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Personal Safety Action Plan
Background
Data from the U.S. Bureau of Labor Statistics (BLS) document a higher rate of lost time injuries encountered by local government compared to state government and private industry employees. The proportion of injuries occurring to workers with more than five years of service with an employer was 60 percent for local government compared to 31 percent for private industry. BLS also reports the average tenure of a private sector employee is 3.6 years compared to 6.6 years for local government employees. Simply put, the public sector sees more accident repetition, in part, because the employees are employed longer, with more time to experience an injury. Another factor is that private employers institute controls to address employees with multiple claims. Employers who do not use these controls ultimately cannot afford to stay in business. 

A note about management—management behavior is always a factor contributing to safe—or unsafe acts. Funding decisions, production pressures, and the example set by management impact the safety culture of the organization. Management must take ownership for providing a safe work environment, because management always owns the results. 
Purpose

The purpose of a Personal Safety Action Plan (PSAP) is to promote safe behavior. The focus should always be on what is best for the employee, because in the end, what is good for the employee is also good for the employer. In order for a plan to be effective, sound safety policies, procedures and programs must already be in place and working. A safety committee consisting of a representative from every division of the organization and being actively involved in ongoing safety initiatives are key pieces of an effective safety and health program. Other pieces already in place should include current job descriptions, job safety analysis, and thorough accident investigations. Following all safety practices and procedures as well as performing all duties safely should be included in all job descriptions, and be a component of all performance reviews. 
Step One: Establish the criteria (Make sure you are consistent 
A recognized authority in public risk management suggests establishing a repeater index by dividing the number of injuries in a block of time (e.g. five or ten years) by the number of workers who generated the injuries; in effect the number of injuries per employee. By confining the calculation to the injured workers, not the total number of employees, you will create a ratio that portrays the impact of multiple injuries. The minimum number would be 1.00, representing no multiple injuries among injured workers. As the number increases, so does the repeater impact. Identify employees who have experienced the most work related injuries. Beginning with employees with the most injuries, review each loss report for injury type, part of body, day of week, average duration between injuries, etc. Look for any pattern that may shed light on the root cause. Review all injuries including near-misses. A lot can be learned from a near-miss that may help avoid a costly injury in the future.
Step Two: Consult with your Employee Assistance Program.
The Employee Assistance Program (EAP) is intended to help employees deal with personal problems that may adversely impact their work performance. In most cases a third party manages the EAP. Confidentiality is maintained in accordance with privacy laws and professional ethical standards. While the EAP administrator will not share information regarding individual employees, they should be able to provide some insight on broader categories of issues affecting the workforce.
Step Three: Involve your safety committee/collective bargaining unit.
Bargaining units frequently take an opposing view to PSAPs, suggesting the programs do not improve workplace safety and health, and may discourage workers from reporting injuries or filing workers’ compensation claims. If union opposition is based on distrust and the belief a PSAP is an attempt to shift responsibility from the employer to the employee, management will have an uphill climb to introduce an effective PSAP. An active safety committee representing all levels of the organization can be an ally in alleviating concerns that a bargaining unit may have about discipline. An effective PSAP will emphasize safe behavior, not employee discipline. 
Step Four: Consult with the employee’s supervisor.
The immediate supervisor is in the position to have the greatest insight, and influence, on the employee. What does the supervisor think drives the employee? What preventative measures, or course of action has been followed by the supervisor? Review the employee’s performance evaluation. Does the evaluation contain a safety component, and is the employee meeting standards? 
Step Five: Meet with the employee.
This is where all the pieces come together. And, as you might expect, the employee may have some anxiety. Begin with the purpose of a PSAP: to assist the employee in performing the work in a safe manner, not to administer discipline. Review the employee’s loss history. Is the employee even aware of how many injuries he/she has had? What are the explanations, or circumstances surrounding each incident? Are there obvious remedies for each injury, such as job design, personal protective equipment, or other factors? Discuss options with the employee. What can the employer do? What can the employee do? Develop a written plan of action for both the employer (management) and the employee. Set goals for both management and the employee and establish a timeline for each milestone. Conclude the meeting on a positive note. 
Step Six: Follow-up.
At the end of the employee meeting, a follow-up meeting should be a part of the plan of action. This should consist of a review of what has transpired since the last meeting. Both the employer and employee should report on progress. The PSAP should be reviewed, and any changes, updates or new information noted in the plan. 
Step Seven: Reinforce the program.
Continue to repeat the process. One model for project progress includes “Plan-Do-Check-Act”. No plan is static and no two people are the same. Part of a Personal Safety Action Plan is to make it personal; fit the plan to the person, and be open to adapting the plan to the individual case at hand. Our model PSAP form is just that, a model. It must be adapted to fit the specific situation, and not just filled in for convenience. Take the time to modify the form (or develop your own) every time you develop a PSAP. Celebrate success! As success is realized, consider asking the successful employee to assist by mentoring other employees. 
Conclusion
You’ve followed the plan and the employee is performing safely. Congratulations to all. But what happens when the PSAP does not have the intended results? Then it’s time to move on. Remember, the PSAP is not a discipline tool. Each organization should already have a tool in place to handle discipline issues. Utilize the discipline plan your organization has adopted.
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