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Accreditation
of Behavioral Practices

Philip N. Chase
Cambridge Center for Behavioral Studies-  Executive Director

ABSTRACT

The Cambridge Center for Behavioral Studies (héeea€enter) provides two kinds
accreditation for organizations that meet worldsslatandards of behavioral practices.
The first is our Accreditation of Safety ProgramasBd on the Principles of Behavior.
Accreditation of safety programs aides in the réidumcof injuries and illnesses of
workers through applications of behavior analydsearch to human performance in
the workplace. To accredit the best safety prograthe Center established a
commission of safety experts, an accreditation ggscand a registry of accredited
programs. The commission is composed of Drs. Madvdsius, Timothy Ludwig,
Dwight Harshbarger, John Austin, Joseph Dagen, IBlid@ravina, and Sigrud
Sigurdsson. The process involves completing anicgtign kit, meeting a set of
standards, and hosting a site visit that allowsdbemissioners to assure that our
standards are being met. The registry includestafiall companies that have been
accredited, a description of their safety prograamsl their safety performance data.
This accreditation is a three-year award that v@mito companies in recognition of
exemplary performance in meeting the Center’s biehalvsafety standards.

Our second accreditation program is our Accreditetf Applied Behavior Analysis
Human Service Programs. This accreditation focaseprograms and services that
use humane applications of the principles of behragnalysis and are empirically
demonstrated to be effective for their clients. i&imto the accreditation of safety
programs, the Center established a commission mihwservice experts, a process of
accreditation, and a registry of accredited progtafine commission is composed of
Drs. Henry Pennypacker, Robert Littleton, DennigdRerhomas Zane, and Michael
Weinberg. The accreditation process involves cotimgean application kit, the
standards of which focus on services being provitlectlients. Like safety, our
methods of accreditation include site visits tlieg tommissioners use to assure that
our standards are being met. The registry alse kdt programs that have been
accredited, a description of their human serviaes, sample client performance data.
This accreditation is also a three-year award.

Both accreditation programs can be accessed fromwebsite www.behavior.org,
going to either the Safety or Autism Help Centerg] clicking on the Services tab.
Both accreditation programs help the Center achiévemission to advance the
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scientific study of behavior and its humane apfgiiees, including the prevention and
relief of human suffering.
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Learning Safe Behaviors:
The Role of Applied Behavior
Analysis and Instructional Design

Mark P. Alavosius
University of Nevada, Reno- Professor

ABSTRACT

Behavioral scientists examine safety behavior adrteraction of a worker with the
environment. Safety behavior, like any behavior,léearned and environmental
manipulations provide an effective means to bo#itheand maintain desired safety
practices. Unsafe conduct may result from faultyirmomplete learning. In some
cases workers have not acquired the needed commteln work safety; in other
cases workers may have learned the skills but tid environment fails to maintain
the required practices. Considerable research stioatsbehavioral instruction can
effectively train health and safety behaviors regglin a diverse range of industries
and settings. Procedures that incorporate masteaynihg, shaping, chaining,
rehearsal, goal-setting, rule following, reinforamt and feedback are repeatedly
shown to be effective in establishing safety prsti Once established to mastery
levels, safety behaviors can be maintained withomkination of reinforcement,
feedback, rule governance and other managememnventéoons. This paper considers
several examples of molecular analyses of worktgafeactual work contexts that
reveal changes in behavior as a function of maatpdl variables. Extending these
effective interventions into large scale disseniamats considered.
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accreditation of corporate safety programs and ewmintexpert of the CCBS
Environmental/Green solutions area. For 13 yearsvibiked in industry developing
behavioral and instructional systems to improvekwggrformance particularly in the
areas of health and safety. Dr. Alavosius has aeprdrack record with NIOSH as a
recipient of Small Business Innovations Researantsrto develop and test behavioral
safety technologies. With over twenty-five yearerperience in behavioral approaches
to work and organizational behavior, Dr. Alavosies over 140 publications and
conference presentations.
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Enhancing Your Safety Culture
with Visible Safety Leadership

Terry E. McSween
Quality Safety Edge - President & CEO

ABSTRACT

Everyone agrees that leadership support is aariglement in organizational change.
For many years a standard part of QSE’s implemientarocess has been to carefully
define ( or pinpoint) the role of leaders by ddsiag what they must do to support of
safety and behavior based safety improvement sffétistorically, QSE consultants
have used leadership checklists to prompt and sack behaviors. In the past couple
of years, thanks in part to Atul Gawande’'s bookg T®hecklist Manifesto, our
consultants have seen greater acceptance of tipioagh to building leadership
accountability. During this past year, QSE madehange in how we approach
integrate leadership accountability. While the itiadal checklist is still appropriate
for some clients, our consultants have found gudity and better acceptance of
clearly defining critical safety leadership behasithen building the review of those
practices into the standard agenda for existing timgse within the client’s
organization.

