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Introduction 

The National Laboratory L@gaCy 

The Department of Energy (DOE) has a reputation. If you read the 
newspapers, listen to National Public Radio, or watch television 
you’ve heard about it. 

This country’s national laboratories have been responsible for some 
of the most important scientific discoveries in this century from 
nuclear power, nuclear propulsion and alternative energy 
technologles to biomedical appllcartons. 

Los Alamos National Laboratory, where I work, supports a 
workforce of about 10,000 people, both regular staff and 
contractors. While the Laboratory’s core mission focuses on 
6afeguarding the nuclear stockpile, there are many other types of 
work being performed there from sophisticated computer 
applications, to high energy x-ray machines for cancer therapy, to 
structural biology initiatives and global modeling of the earth‘s 
atmosphere and oceans. 

These research and technological endeavors use and generate 
nuclear and other hazardous materials. Workers are faced with the 
potential hazards from electrical, mechanical, chemical, and 
radiological source6, while environmental insults, though managed 
and controlled today, form a costly cleanup legacy. 

A View af Safety 

Work at Los Alamos with high explosives and nuclear materials 
resulted in some fatalities early on. Beginning in the early sixties, 
however, the Laboratory responded by putting in place elaborate 
controls and expectations to eliminate future accidents in these 
areas. 

On the orher nand, Las Alamos has cnronlcled a broad speatum of 
industrial accidents. Over the last several years, it has had its share 
of reportable incidents along with a handful of serious accidents 
and one fatality. The Laboratory’s desire to apply the same type of 
rigor to combating these industrial-related events is the focus of this 
paper. 

Introducing Integrated Safety Management 

While the scientists, engineers and supporting technical and non- 
technical staff want a safe workplace. the record showed that 
effective processes and behavior were not in place. Management 
set out to improve that record. The challenge is to continue doing 
what it takes to perform “world class science” while examining and 
implementing ways to 
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better define work activities, - focus contrals on identifiable hazards, 
4 ensure work and workers are authorized. and 

I provide performance improvement feedback. 
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To assist in these tasks, processes have been puL in place over the 
last couple of years that address integrated safety management, or 
ISM as it is called. ISM is a principle of operation, a way of doing 
business. Neither a plan nor a checklist. ISM requires that safety be 
an integral part of planning, performing and evaluating work of the 
Laboratory. 

Training to the Rescue 
Last summer, I participated in a major, orchestrated. training event 
at Los Alarnos designed to convey some of the key components of 
ISM to the workforoe. We called it Safev Days 1997. 

As the training professional on the project, my objectives were to 
produce a genuine training event that was logical, focused, 
interactive, well-written, easy to follow, and that provided people 
with choices rather than a rigid script. This was the first effort at the 
Laboratory to organize a way for middle managers to become the 
“$afety trainers” of their work teams. While upper manasement 
supported the concept and product, many were satisfied with the 
notion of simply arefating a time for workers to discuss safety 
concerns. 

This paper considers the context of Safety Days 1997, how the 
trainlng was conceived, the response TO Thai rraining, and 
recommendations for Safety Days 7998- Following SaWy Deys, I 
had the opportunity to look at comments and critiques by both 
middle and top level managers, The feedback reinforced some of 
my expectations, but provided new insights as well. 

Examining the Culture of Safety 
It would be highly unlikely to find a description of an organization’s 
culture in the employee handbook or management guidelines. Yet, 
culture permeates every organization, influencing behavior, 
decisions, and outcomes. 

