they are having lunch or taking a quick break.

“People” Campaign
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A significant campaign was run at this time to remind employees “safety is a people business”.  Safety is also compliance, so it is essential to keep the right perspective between people and things when performing daily work.  There were many posters developed with pictures of employees performing work safely.  Part of this campaign was the “I Work Safely because…” program.  Employees were able to decide why they worked safely, was it because of a spouse, children, fun hobby, or a favorite pet; and a picture of that reason was laminated into badge holder sized card that would serve as a reminder of why they needed to work safely each day.

1999
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The Union Summit is a forum for the Union leaders to communicate regarding safety with company and Department of Energy Senior management.  The leadership of each of the Unions, DOE, and the Contractor come together in a somewhat informal setting and they discuss and resolve safety issues.  The meetings are held bimonthly and are chaired by Union leaders.  The Union Summits have been positive and productive.
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Worker Applied Safety Program (WASP)
The Worker Applied Safety Program is a behavior-based observation and feedback process.  It is workers observing workers.  After an observation is conducted, the observer can provide either constructive or positive feedback, whichever is deemed appropriate for the situation.  The observation data is collected on a checklist and eventually entered into the WASP database for tracking and trending.  There is a WASP committee, which is comprised of only general employees, that meets regularly and provides direction to the process.  The WASP committee interfaces with the Company Employee Safety Team.        
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Star Ready

Star Ready is an interim recognition program that was developed jointly by the Department of Energy Headquarters, DOE Idaho Operations, and the Contractor.  The INEEL was ready for their on-site review, but because of circumstances beyond our control, we were unable to proceed with a request for that review, so it was essential that some mechanism be developed to provide an interim recognition.  It was critical that the momentum of the workers be maintained during this time period.  Using the same VPP criteria, an external consultant was solicited to performed Star Ready assessments on each of the Units.  This was accomplished in two stages with those Units ready to go in the first group.  Each Unit within a 3-month period was deemed ready by the Consultant and was recognized by flying the STAR READY flag.  Employees themselves designed the STAR READY flag.  This interim recognition provided the necessary momentum to continue in the process until the actual DOE On Site assessment could be conducted. 
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Maturity Path for Employee Safety Teams

The employee safety teams needed a tool to measure their progress as they matured; therefore, a “maturity path” scorecard was developed.  This scorecard lists seventeen elements, and a description of the four progression steps [Beginning, Improving, Succeeding and Leading] within each element.  Teams are able to score themselves periodically to ensure that are moving forward or it may help them identify areas that may need additional attention.  A team must maintain a score of 51 or above to remain “Star” quality.     

2000

Voluntary Protection Program Booklet
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The Voluntary Protection Program Booklet is a tool used by Contractor management for the implementation of the Voluntary Protection Program.  It was a major update to the “Green Book” referenced earlier.  The booklet described the program infrastructure, provided direction and consistency to the program, delegated responsibility, provided tools for monitoring the effectiveness of implementation, and it emphasized the importance of everyone’s roles in the process.  This booklet has served as a mini-synopsis of the INEEL VPP process and it has been shared with many facilities external to the INEEL.
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Computer Based Training for Members of Employee Safety Teams
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The CBT training for members of employee safety teams was developed and placed online so that as team members changed, it was easier for them to receive training in support of their responsibilities on a sub-team.  These training modules address the following four (4) topics:  Injury/Illness Investigation, Safety Goals and Objectives, Inspections, and Trending.  This technique for providing this training has been very effective for team members.


Final Review—External Consultant

As the opportunity for the DOE on site assessment increased, it was important that we have an external consultant come in one more time and review our process, and identify any last minute areas for improvement.  STAR Consultants, Annapolis, Maryland, was again selected to be that consultant.  Because of their previous visits, they were intimate with our management structure and how we conduct business at the INEEL.  Their direct focus during the final review was specifically at the employee safety teams.  These teams had matured substantially since the STAR READY assessments the previous year.  It was determined that the INEEL was ready for the DOE on site evaluation.

DOE Idaho Operations Review

The INEEL Voluntary Protection Program Application was finalized.  This application was forwarded to the DOE Idaho Operations office for their review.  Idaho Operations performed a review of the application itself, but it was also decided that a field review would be performed to verify that the “words” were indeed “actions” in the field.  With a few exceptions, which were corrected by the Contractor, the Idaho Operations determined that the INEEL was ready for the DOE Headquarters on site evaluation.