BUILDING ACCOUNTABILITY FOR LEADERSHIP

Safety is about leadership: that’s not a new candég, for many years, leadership as
it relates to safety has often been defined asatipphich at times translates to just
don't impede the process. Traditionally, leaders tla¢ highest levels of an
organization have fulfilled their mandate for swstlpport by including safety in the
corporate mission statement and the operationajdiudf course, behavior-based
safety (BBS) professionals have known for quitederthat the success of our efforts
hinges upon how adept we are in building leadershipport for BBS systems.
However, over the years, our interest in, focusaml, definition of leadership support
has evolved . . . and for good reason.

From real-life experience and on-site research ase hdiscovered that leadership
safety support — from supervisors to CEO — must lieedg visible to be optimally

effective. As our company, Quality Safety Edge (@3fas grown and acquired both
large national and international clients, we hav@nged our requirements of
leadership. Why? Because the evidence revealgittiag) so is absolutely necessary.
For example, the data from one of our early stugiablished in Professional Safety
magazine, shows that when leaders perform theysafetervations/walk arounds in

10
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their facilities and are actively engaged in thobservations, they attain higher levels
of participation in safety observations from emples; a key part of a successful BBS
process. (McSween, 2000, see graphs below)

In facilities where leaders do 80 percent of theepbations they are scheduled to do,
those facilities average better than 60 percentintaty employee participation in
conducting BBS observations. Our research alsoalewvihat this type of active
leadership involvement isn't only important durindie first year of our
implementation; it becomes even more importantsfgstaining such initiatives (see
the second graph below). We have replicated thiselation in a variety of other
organizations. From my perspective, this correfai®not so much about leadership
modeling the behavior, but rather it appears tecaff leader’s credibility. In other
words, when the leaders asked their reports toicgate by conducting safety
observations and feedback, the credibility of ttemjuest is higher if the employees
see that the leaders make time to conduct safsigredtions and feedback.

1st Year

% Employee
Particlpation

>80% 40-60% < 20%

Leadership Observations
{43% comrelation)

11
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2nd Year

% Employee
Participation

> 80% 40-60% <20%

Leadership Observations
(78% comelation}

Picture 1 Leadership is Important: Employee Participatioma &nction of
Leadership Observations in the year 1 and 2

THE BBS UMBRELLA

This discovery was a big deal in the early stagdsebavior-based safety because in
those early days many of our competitors were implaing behavioral observation
systems that only involved employees. (Some BBSsuwltemts still take that
approach.) However, with data supporting our apgrpae began to routinely track
leadership participation. Today, if a company wamtsehavior-based safety process
but they don’t want us to work with leadership, ti@e minimum we will do is track
leadership participation in conducting observatiibasic report allows us to see who
is doing observations and the number of total olagiems they've done over any
period of time ranging from one month to twelve thsn With this report, we can
also look at designated observers and/or supesyisord possibly incorporate that
information into the performance appraisal. Typigahis remains the bare minimum
of our intervention in working with leadership whiemplementing a BBS process, and
we still do some of implementations that take Hygtroach. More typically however,
we now bundle an intervention focused on leadesuhout the organization, and on
getting them more engaged in promoting safety,ljghta the implementation of our
behavioral safety efforts. In other words, our potg have a duel, separate but equal
focus on BBS and safety leadership.

12
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In his article “Exploratory Analyses of the Effectd Managerial Support and
Feedback Consequences on Behavioral Safety Mamtehaublished in the Journal
of Organizational Behavior Management, Dominic Garomakes the overall point
that employees need to see leaders doing somdthisgpport safety every week. In
the case of BBS, it is probably not as criticalttlae something is a safety
observation, but employees need to see leadereiat kevel engaged in activities that
promote safety; whether they ensure that a saédyed work order gets addressed,
do a safety observation and feedback, host a safegying, or participate in a safety
committee meeting. The takeaway from his work &t tlve really need to focus on
visible safety leadership.

