Rural Electric Safety Achievement Program (RESAP)
Developing Safety Improvement Plan (Updated:  12-27-2010)
Introduction:

An important element of RESAP is the development of safety improvement plan by the Cooperative.  This document summaries a guide and steps in developing effective safety improvement plans.  A safety improvement plan template is provided; however, it is not mandatory to use this template in developing the plan.  Cooperatives are encouraged to use a planning process and format that best serves its needs.
Overview:

Cooperatives aspire to continuously improve their safety improvement.  As with other critical performing areas, improving safety performance requires a planned, disciplined and managed approach.  This is facilitated from an effective and structured safety improvement plan.  The creation and application of a safety improvement plan helps cooperatives formalize its planned safety improvement efforts to address and monitor progress on key focused areas as part of an ongoing improvement cycle to achieve higher levels of safety performance.  An effective safety improvement plan offers opportunities to achieve several important outcomes:
· Establish incremental improvement milestones through targeted safety improvement goals for achievement between the full assessment cycle;

· Engages leadership to focus on the critical barriers and priorities hindering safety performance;
· Demonstrate leadership accountabilities and commitment to achieve planned safety improvement;
· Provide the means to monitor and review progress on safety improvement efforts;
· Provides a mechanism to increase employee involvement in safety improvement activities; and,
· Fosters employee communication by providing a common direction and commitment to achieving safety goals and improvement initiatives.

Preparing for the plan:
Consider how the annual plan will be prepared, who will be involved in the plan development, when will the planning process occur, and the sources for understanding the context for the possible safety improvement areas.  Leadership engagement is essential to the plan development and execution of the plan.  The CEO should champion the planning effort, setting expectations for an actionable and attainable plan that addresses the important areas for safety improvement.  An effective approach is to develop the safety improvement plan through a collaborative process involving representatives from the leadership staff, key front-line leaders, and safety coordinator.  A plan developed in isolation minimizes understanding and buy-in for successful implementation.  Identify who will lead the planning process.  Select an individual with the organizational abilities to guide the process and engage others for critical input.  As needed, seek assistance from the statewide safety professional.  The safety professional can serve as a valuable resource in a number of areas including:  providing a source of objective feedback for identifying improvement areas, identifying available resources to support targeted improvements, providing input on applicable best safety practices, and facilitating the plan development.  
In addition to the planning approach, consideration should be given to sources for understanding and identifying possible areas for safety improvement.  For example, the following outlines four possible sources to consider.  
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Enhance leadership and culture:  Leadership and culture has profound effect on safety results.  Understand the current state with regards to leadership engagement, organization culture, and its affect on safety.  Assess the strengths and weaknesses and understand areas to build on the strengths and close the gaps on areas of weaknesses within leadership and culture.
Address key attention areas from assessment process results:  Gain understanding on the results both from the formal three-year assessment and self assessments.  This includes understanding safety performance results and how the cooperative compares with benchmark results.  Consider the identified attention areas and how to address them within the safety improvement plan.
Strengthen safety practices:  Recognize opportunities to strengthen safety practices by achieving incremental movement to best practices.  This begins by understanding the elements of an effective safety system, model safety programs, and applied safety best practices from other cooperatives and industries. Avoid the trap of accepting status quo.  After achieving some success in safety, plateaus are reached and leveling off occurs.  Safety process strengths should be leveraged and refined for further improvement.
Increase knowledge and awareness:  Recognize training opportunities to increase knowledge and awareness on safety.  Training can cover a number of areas including:  compliance, procedures and processes; safety improvement concepts; safety program tools and methods; and, leadership best practices, to name a few.  Give attention to critical knowledge gaps and consider opportunities to address them within the safety improvement plan.
Key Steps for developing safety improvement plan