The safety culture, which is part of the larger organizational culture, 
consists of implied characteristics and attitudes. In the “old days,” 
for example, factory owners did not intend to cause worker injury 
and death, yet systems were not in place to prevent it. Mechanisms 
that w0 take for granted today such as sprinkler and electrical shut- 
off systems had not yet been conceived, 
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As a nation we’ve grown somewhat wiser. thanks in part to 
prodding unions that influenced the passage of the Occupational 
Safety and Health Act of 1870. Many large corporations were on 
the bandwagon before the law instructed them to safeguard their 
workforce. Dupont, for example, has a history as old as the 
company itself that demonstrates its commitment to worker safety. 
Dupont started as an explosives manufacturing company- The 
company’s first CEO built his home right next to the first 
manufacturins facility and moved his family into it. This ethic 
permeates the company ta the present day. Managers are 
evaluated on safety performance and workers are practically 
requiredto carry safe work principles to their homes. 

At Los Alamos 

At Los Alamos policies and procedures have been in place for 
many years that address safety systems. Our radiological workers 
wear personal dosimeters, chemists work beneath fume hoods, 
explosives technicians are trained to detailed operating procedures, 
and on and on. Yet, because we have had some serious 
accidents, we are questioning whether it is possible to achieve the 
highly touted goal of an injury-free workplace. 

Until recently, the Laboratory, and the DOE generally, maintained a 
safety culture centering upon large numbers of environment, safety, 
and health (ESBH) support personnel minding a big bureaucracy 
and an ever-expanding repository of policies and procedures. While 
the intent was admirable, the outcome created a dysfunctional 
approach to safety in which scientists said, “f do science; they do 
safety,” Suppon personnel were not in disagreernent- 

Over the last year or two, we took on the task of reengineering our 
approach to safety through ISM. ISM repackages some very basic 
ideas and principles regarding planning, performing, and evaluating 
work as well as accountability for seeing that the job is done safely. 
Our correction course allows us to achieve a better integration 
between safety and science by advocating a “graded approach” 
and putting the responsibility for safety into the hands of those 
dolng the work. The ESBH professlonals provlde guidance and 
support. 

Some of the issues still to be resolved, in my opinion, include 
achieving consensus among managers and workers that 
“striving for an injury-free workplace” lmplles neliher risk-free nor 
incident-free and is an achievable goal: 
recognizing it is possible to reduce the number of occurrences 
or prevent accldenrs and injuries through more effective hazard 
identification and controls; 
acknowledging the need for greater accountability for unsafe 
behavior, whether there is an injury or a near-miss; and 
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reconciling the resources necessary to safely perform state-of- 
the-art experimentation with the schedule and budgetary 
demands of the funding establishment. 

Integrating Safety into Work Life 

Safety Days is Born 

Setting aside a day to “take stock” was not new in 1997. In July of 
1996, following 0n unfortunate electrical accident involving a 
graduate student who was severely shocked while testlng a 
microwave oven, Laboratory operations were suspended for a day 
while managers and workers met to talk about “safety.” Safety Days 
1996 was roundly criticized as a knee-jerk reaction without any 
substance. All workers were required to sign a safety pledge that 
many viewed as e superficial, Band-Aid approach to the larger 
issue which needed to focus on who is responsible for safety. 

In the year that followed, many ISM initiatives took place - along 
with 208 safety-significant occurrences. It was the belief of some 
that, while upper management had bought into the idea of revising 
the safety culture, ISM had not permeated the ranks, In particular, 
management was looking for a significant, documented 
commitment to what is known as the five-step process illustrated 
below and elaborated upon in Attachment A. 

In June of 1997, the Laboratory Director decided to produce a 
second annual Safi32y Days event and put at its center an analysis 
of a serious accident that had occurred the previous November in 
one of the Laboratory’s nuclear facilities, The objectives were to 
(1) provide middle managers with tools to inform workers about the 
accident, ISM in general, and rhe flve-step process; and 
(2) positively influence worker behavior and attitudes so as to make 
the Laboratory a safer place to work. 

4 One Size FIts All - Safely Tralnhrg fur 10,000 Workam 
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Integrating Safety Concepts Into B Significant Training Event 

The Assignment 
As the environment, safety, and health training professional on the 
Safety Days project, I wish that I could say that I began the 
assignment by conducting a needs analysis -a survey of workers 
and managers to d8termine what was important to them, what they 
needed to know, and what they already knew about ISM. Time 
constraints, however, dictated that I deliver a training package, 
ready for duplication and distribution, within three weeks. 

