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1.  DEMONSTRATING COMMITMENT

The DOE FEOSH Program will be effective in reducing risks only if top
management is truly committed to protecting employees. Top management
support and commitment are required to:

� Provide leadership and direction for the OSH program.

� Provide OSH resources.

� Motivate DOE line management to implement OSH initiatives.

Top management sets the tone for onsite work. Management commitment to
worker protection should be evident to the employee.

Walkin g the
Talk

Management demonstrates commitment by taking an active role and setting
a positive example. At a minimum, management should establish a written
worker protection program, ensuring that it integrates all elements and
functional areas required by DOE and Federal regulations. Real
management commitment, however, requires more than a written program.
Managers must actively demonstrate their concern for all aspects of safety
and health.

This commitment also ensures that all employees understand that the
organization considers safety and health to be a fundamental value with
priority equal to or greater than other objectives. If management assigns top
priority to OSH programs and principles, others in the organization will
follow. No OSH program can succeed without demonstrated commitment of
management at all levels.

Get Visibl y Involved

Worksite Visits

� Identify shortcuts that workers take to speed production. These shortcuts
may increase risk.

� Compliment safe work practices.

� Discuss safety and health issues with supervisors and workers.

� Correct hazardous conditions and practices.

Formal Inspections

� Perform housekeeping inspections.

� Accompany safety and health inspection teams.

� Ensure that action is taken to correct deficiencies.

Be Accessible to Emplo yees.  Managers must be accessible to
employees in order to address any FEOSH-related questions and issues. This
includes listening and responding appropriately to employee concerns.
Accessibility may be evidenced through the following activities:

� Take time during walkarounds and/or safety inspections to talk with
employees about OSH issues.
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� Establish an “open door” policy that allows employees to express
concerns and discuss OSH issues without fear of reprisal.

� Conduct periodic informal meetings between management and small
employee groups to discuss and resolve OSH issues. A different group
of managers and employees should participate at each meeting so
everyone at the worksite becomes involved.

Set the Example.  Managers at all levels must:

� Know, understand, and comply with safety rules and requirements.

� Publish frequent memorandums on safety and health issues and include
safety and health topics in speeches or talks with internal and external
groups.

� Ensure that subordinates know, understand, and comply with the
FEOSH program.

� Take charge, becoming actively involved in site safety and health
committees and other OSH-related activities.

2. ESTABLISHING A FEOSH PROGRAM

The establishment of a formal program is important to demonstrate how
management, with employee involvement, will fulfill DOE requirements for
OSH programs. The program should be communicated through an
integrated system of site-specific policies, goals and objectives, program
documents, and procedures. Chapter 3 provides guidance on establishing a
FEOSH Program.

3.  PLANNING AND BUDGETING

To meet the challenge of managing an adequate worker protection program
with limited resources, it is imperative that DOE Elements request necessary
funding to operate the facility and properly plan for the effective use of
personnel, material, and other resources to support the worker protection
program. Planning and budgeting exercises establish operations priorities to
include worker protection and become the foundation for structuring an
operational plan that provides adequate worker protection. Funding
requirements are determined based on projected costs submitted in the
annual operating budget.

Operational planning typically spans 1 to 5 years and focuses on specific
functions, such as marketing, research and development, operations,
finances, and worker protection. These are the elements necessary to ensure
that adequate materials and supplies are allocated to support day-to-day
operations. Likewise, facility requirements—including people, equipment,
supplies, and resources necessary for worker protection—must be addressed
in this planning. One vehicle for worker protection planning and budgeting
within DOE is the ES&H Management Plan (formerly referred to as the
Safety and Health Five-Year Plan).

Appendix 2-1 shows an example of an Activity Data Sheet (ADS) that
could be generated as part of the ES&H Management Planning Process.
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These ADSs demonstrate the rationale for requesting funds to correct
deficiencies and implement new programs required by regulatory
requirements.

4. MEASURING PERFORMANCE

Managers must clearly communicate roles, responsibilities, authorities, and
accountability of workers at all levels. Managers and supervisors must carry
out their own responsibilities and expect employees to follow safe and
healthful work practices. When held accountable for their worker protection
responsibilities, managers and supervisors are more likely to press for
solutions to safety and health problems. Managers are typically accountable
for the overall worker protection program, including planning and allocating
resources for the facility. Supervisors are accountable for ensuring that the
worker protection plans, programs, and procedures, including hazard
identification and abatement activities, are implemented daily on the front
line. Employee accountability involves following procedures, using safe
work practices, and reporting hazards.