CHECKLISTS & AGENDAS

| was very pleased when Atul Gawande’s excellergkbdhe Checklist Manifesto:
How to Get Things Done Right was published, even though | admit | was a bit
disappointed that he didn't mention behavior-basaféty. In the BBS field, we have
used checklists extensively for some time, inclgdithose around leadership
behaviors (sometimes as simple as a yes/no pegainidoing a certain behavior or a
frequency count). One of the things | liked aboat@nde’s book is the explanation
of the many different ways to structure checkligks. | read this book, | began
thinking about our approach to safety leadershipiaimccurred to me that there are
other forms of checklists. | have found it easiehen talking with leaders, to talk
about structuring their agenda for safety and winay’'re going to cover in their staff
meetings, rather than talk about the leadershighktises we have been using for the
past fifteen years.

Now I'm talking their language! Senior managersifinmore acceptable to talk about
a creating a systematic review of a structuredjrréry agenda at each level of the
organization, rather than creating and reviewinta deom leadership checklists at
each level of the organization. The way we talkwhibhas changed, the format of the
checklists has changed, but the process createssahee, or better, level of
accountability for leadership practices in suppdgafety.

Granted, at times a leadership checklist may besrappropriate, for example when
there are a variety of kinds of behaviors, the klistcmay provide a better prompt or
provide better guidance, but | have had betteresscwith structuring the agendas at
different levels of the organization. Additionalbgendas have some advantages over
checklists. With leadership checklist we are tragkieadership behavior the same
way we are tracking the safety practices of emmeyeentering the data into
computers, creating reports, and so forth. Wheruseea structured agenda, we can
basically set that up as a paper-and-pencil effGie leaders a notebook with
dividers for each meeting or direct report, ageiodms for each section, and they can
more conveniently track their safety activities.isTlpproach also provides other
advantages, flexibility being one of them. Lead®eesy be talking about lock out/tag
out issues this month, but (possibly driven by dbeervation data or near miss data
or, worse case, incident data) they can easily gihathe focus for the following

13
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month. They can cascade this method in a systenvesig down through the
organization, increasing alignment and accountghidir both safety and BBS. The
table below summarizes the key considerationsdh agproach.

Safety Leadership Checklists Recurring Agenda ltems
» Distinct checklist of critical safety | « Agenda defines a few critical
leadership practices behaviors
» Strive for consistency * Flexible, can changaifoc
* Adds recording and reporting tasks ¢ Recordingedo meeting minutes
» Computerized reporting ¢ Recording done in mgetmnutes
* Formal reports » Paper/binder based

CAsCADED COACHING

One of our clients experienced an interesting groblall of their incidents in one
division occurred when a supervisor wasn't preséhis may sound odd, but this
particular division was comprised largely of rematerkers, usually out in the field
and separated by many miles. During the assessmventpoked at the points of
contacts between each level of leadership and é&x¢ from the Director down
through the front line employees. The Director badeekly staff meeting with his
managers. During this meeting, the first agendan itwas always safety. They
routinely went beyond the reviewing incidents argtulssed safety observations, near
misses and safety action items. Managers routtatgd with leads via cell phone or
in person to discuss daily schedules and assigsméhese discussions also routinely
included the above mentioned topics, often addimgperagement to their leads to
conduct safety observations. The leads alwaysestaach day with a tailgate safety
meeting that would include a review of JSA's, dissihe potential hazards and how
to mitigate those hazards. Leads often had muliiples, so one the tailgate was
complete they would designate an employee to te#td bn the job and then would
take a portion of the crew and go to another jebgtinally, late in the day the lead
would place a cell phone call to the designatedieyae to check progress on the job.

They were doing many things right, but we workethwhem to fine tune each point
of contact to address practices that would helpgmeinjuries when the supervisors
were not present. We positioned this as leaderdelopment and asked each level
to review the quality of the safety efforts at ebmlel, with an objective of improving
the quality of observations and discussions abafgty on the job. The Director
began to ask managers about the discussion thewitladheir leads around safety
and the quality of the tailgates. The managers bégaalk with the leads about the
quality of the conversations that took place attilgate meetings. Did they think that
people were involved? How did the employees resporttie discussion? What did
you the leads see them doing differently? How dithtnthe designated employee
telling you about their observations compare wittatmhe lead observed when doing

14
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similar observations? Part of the purpose of theversations between the lead and
the designated employee was to explicitly to h&lp designated employee develop
their safety leadership skills, and to more explicenlist and define their help in
preventing injuries.