I began asking questions of my subject matter experts so that I 
could better understand the task before me. The following 
information emerged: . 

. 

8 

d t r R i n i n u d i e m  ; anyone end evetyone who works at 
Los Alamos, all I O,OOU+ workers. 
Gontent: incorporate a videotape that is under development 
about the chemical Bxplosion in a major research facility last 
November; also tell people about ISM. 
-: be flexible; about four hours, but in some 
organizations ii could take lass time: in others, ihe manager 
may want to spend a full day. 

Omortunitv to trpWr - *  the trainers: none 
w: materials for the participants, a guide for the middle 
manager On how tu do it, and any kind of instruciimal support 
materials. 

. .  

. .  

staff: middle managers! 

le subiect rn-: whoever is needed. 

Newcomers to the training field might characterize this assignment 
as a "plum," a chance to work with the highest level people in the 
organization, an opportunity for recognition. Old timers might call it 
"the training assignment from hell." In point of fact it was neither. 

I have been designing and developing training materials for the last 
18 years and would have to say that this assignment was truly 
unique. It certainly wasn't the safety-related content that made it so. 
Nor even the incredibly compressed time frame. It wasn't even the 
evolving nature of the assignment (add things and change direction 
as we go along) or the vast, diverse audience to be served. (I was 
tnvolved In the nationwide training of 150,000 temporary workers 
for the 1990 Census.) A seasoned trainer has probably 
encountered all of these elements at one time or anorher. 

bne Ske fit. Aii - Safety Tkalnlng fur 70,000 Workers 5 
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What made the difference in this assignment was the unequivocal 
support from the highest levels of the organization. If 1 called a 
rneeilng or made a request to have someone review materials, 
there was never a question that it couldn‘t or wouldn’t be done 
immediately. I worked with a team of SMEs that was incredibly 
effective at thrashing out ideas and coming to consensus, no matter 
how long it took, Most impressive was the attention that the 
Laboratory Director paid to the materials. If every piece of training 
that we did had the visible and authentic (not just lip-service) 
backing of upper management, training organizations would not 
have to spend nearly the amount of time they do justifying their 
existence or defending the value of training. 

Without providing details at this point, I can tell you that Safety 
Days 1997was far more successful than I would have predicted. I 
was certain that the “one size fits all” approach would fit virtually no 
o m .  1 predicted that the technical staff of world class scientists 
would be outraged at the interactive exercises and refuse to 
participate. I imagined middle managers rising up in revolt when 
faced with an instructor’s manual that was designed with the notion 
that they would actually look at I1 ahead of rlme and syntheslze 
some basic training principles. I conjectured that the support staff 
would be infuriated by content that would have marginal relevance 
for them- Actually, none of these things occurred. 

Saf~ty Days 7997 was not without criticism; but the criticism was 
constructive, helpful, and integral to the recommendations found 
later in this paper. 

The End Product 

The workshop that resulted was designed as a halfday event, if all 
of its components were used as planned. It included the following 
elements: 

The traditional motivator - why we are here - along with a 
written message frarn the Laboratory Director. 

- A snapshot of safety problems at the Laboratory-eapsule 
summaries of several accidents that had occurred in the last 
year. 
How/where to go with questions and  concern^. 

An orientation to the five-step process and to who is responsible 
for safety. 
An introduction to the recent explosion In one of Ihe 
Laboratory’s major chemical research facilities, and a videotape 
of a forum that was held to discuss the accident and lessons- 
learned. 

One Size Nts All - Safety Training for 70,000 Wor&ers 6 
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6 An activity designed to apply the five-step process to an 
analysis af the explosion. 
A choice of activities enabling work groups to analyze their own 
work processes as they apply the five-srep process. 
Opportunities to provide evaluation and feedback. 