2001
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INEEL Preparation Team

Early February, the INEEL Preparation Team was organized and initiated.  The Prep Team was comprised of key individuals who could respond to all the logistical issues relating to the DOE On Site evaluation.  They were individuals representing telecommunications, computers, document control, escorts, training, security, facilities, and the company employee safety team.  They worked issues up to and through the actual On Site evaluation.  

Task Breakdown Structure

The TBS was a document that would assist line management and the Unit employee safety teams in their preparations for the On Site visit.  It listed the task and an anticipated due date as to when that task would be completed.  It became an effective tool during the various Plan-of-the-day meetings across the Site.

Program Element Experts

Program experts were identified and notified who could respond to company level issues from the On Site evaluation team.  Examples of program areas were tracking and trending, discipline, positive recognition, document control, accident reporting, annual performance reviews, long term planning, budgeting, subcontracting, WASP, Environmental Affairs, etc.  These individuals were readily available during the On Site review.
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“Force Visits”

The On Site evaluation took on the theme of “Star Wars”….the INEEL battling for the “Star”.  A team of key personnel who had a thorough knowledge of the process was organized, and they visited all eleven (11) Units to review documentation, conduct interviews, and performed general walkabouts to ensure, again, that the INEEL was ready for the DOE evaluation team.  A focus of the Force visits was the employee safety teams.  The Force visits involved the entire month of March.

INEEL VPP Workshop
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The theme of this one-day workshop was “Building Upon Success”.  The following topics were presented:  Union/Subcontractor perspective, DOE partners, Worker Applied Safety Program, Employee Safety Teams, Management Leadership, Overview of Honeywell, Kansas City, Overview of Motorola, Scottsdale, Overview of J.R. Simplot, Pocatello, Overview of Agrium, Soda Springs, and the workshop ended with INEEL Success stories.  There were also representatives from the National VPPPA and OSHA Region X.  The workshop was an excellent opportunity to mentor and share successes and experiences. 
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“Command Center”
The Command Center was the “home away from home” for the evaluation team.  The Center was manned with all the necessary computers, telephones, administrative supplies, desks and tables, and the documentation reference library.  Articles and pictures of the positive contributions of employees were posted on the walls to be viewed by the team members.

Reference Library
The Command Center housed the documentation reference library.  The Program office and Document Control provided all the necessary documents, either in hardcopy or in electronic format, which the team may need during their visit.  A document control representative was readily available to retrieve any documentation at the request of a team member.  

On Site Team Escorts
The team escorts were very carefully selected.  They were employees were knowledge of the VPP process and how it was implemented at the INEEL.  These were employees who were very personable and could relate well with the team members.  The escorts received special escort training.  Once the team was on site, the escorts shadowed their assigned team member throughout the evaluation.  The escorts communicated regularly with the “Command Center” during the evaluation.

Department of Energy-Headquarters On Site Evaluation
The DOE On Site evaluation was conducted the week of May 15th, 2001.  The team members were all pre-cleared through Security prior to their arrival.  On the first day, the team received a Safety orientation and an overview of the reference library.  The remainder of the week was utilized by the team to review documentation, conduct walkabouts, and interview employees.  The evaluation concluded with an out-briefing by the team to key employees and management.  The out-briefing was positive with the team stating that they were going to recommend that the INEEL be recognized with STAR status in DOE-VPP.  Official notice was made on May 22, 2001, in a letter from Mr. Harry Pettingill to Mr. Bernie Meyers, that the INEEL was recognized with the DOE-VPP GOLD STAR.

STAR Celebration
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An adhoc team representing members of the company employee safety team was organized to plan the Star Celebration.  The ceremony with all the dignitaries was held on July 12, 2001, at Central Facilities, Fire station.  There was a flag raising ceremony and an unveiling of the roadway sign that welcomed all employees and visitors to the INEEL…a VPP Gold Star Site.

The celebration extended to the annual Bechtel BWXT Idaho, LLC annual picnic held on July 14, 2001, at the Eastern Idaho Fair Grounds in Blackfoot, Idaho.  At 5pm, that day, there was another ceremony where each VPP Unit was presented their own DOE-VPP STAR flag.  It was an exciting day for all the employees at the INEEL, because it was the employees that made that day possible and it was the employees who actively cared for their co-workers and created the STAR safety culture. 
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