Holding managers, supervisors, and employees accountable, relative to the
expectations of their respective positions, greatly increases the probability of
maintaining safe working conditions. The results of holding people
accountable should be frequently communicated and thoroughly
documented. The best way to include roles, responsibilities, and authorities
for worker protection is in managers’, supervisors’, and employees’
performance objectives. This can be done by establishing performance goals
and objectives for personnel and evaluating the person against those
elements periodically. The organization should have a process for measuring
each individual’s performance, including worker protection performance.
These evaluations should be considered in the individual’s ratings,
promotions, and bonuses.

5.  SAFETY AND HEALTH STAFF

Organizations should seek to hire and retain the most qualified worker
protection professionals as needed and appropriate to the hazards at the site.
Examples of these positions are OSH managers, safety engineers,
construction managers, industrial hygienists, and health physicists.

Qualified
Professionals

The Office of Personnel Management (OPM) has published position
classification standards for the following positions: Safety and Occupational
Health Managers (018), Industrial Hygienists (690), Safety Engineers (803),
Health Physicists (1306), and Fire Protection Engineers (804). The OPM
standards should be followed by DOE Federal managers when selecting and
retaining worker protection personnel. In addition, DOE (in response to
recommendations from the Defense Nuclear Facilities Safety Board) is
developing Qualification Standards. OSH professionals should be involved
in the development of these Qualification Standards, particularly those for
workers who have collateral duty for safety and health.

These individuals may be employed directly, by contract, or as consultants,
but they need to possess qualifications relative to the particular hazards at
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the facility. Hiring certified professionals [such as Certified Safety
Professionals (CSP), Certified Industrial Hygienists (CIH), and Certified
Health Physicists CHP)] may be appropriate. Specific training for personnel
qualifications is addressed in DOE Order 361.1, Federal Employee
Training, and its supporting implementation guide.

Staffin g
Levels

Providing sufficient qualified safety and health staff demonstrates
management commitment for the FEOSH Program and ensures available
support to supervisors and employees dealing with the complex hazards in
today’s workplace.

DOE has not established any official staffing standards for professional
safety and health personnel. Many times, advice on staffing levels is based
on organizational population only; however, use of population as the only
workload factor can skew the results for low population organizations.
Experience in developing Manpower Staffing Standards (MSS) for U.S.
Army installations indicates that there are many core functions (tasks)
required for a good FEOSH program where the population served has no
influence. The U.S. Army MSS typically identifies a core Full-Time
Equivalent (FTE) requirement of at least two professional safety and health
personnel, and adds on for tasks that are related to additional workload
factors, such as number of buildings to be inspected or number of Nuclear
Regulatory Licenses held by the organization.

One straightforward methodology for determining staffing needs is a survey
using the following steps:

� Break down the functions assigned to the FEOSH program into
individual tasks (e.g., workplace inspections, responding to concerns,
training, preparing and maintaining a written program, facilitating safety
committees, developing and coordinating accident prevention initiatives,
or recordkeeping). 29 CFR Part 1960 and DOE Order 440.1 identify the
basic set of required functions.

� Using historical records (e.g., labor and production sheets) or best
estimates on the time it takes to perform each task, determine the total
number of personhours to accomplish all the tasks for a year.

� Divide the total number of personhours needed for the year by 1740
personhours/year to obtain the number of FTEs needed for the FEOSH
program. The use of 1740 personhours/year takes into account
nonproductive time due to sick, annual, and holiday leave and time for
training.

Collateral
Personnel

In some organizations, it may be appropriate to have collateral duty safety
and health personnel to support the administration of the FEOSH program,
especially if the organization’s activities are of low risk. Where collateral
duty personnel are used, it is extremely important to ensure that they have
sufficient training (29 CFR Part 1960.58) to understand the program; report,
evaluate, and assist in abating hazards; report allegations of reprisal;
recognize hazardous conditions; and identify and use safety and health
standards and other appropriate requirements. Collateral duty safety and
health personnel do not supplant the need for qualified professional
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personnel in most field elements; however, they are very beneficial to
augment the organization’s FEOSH program. Qualified professionals should
be made available for consultation to assist collateral duty personnel when
needed. �
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