Jntegrating Training Principles into a "One-Size-Fits-All" Workshop 
The following are some training principles that I brought to the 
process which 1 believe contributed, in part, to its suwess. 

. 

. 

0 

The importance of narrowing and refining objm?hms was never 
as clear as in this project. Time constraints forced us to focus 
the training experience on the core of ISM, the five-step 
process, and how its proper application might prevent a serious 
accldent. 
The necessity of providing interactive training experi@Pc?es was 
critical to sustain interest, generate discussion, and provoke an 
examination of individual and group work processes and 
attention to safety. Piloting the activities helped to improve the 
final product. 
Developing a Leadeta Guide for managers whom we assumed 
did not want to be trainers, The hope was that some of them 
would be Inclined 10 do [he acllvltles or even present the 
information in the logical sequence that had been devised. The 
Leader's Guide was divided into three sections as follows: 
- An tntruductory segment focusing on the purpose of the 

workshop, the intended audience, why it was mandated, 
what materials had been provided, whets to go for help or 
information, a brief checklist of what to do before giving the 
workshop, and a few tips on how to engage workers in a 
training envi ton ment . 

- A step-by-stepguide through the workshop, what to say to 
workers, the activities, and discussion questions. 

- Oppottunities to provide evaluation and feedback on Safety 
Days, 

Given the diverse Laboratory audience of some 10,000 warkers, 
(custodial staff, secretaries, budget analysts, computer 
programmers, laboratory technicians, as well as Ph.0. 
physicists. chemists and engineers) recognizing the critical need 
10 slrnultaneously provlde managers with both structure and 
f/exibi/iiy- Suggestions in the Leader's Guide offered options to 
managers in the role of instructors: 
- 'Yf you prefer, you can U@$ign your own meerlng that 

achieves the stated purpose;" 

0110 81ze R8 AI1 - Safeiy Training Ibr 10,wo Workers 7 
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- %pending on the nature of your work activities and your 
staffs knowledge of the five-step process, take a graded 
approaeh and tailor the workshop con?ent to mset your 
group's needs;" 

- "The workshop, as designed, contains several activities. 
Feel free to do those that am most appfojxhte and useful for 
your group. ?' 

Feedback and Evaluation 
There were several opportunities for feedback and evaluation of 
Safety Days 7997. Feedback was generally positive, though 
acquiring it was difficult. The table below summarizes the various 
means employed to collect evaluative information. 

The following apportunlty for 
feedback . . 
An evaluation form consisting of three 
open-ended questions at the back of 
the Particiipanr Handaut for workers to 
complete and give back to their 
manager (instructor), 

AR evaluation form with several open- 
ended questions at the back of the 
Leader's Guide for middle managers to 
provide feedback to upper managers 
and to the ES8H organlzarlon. 

E-mail, for anyone with access, to the 
ISM Project Office to ask questions, 
give feedback, or express concerns. 

~- - ~ 

A quarterly report to the Director was 
r uired by each division In the la$o ratoty to offer feedback on Safety 
Days 1997(how many attended, what 
they did, comments and critique). 

In October, the Public Affairs Office 
conducted focus groups for middle 
mana 81s. Thirty-one managers 

written feedback on various uastions 
arten 8 ed several sesslons and provided 

posed to them about Safety a ays 1997. 

I 
It is not known how many were 
corn leted. Beeause of the sheer 

involved, no attempt was made to 
collect the forms on a Laboratory-wide 
basis. 

Very few, if any, forms were sent to the 
ES&H organization, as requested. 

num L rs that would have been 

Almost no e-mail messages were 
received at the ISM Project Office as a 
result of Sateiy Days 1997 despite 
publicizing the address in the 
participant materials 

Most or all of the division offices 
submitted these reports. Several went 
into detail about what they had done 
and offered sugsestions to improve 
Safely Days for next year. 