Finally, and this was perhaps most significant, adeled a safety component to the
final cell phone call from the lead to the desigoaemployee at the end of the day.
We had the leads routinely start these phone aails a discussion about the
designated employees efforts to prevent injury. [Blagls asked if the steps discussed
in the tailgate were successful in mitigating ttazdrds they had identified in their
discussion. Further, they asked if conditions clkdrfgom what they had planned, and
if so, what kind hazards the change created, wimat & discussion they had with
coworkers about the new hazards, what worked femttand what they might do
differently the next time they had a similar joks with the other levels, we provided
a formal agenda to prompt these discussions, ththegkeads were allowed to adapt
the questions to the context of the job. Sampledagéorms are provided at the end of
this article.

CLOSE CALLS (OR NEAR MISSREPORTING )

Another thing we’ve done is to add close callsrf@mre traditionally, near misses) to
the BBS observation process. During the feedbasbudsions, observers s simple ask
their coworkers if they've seen any near missess $8ems to be a much better way
of capturing near misses. Observers then writelétails in the comments section of
the observation form. The details then get entaredthe computer, and at the end of
the month, they generate a list of all of the comisiso that the safety committee has
the opportunity to review each one of them and td&efurther analysis and take
action when necessary. This is fairly easy to do pnovides a much higher rate of
data on near misses, close calls, and minor fisskiads of injuries than our clients
ever got from any kind of paper recording systermnewhen compared to providing
incentives for reporting these kinds of events. drepg close calls in conversation is
easier for the employees than filling out a forneglort of the near incident.

THE SAFETY LEADERSHIP (R)EVOLUTION

| tell companies that if you only put safety fimst the agenda, that makes you about a
“C” student. Almost all companies that we work widb this even before we start
working with them. However, the way most compardesit is by asking, “Did we
have any injuries? Was there an incident or neas?iiand then if the answer is no,
they go on to talk about other things, such asityaroduction, and costs. | have
often said that behavioral safety is as much abaefdty leadership behaviors as it is
about employee behaviors. We want every level afléeship asking their reports
“What have you done to promote safety in the lastkvand what are you going to do
in the coming week?”

Company leaders at every level need to be visibte lmving conversations about
safety with the employees in their workplace, ahdytneed to talk about the
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behaviors that promoting safety in their meetingsvery level. In staff meetings, we

want the Director or Site Manager to ask each sfdiiect reports what they did last
week and what they are going to do this week torawg or promote safety. That's

much more important than communicating expectatiamg talking about mission

statements. Preaching and taking about expectatsonst as critical as first asking

about safety and reviewing what is being done wmute safety, and only then

providing direction or feedback -- thus signalihg importance of safety. These kinds
of activities need to occur every week. Therefave, are very explicit about the

purpose of BBS and leadership’s role in creatimyléure where we take care of one
another.
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DIVISION M ANAGERS STAFF MEETING - MEETING AGENDA

Date

Weekly/Monthly

Asked Managers about coaching thei
leads. What are they asking and
talking about? Discuss quality of sta
of work meetings and prejob
discussions conducted by leads.

=

—

Review & discuss progress on safety
action plans & critical safety practice
of managers (what is on their list,
what is done, etc.)

[77)

Review and share safety information
coming from other Divisions

Problems or concerns to be shared
with Teams and other Managers

Discuss and review BBS observations
and identify focus areas, as well as
quantity and quality of observations

Discuss and review efforts on focus
areas

Anyone | should recognize?

Quarterly

Arrange to visit different job sites (at
least once per month, all every mon
or perhaps once a quarter)

=2

Participate/have a piece of team’s
quarterly safety meetings

NON-RECURRING TASK & NOTES

Date Notes/Tasks

17
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AGENDA FOR MANAGER’S- INDIVIDUAL CONFERENCE WITH LEADS

Date

Weekly

Asked lead what safety issues he is
observing on jobs. Discuss quality of star
of work meetings and prejob discussions
conducted by leads. How engaged are
employees?

Problems or concerns that should be shafred
with Teams and other Managers

Discuss and review BBS observations and
identify focus areas, as well as quantity anpd
quality of observations

Discuss and review efforts on focus areas

Discuss Leads discussion of checkpoints
and mandated stops in project (for hazarg
identification and safety review)

Review how much time leads are spending
with crews

Review work for day, job or week and lessons
learned, what went well, communicate
changes/improvements to others

Anyone | should recognize?

Quarterly

Arrange to visit different job sites (at leas
once per month, all every month or perhaps
once a quarter)

Participate/have a piece of team’s quartefly
safety meetings

NON-RECURRING TASK & NOTES

Date Notes/Task
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