The following outlines six suggested steps in developing safety improvement plan.
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Recognize opportunities for improvement.  This begins by considering the above sources and gaining a candid view of the current state of safety practices and performance.  List and understand the possible areas for improving safety improvement.  Categories the possible areas into key themes for improvement.
2. Identify high levels goals for safety improvement.  Consider establishing high level safety goals to achieve within the three-year safety assessment cycle.  What improvements do we want to achieve in the next three years?  State goals in a clear context so that it is understood what is to be achieved.  Keep in mind a continuous improvement effort and identify 2-4 four meaningful goals that can be realistically attained.  Annually review these goals and update them as warranted.  Avoid over emphasis on injury rates; try to focus on activity based goals that have been proven to reduce injury rates if effectively achieved.
3. Identify and prioritize safety improvement initiatives.  Outline the most important initiatives or actions to achieve the high level goals.  Focus efforts on a few critical initiatives taking care not to overwhelm the plan with too many actions that may be difficult to be supported within the organization’s current resource capacity.  It is important to state these initiatives into actionable terms so that it is clear what is to be done and assignments can be made to individuals or teams who have the capacity, competencies, and resources to take action.
4. Organize a plan for action.  Formulate the goals and initiatives into an organized plan with clear assignments, timeline for achievement, and identified budget and resources.  Exhibit 1 outlines a suggested safety improvement plan template.

5. Define a process to monitor progress.  Decide on an approach to regularly review progress on the safety improvement plan.  This can be done at the leadership staff, through the formal safety committee, or by the planning team who developed the plan.  It is important that the cooperative build organization discipline to keep the safety improvement plan relevant and that meaningful progress is made towards implementation.
6. Communicate the safety improvement plan.  The final step is to communication the plan to employees.  The communication provides an opportunity to engage the employees on the organization’s expectations, commitment, and efforts to improve safety.
Exhibit 1 – Safety Improvement Plan Template
	Three-year Safety Improvement Goals (What do we want to achieve over the next three years?):

1.

2.

3.

	Annual Objectives for Safety Improvement (What do we want to achieve this year?):

1.

2.

3.

	Planned Initiative
	Owner
	Timeline for Completion
	Notes

	A.


	
	
	

	B.


	
	
	

	C.


	
	
	

	D
.
	
	
	

	E.


	
	
	


Exhibit 2 – Example Safety Improvement Plan (1)
	Three-year goal(s):
1. Strengthen safety leadership culture
2. Enhance safety support systems and training
3. Improve DART rate to below 2 

	Annual objectives:

1. Assess leadership safety culture

2. Develop and implement a first phase employee safety training program

3. Improve incident reporting and analysis

	Planned Initiative
	Owner
	Timeframe
	Notes

	A. Conduct a safety culture assessment
	GM and Executive Staff 
	Q1 2011
	Seek option ideas from Area Administrator 

	B. Assess training needs and develop safety training plan
	Operations Manager and Safety Coordinator 
	Q2 2011
	Emphasize key safety concepts 

	C. Analyze DART trends and causes and identify prevention strategies
	Safety Committee 
	Q3 2011
	Gather 10 year history data 

	D. Design a incident reporting system and process for analysis and follow-up
	Safety Committee 
	Q4 2011
	Encourage employees to report incidents 

	E. Conduct self assessment targeting line supervisions interaction and coaching
	Operations Manager 
	Q2 2011
	Refine front line leadership self assessment.


Exhibit 3 – Example Safety Improvement Plan (2)
	Three-year goal(s):
1. Internalize safety mission and guiding principles throughout the organization

2. Strengthen front line leadership staff to better serve as engaged, on-the-field coaches 

3. Apply a risk mitigation process to proactively address high risk areas for safety

4. Achieve sustainable improvements reducing DART and vehicular accidents rates by 33%

	Annual objectives:

1. Improve job briefing practices and procedures

2. Strengthen safety committee process and team concept to solve and prevent safety issues

3. Communicate safety performance measures, results, and benchmark performance

	Planned Initiative
	Owner
	Timeframe
	Notes

	A. Develop and confirm safety mission and guiding principles and communicate to employees.
	GM and Leadership Staff
	By Feb. 2011
	

	B. Review and identify improvements to job briefing practices and procedures.  Conduct an orientation session to communicate expectations to line crew.
	Operations Manager and Foremen 
	By March 2011
	Develop specific recommendations and associated action plan.

	C. Restructure the safety committee structure, including outlining roles, responsibilities, and tasks for new safety committee.
	General Manager and Safety Coordinator 
	By June 2011
	Establish a clear purpose with emphasis on addressing key safety issues.

	D. Identify related safety improvement measures and develop a template for reporting results.
	Safety Coordinator and Safety Committee 
	By June 2011
	Include 1-2 leading performance measures 

	E. Analyze safety data and identify high risk areas.
	Safety Coordinator and Safety Committee 
	By August 2011
	Include losses and cost impact
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