These turned out to be the most in- 
depth, positive as well as negative, 
comments from any set of respondents, 

8 One Ske Flrs All - Safety Tralnlng Ibr 10,000 Worker6 
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Upper Management Feedback 

Within a couple of months of Safety Days fS07, upper managers 
provided an accounting to the Laboratory director on how the 
workers In their divlslons panlcipated. The participation rate was 
90% or better in most divisions. The mandatory requirement from 
the Director's office to hold safety training sessions with workers 
was clearly heard. 

Several of the support divisions (those not involved in technical 
work or experimentation) focused on the materials: 

The feedback on the usefulness of the session and the 
materials was very positive. Many employees commented that 
this was a good reminder of the potential hazards that can be 
present in an office environment, 
The materials provided were very hslpful, except that. even 
when presented as a generic learning tool, the chemistry 
explosion video was not viewed by many employees as being 
relevant to their office environment. 
The material provided was of high quality, well 
strueiurmVscripied~ and eady used by all the managers. 

Others indicated that employees were examining safety-related 
behaviors both at work and outside of work. 

An outcome of the meeting was identification of the fact that the 
highest sefety mnoem to . . - employees was driving to work 
each day. 

Comments from exoer imentallresearch . . .  

The structure of the training and materials allowed for flexibility on 
how to achieve the objectives. At the same time some divisions 
praised the opportunity to make the materials more relevant to a 
particular work group, if necessary: 

. . . management decided to supplement the materiais with - - . 
occurrence repons from the past year, along with non- 
reportable incidents aver the past year. 
Only one manager chose to use an alternative approach io that 
provided in the supporting material. 
A major improvement to last year's process was the flexibility 
allowed in rhe exact schedullng of the event can a grwp or team 
basis and the leeway allowed in tailoring the process to the 
needs of the organization. 
. . . the success of Safety Pays discussions stemmed primarily 
from discussion leaders using examples relevant to the area 
with which . . . employees were most familiar. 

One Slze Fits 4lj - Snfety Tralning for 10,000 Workers S 
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The discussion following the video was particularly powerful 
because the activify was related to a program within this office 
and the programmatic consequences were very close to home. 

Middle Management Feedback 

The Laboratory's Public Affairs Office conducted a seties of focus 
groups with a representative sample of middle managers from eight 
support divisions and 12 experimental or research divisions. 
Certain themes emerged from the feedback provided by these 
middle managers - some positive, some negative, (Excerpts of 
several of the comments can be found in Attachment 6.) . The relevancy or applicability of Safety Days to a group's work 

was both lauded and criticized. Many respondents called for 
additional examples that spoke to their people or would have 
preferred to address safely in rhelr own way. Conversely several 
liked the structure the materials offered and, if they were from a 
chemistry research group, appreciated the case study as 
written. 
The need to broaden the scope or change the focus of SaWy 
Days was a very strong theme. Several respondents advocated 
year round messages and an emphasis on achievement and 
prevention rather than accidents. 
For some Safery Days was not flexible enough and rhe time it 
took problematic. 
A few suggested that to see a rapid change in the Laboratory's 
safety culture we should do away with the artificial "safety days" 
and inte rate safety awareness and practice into everyday 
working a i f a  

Conclusions 
The following conclusions are based on feedback from participants, 
the SMEs and my own observations. 

1 

m 

The more relevant training is to the target audience, the better it 
is received and, hopefully, the more that is gained by the 
participants. 
There is a great deal of skepticisrnkynicism among managers 
-and most likely staff- that ISM is yet another passing whim, 
like TQM, reengineering, or outsourcing and that it does not add 
value to an R&D institution. 
One site will never fit all in training. We can come closer to 
meeting worker training needs by offering options, listening to 
criticisms and concerns, and responding to suggestions for 
improvement. lnteractivity in training is essential. 

14 One SIZS Flrs All - Safety Trplnlng b r  70,000 Worlrsrrr 
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Though managers care about safety, there is a wide range of 
commitment in undertaking and implementing Institutional safety 
mandates. 
Managers (and other non-trainers) can be guided IO conduct 
training events. 
With upper management support, just about anything is 
possible. 

Recommendations For Future Safety Days 
The recommendations below are derived, in part, from suggestions 
made by those who offered feedback. Highlights of that feedback 
can be found in Attachment B. 
e 

a 

. 

a 

Expand Safety Days, offering a variety of activities/suggestions 
for dlfferenr audlences. 
- Seminars in the main auditorium; keynote address from the 

director of the National Safety Council or Dupont, for 
example; demonstrations of fire safety, first aid, ergonomics, 
and other topics in Iobbieslparking lots, group meetings. 

- Seek community involvement (e.& offer presentations by 
noteworthy "safety speakers" at town venues; sponsor a 
Safety Tips poster contest at the schools and display entries 
at the Laboratory; offer safety seminars in the community on 
relevant topic6 such as eleotrioal safety, ladder safety, 
hazardous waste in the home, etc.) 

- Produce a video focused on individual workers' experiences 
related to safety (e.9., near misses, lessons-learned, 
implementing safe work practices) 

If there is to be a core event, as in 1997, focus on safe work 
practices and work control, two key inltietives in 1997- Provide 
workers with ample, advance notice. Begin publicizing by March 
or April. 
For a half-day session such as the one done for Safety Days 
1997, be certain to include activities for multiple audiences (at a 
mlnirnurn, operational groups and office workers) 
Improve the mechanism for soliciting and receiving feedback- 
Design a computerized form; collect, tabulate and report on 
data. Consider collecting feedback directly from workers as well 
as management- 
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Endnote 
One of the suggestions that came from a manager was to ellrnlnate 
Safety Days altogether, It was not because he or she found it 
objectionable; rather the point was to make safety awareness and 
working safely an everyday occurrence to which I would add, in the 
workplace and at home. 

But how do we get to the point where the culture of safety is a part 
of our consciousness? If we put “it” in front of the workers’ faces 
long enough will they finally “get it?” Do we need to confront them 
with the most horrific examples to create an impact? Do we 
contract with the “Duponts” of the world whom we believe “do it 
right,” to educate, convert, and otherwise reform us? Does the 
institution impose top-down requirements with a clear message that 
they are to be followed? I believe the answers to all of these 
questions is “yes.” 

Bur these are not the only effective approaches. We owe it to 
ourselves to listen to managers and workers as to what they 
believe are the impediments to an effective safety culture and 
remove roadblocks. Managers and others have offered many 
positive suggestions for improving Safety Days and r8lated events 
and initiatives throughout the year. We should tackle thorn all. 

World class research institutions can effect ahange. Last summer 
we raised a few eyebrows and summoned several converts. 
Hopefully, we’ll have many more on board by the end of Safety 
Days 1998. 
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Attachment A: The Five-Step Process Explained 

1. Define the Gaope of Work 

Defining the scope of work means that every one invalved with the 
work (the workers, the individuals that design the project or 
equipment, and the supervisor who authorizes the work) routinely 
consider what needs to be done. 

2. Identify end Evaluate the Hazards 

Hazards must be both identified and evaluated in order to establish 
and maintain a safety envelope within which the work is performed. 
The first step is to systematically identify the hazards associated 
with the work. Once the hazards and hazardous conditions are 
identified, determine both the likelihood and severity of the hazard, 
that is the risk posed by the hazardous situations. Identifying and 
evaluating hazards is not a one-time event that is completed at the 
start of a project. It is something that needs to be done regularly. 

3, Develop Controls for the Hazards 
Selection and implementation of the appropriate controls to reduce 
or eliminate the hazards is critical to working safely. Through the 
use of administrative and engineering controls, transform an 
unacceptable situation into one where the benefits of the work are 
commensurate with mitigated risks. 

4. Perform the Work Safely 

Working safely implies that all parties involved are attentive to their 
surroundings. This requires a willingness on the part of the workers 
to do regular self-assessments. These self-assessments include 
daily checks on whether the conditions have changed and that the 
controls are in place. 

5. Ensure Performance 

While the self-assessments primarily focus on daily checks, 
performance assuranae expects that workers critically review their 
experiences to determine how to improve the process or enhance 
safety. 
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Attachment B: Comments 

Comments from Middle Managers (Group Leaders) 

Relevancy or applicablllty to 8 group’s work 
We should have examples people cgn identiv with. I had an 
employee fall on ice and break 8 leg (serious). CMR [research 
facility where explosion occurred) didnY hurt anyone. 
The materials were useful for fosterlng a safety attitude though 
not for specific circumstances which differ greatly between (sic) 
different groups . . .It might 68 more useful to encourage group 
members to compile safety issum and how to address them. 
Make this Veal” for the entire workforce; bow to apply the ISM 
model io ofice worker$. 
The focus on the CMR accident was quite relevant to my group 
as we are engaged in experimental activities not totally unlike 
those in CMR- - . The breakout group dlscussion and feedback 
to the entire group was particularly well-received. Nearly all 
group members became actively engaged in the discussion, 
0ven the technicians. students. and ofice administr8tor! 
“One size fits all” seems to be the Lab‘s overall approach to 
safety. For example, tailoring material to address risks 
encountered by office workers (carpal-tunnel syndrome, auto- 
mobiles, lifting) and not dwelling on accidents in IaboratoHes or 
at construction sites would be more effective at keeping workers 
attention and interest. 
Most of the feedback from my group declared Safety Oays to be 
not very useful. Several made the comment that it would have 
been more productive if they had been instructed to go to their 
own areas and address safety issues, 
. . . several group members approached me after our meetings 
to express the appropriateness of this exercise. 
There was a sense of appreciathg, as a suppon group, being 
part of a similar under-taking across the entire Laboratory. This 
really feels like being part of the mission. 

Need to broaden the scope or change the focus of Safety Oays 
- - . the “forced” agenda of what was “directed“ was not a good 
fit for all organizatians. Provide a “menu” of areasdopics of 
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safety that could be discussed, and let the group mmbers 
ohoose which to focus on. 
Should have more on other accidents rather than CMR. More 
on individual respunsibility- 

would change the emphasis to accomplishments achieved by 
safety as integral part of your job, ot emphasis on preventive 
safety programs. heatth promotion, home safety, driving safety, 
everyday thirlgs ihat touch everybody’s lives. 
Safety Days tends to bs counterproductive - safew days should 
be ysar-round . . . a Safety Fair: exhibits, exhibitions, 
presentations, poster sessions that address specinc areas, e.%. I 
administrative, chemical safety, electrical safe?y, 
“Ground up” saf8ty communication should be ongoing -- with 
specific rwh fo fcing messages given 8r least W8ekly. %round 
up” should begin with hiring-on - conditions of employment 
when hired; real messages during General Employee Training 
[GE*rJ; reinforcement of GET messages on a regular basis; real 
measurement in performance evaluations (managers AND 
employees). 

. . . the CUrmnt fOGUS of &f@y &YS. , . tends to be nt3gaiiW. I 

Duratlon and lack of flexibility for some 
Do not make safety days a mandatory, this-is-wha~-h~ppened 
type of presentation because if you haven’t done your “ssafeiy 
t,,i,ing”job throughour rhe year then you have missed the boat. 
The formalism of the day (shutting down the Lab or the division 
forthe day) had some impact, but it was too long, A few hours 
could have been Iusc as effective. 
Safety Deys should be kept io less than 7-1/2 hours and happen 
several times a year. 

Need to alter the Laboratory culture 
1 really do not support a designated Safety Day program. I 
believe there are other ways to develop a safety attitude at the 
laborafoty. We need to make safety part of the job. 
A formal, structured apprvech is not efteciive and was not wet1 
received throughout the group. Safe?y is a culture that is 
instilled in a continuous way - through emphasis at group 
meetings and through monthly management walkarounds which 
are informal discussions with emp/oy@os and not a formal 
check-list activity- 

* Safe& Days shouldn’t be a one-time-per-year event- Safety 
Days should be short and essentially indistinguishable from 
similar statements heard each group meeting (i. e., safety is nor 
a one-time thing, but an on-going process.) 

9 Scientists do not respond well to formal, strucfured 
presentations. Regimentation is nor rn8 way rhese peapie think 
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or respond favorably to. Discussion - &formid - is much more 
effective, especially if /t is a continuous, an-gaing dialogue 
throughout the year. 
There should be no Safety Days; there should be a “safely 
culture” -- and get rid of, or educate. those who do not buy in. 
I am not in favor of continuing a formal “Safety Day“ each year. 
Rather, some activity on a monthly basis would be more 
effective- This must not be formal, It should be something as 
“small” as posting a banner in Qio wi stating how many worker- 
days have past without an injury or samething r9levmt to the 
patticular time of year. 
. . buzz words, catch phrases (now if’s ISM) do not instill a 
sense that the Lab and management care about safety. 
Constantly changing structures in safe@ management at the 
Lab also creaiees B real sense of cynicism for employees. 
People still feel that safety is cwnpliance driven and essentially 
punitive. Getting people to view safety mom positively would 
help. 
Most of our employees come from a university background and 
the safety culture is very poor. Often they are not aware of a 
different approacb and tend ta fall back to their universiw 
environment and standards. The Lab must emphasize that 
these are unacceptable sranderds and state why. 
The management (group level and higher) needs to be able to 
follow through on safety improvements, 0SpBCidy those 
suggested by employees (otherwise, the employees get the 
message that ‘?hi’s is not really important”. . , ). 
(At this time) ISM is simply management B.S. in the eyes of the 
employees. The most valuable thing we’ve beaun doing are the 
walkarounds, but they are turning into a fiasco because of the 
complex and changing reporting procedures. . . Peoph need to 
be thinking of safety continuously in all they do, all the time. 
Having io have a %safety day” at all is an admission of failure in 
a sense, because it should be unnecessary. 
Our own Lab managemsnt looks for a scapegoat to hang when 
something goes wrong rather than try to get at the inrth and ihe 
real root causes. Good intentions, good behaviors, and a good 
track record over many years can be negated by a single 
incident over which one has minimal control. 

Suggestions from Managers and Workers 
Here are some suggestions taken from a variety of feedback 
sources on how to improve Safety Day$. 

To further send the message that Safety Days are not just a 
once-a-year event, it may be appropriate to request that an 
expert address our group (say, once a month) as part of our 
regular group mestings. . - The theme, as I see it, is to heighten 
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people's awareness of safety, so that safe behavior becomes an 
internalized behavfw - 24 hours a day. - I . . design the Participant Handout so that it could be used as a 
feference after Safety Days- - Celabrate Safsty Month during June 7998 to match up with 
National Saiev Days, Selec? one week in June to do the 
following: 

- Seminars in the main auditorium 
- Keynote Address -director of the National Safety Council 

- Demonstrations of fire safety, first aid, and other topics in 

- Video covering all ESH petforrnance for the year 
- emphasize "housekeeping" 
- Each organization discusses their hazards and safety 

- During June the Laboratory Director will conduct a walk- 

lobbi Wparking lots 

performance 

around at each division of the Laboratory. 
Offer mor0 relevant examples 
Have separate sessions far different kinds of work: 
adminlstration, Lab, shops, etc. or teams. Separate out aooident 
sources, i. e., individual responsibility, poor engineering, poor 
facility maintenance, poor Lab management structure, 
inadequate as-built documentation, overworked staff. 
Offer shorter, quarterly or semi-annual meetings father than an 
annual marathon session. lncorporate safety as pad of each 
group meeting, not just once a year, 
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